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Abstract
This paper contains a case study of the Robinson Insurance Agency, which is a rapidly expanding company looking to establish a sustainable and effective succession plan.  The paper begins by explaining the factors that the organization should utilize in determining the leadership potential in individuals. The paper explains an assessment-based approach that the organization can employ to identify individuals with leadership potential who can be provided with opportunities for growth and development. Additionally, the paper describes three assessment instruments: structured interviews, Mitchinson and Morrison Learning Agility Assessment Inventory, and the OPM’s Leadership Potential Assessment. The paper particularly explains how these instruments can be used to determine the development gaps, how the results from the instruments will be useful to the organization, and how feedback regarding the instruments can be enhanced. Subsequently, the paper outlines the practical aspects of the assessment process and the individuals who will be involved. Lastly, the paper describes the possible legal ramifications of the assessment-based approach and how the Robinson Agency can avoid them.


Case Study: Leadership Potential Assessment at Robinson Insurance Agency
Introduction
Leadership assessment is a crucial step that allows organizations to create effective succession plans (Riggio, 2008). For the Robinson Insurance Agency, the company’s president looks to create a succession plan since the company is rapidly expanding. This plan is based on identifying individuals for growth opportunities who have the knowledge, skills, and abilities to move into new middle and senior leadership positions as these positions are created. Consequently, the company has to determine individuals with leadership potential who will fill future leadership positions. According to Paese (2010), leadership potential is the probability that an individual will exploit development opportunities to improve and enhance their readiness for leadership at higher levels. Consequently, an assessment of leadership potential is different from a leadership performance assessment since the former does not consider an individual’s current performance in their position. Instead, the assessment of leadership potential entails evaluating the gaps in development that need to be filled in an individual who has been identified as having high potential (Paese, 2010).
Key Factors for Identifying Leadership Potential
Various factors can be used in identifying leadership potential in individuals. These factors are classified under four main divisions: analytical skills, motivation, learning agility, and leadership promise (Dries & Pepermans, 2012). Analytical skills encompass factors such as inquisitiveness and openness to acquiring new information and receiving feedback, assertiveness and reliable decision-making skills, accurate judgment and problem-solving capabilities and having an adequate understanding of the organizational objectives and business model (Dries & Pepermans, 2012). Motivation, on the other hand, incorporates factors such as dedication and immense commitment towards attaining organizational objectives, sustaining high levels of individual motivation, the ability to persevere challenging circumstances, and being results-oriented (Dries & Pepermans, 2012). Learning agility involves factors such as emotional intelligence (ability to effectively understand and manage one’s emotions in a beneficial manner), readiness to enhance one’s knowledge, and openness to new experiences (Dries & Pepermans, 2012). Lastly, leadership promise entails factors such as the ability to take up additional responsibilities and the ability to maintain beneficial relationships with the company’s stakeholders (Dries & Pepermans, 2012).
Assessment-Based Approach for Identifying Leadership Potential at Robinson
Fundamentally, an assessment-based approach is a strategy that involves utilizing the results from organizational assessments to influence major decisions in the organization. At Robinson Insurance Agency, an assessment-based approach can be used to identify high potential managers who can be awarded growth and development opportunities. Such an assessment-based approach entails measuring the level of potential that can be expected from an individual at a specific level in their career (Silzer & Davis, 2010). More precisely, the assessment approach should evaluate foundational and career dimensions and use growth assessment to predict the probability for additional growth and development in an individual as they advance into higher leadership positions (Silzer & Davis, 2010). Subsequently, the results from the evaluation are used to classify individuals into four classes concerned with their potential for future success: too soon to tell, unlikely, possible, or highly probable (Silzer & Davis, 2010).
When conducting the assessment processes, assessment instruments can be used to identify potential leaders in the company. The assessment process should begin by defining and establishing certain criteria for what potential in a particular leadership position entails based on the organizational objectives. These criteria should be included in the guiding principles for the assessment process. Afterward, reliable assessment instruments should be selected to evaluate the most important aspects of potential based on the guiding principles (Silzer & Davis, 2010). The use of assessment instruments in the assessment process will allow the organization to determine the development needs of the individuals being assessed by comparing the results of the assessment to the criteria for success in higher leadership positions. Subsequently, potential leaders will be identified as those whose characteristics closely match the criteria needed for success in leadership positions. However, the company should utilize various assessment techniques to acquire a more detailed description of an individual’s potential (Silzer & Davis, 2010). Additionally, the assessment for potential should be done repeatedly across certain periods to evaluate an individual’s potential as it changes over time (Silzer & Davis, 2010). This helps to identify individuals whose potential may be declining over time.
Assessment Instruments
In order to conduct the assessment for leadership potential, the following three assessment instruments can be used by the Robinson Agency:
Structured Interviews
Structured interviews are advantageous because they will allow the organization to create customized questions that specifically focus on the factors to be evaluated in an individual. Interviews can be used to effectively assess the foundational factors of leadership potential such as the interviewee’s personality. Furthermore, they can effectively assess growth factors such as motivation and learning agility. While motivation incorporates factors such as dedication and commitment, sustaining high levels of individual motivation, ability to persevere challenging circumstances, and being results-oriented, learning agility involves factors such as emotional intelligence, readiness to enhance one’s knowledge and openness to new experiences (Dries & Pepermans, 2012). Interviews can also accurately evaluate the individual’s knowledge and performance (Silzer & Davis, 2010).
The results obtained from interviews can be used to obtain crucial information about the strategic thinking of an individual (Silzer & Davis, 2010). Since the interview evaluates an individual’s knowledge of the company’s strategy, the results can be used to determine the person’s understanding of the strategic processes involved in the business (Silzer & Davis, 2010). Additionally, the strategic experience of the interviewee can be accurately evaluated using interviews. Furthermore, interviews provide crucial information regarding the long-term perspective of an individual. Moreover, the interview results can help the organization to determine how motivated the individual will be, as well as their ability to persevere through challenging situations in the organization (Silzer & Davis, 2010).
To facilitate feedback from the interviews, several considerations should be made. Firstly, it will be important to establish a system that allows for follow-up discussions between the interviewers and the interviewees (Lawrence et al., 2018). The interviewer should provide objective feedback regarding the strengths and weaknesses of the interviewee based on the factors that were evaluated during the interview. Similarly, the interviewee will be allowed to provide their opinion regarding the interview process. The interviewees should also be allowed to provide their self-evaluation based on the factors evaluated in the interviews. Comparing the self-evaluations to the interview results will assist in determining whether the interview may have been biased.
OPM Leadership Potential Assessment (LPA)
The OPM Leadership Potential Assessment (LPA) is a survey instrument that employs a 360-degree assessment approach by collecting feedback about an individual’s leadership potential from other employees at all levels of the organization as well as stakeholders. The LPA evaluates certain executive core competencies that capture an individual’s ability and motivation (OPM, 2021). Ability is evaluated based on ten competencies that are needed to succeed at the leadership level immediately above the participant’s current position (OPM, 2021). The participant’s competency scores are compared with competency benchmark proficiency levels. In addition to measuring ability, the LPA evaluates five motivational factors which include: commitment to the agency, involvement with and enthusiasm for the work performed, motivation to lead others, desire to advance to a position of increased leadership responsibility, and confidence to perform leadership tasks (OPM, 2021). The LPA, which is cost-effective, can be conveniently administered online (OPM, 2021).
The LPA can provide the Robinson Agency with crucial information regarding the development needs of the individuals being assessed. Since the competency scores of the participant are compared to the competencies needed to succeed at higher leadership levels in the organization, the LPA results will allow the organization to determine how an individual’s competencies can be improved to enhance their readiness for leadership at higher levels in the organization (OPM, 2021). Furthermore, since the LPA can be applied at all levels of organizational leadership, the information from the instrument can help the organization determine the gaps in development between their leaders at different levels. Moreover, the instrument provides important information about an individual’s ability to motivate themselves and others.
To facilitate feedback from the LPA, the assessment process should incorporate communication systems that prioritize open communication between members at all levels of the organization. Furthermore, only the individuals who sufficiently know the individual being assessed should be allowed to provide feedback to minimize inaccurate responses. The individuals providing feedback should also be instructed to remain as objective as possible in their feedback to prevent the data from becoming overly subjective.
Mitchinson and Morrison Learning Agility Assessment Inventory (LAAI)
The Mitchinson and Morrison Learning Agility Assessment Inventory (LAAI) is a self-administered leadership potential assessment instrument that specifically measures learning agility in an individual. The instrument is simple to administer, cheap and does not require any certifications to implement. The instrument can also be conveniently administered online and therefore must not involve physically meeting with an individual. The LAAI evaluates 29 items based on five aspects of learning agility: innovation, performance, reflection, risk-averseness, and defensive behavior (Mitchinson & Morris, 2014). Out of the five facets, defensive behavior is the only one that negatively affects learning agility. Thus, the LAAI can be used to identify individuals with high learning agility. Based on the test results, these individuals are more likely to be extroverted, innovative, more focused, and less comfortable with mediocre results (Mitchinson & Morris, 2014).
The LAAI will provide the Robinson Agency with crucial information regarding the learning agility of the test-takers. More precisely, the results from the instruments can be used to determine the willingness of an individual to encounter unfamiliar learning experiences, as well as their ability to handle complexities that come with unfamiliar experiences in leadership positions. Additionally, the LAAI can be used to determine openness to feedback from others in the organization. The openness to feedback is a crucial determinant of an individual’s willingness to seek self-improvement (De Meuse, 2017). Furthermore, since the LAAI evaluates willingness to change, it can provide the Robinson agency with crucial information about how the individuals will respond to changes in the organization (De Meuse, 2017).
To facilitate feedback from the LAAI, the test-takers should be encouraged to share their results with their managers and supervisors. This will require an effective communication strategy based on an open exchange of information. Subsequently, the managers will be expected to provide objective analyses of the results compared to their initial evaluation of the test-takers. The test-takers will also provide their opinions about the LAAI, its strengths, and how it can be improved to better assess leadership potential.
Practical Considerations of the Assessment Plan
To optimize the implementation of the assessment process, it will be crucial to clarify the practical aspects of the process. The senior management and leaders at the Robinson Agency will be assembled and informed about the objectives of the assessment process, the desired results, the aspects to be evaluated, and their functions in the assessment process (Paese, 2010). These managers will then be trained on identifying individuals with potential based on the factors for identifying potential in an individual (Paese, 2010). Subsequently, they will identify individuals with leadership potential based on their performance. These individuals will then be discussed by internal and external raters who will determine those who are eligible for leadership potential assessment. Afterward, the assessment instruments will be used to conduct tests on those eligible for assessment.
In order to implement the assessment instruments, both insiders such as members of the Human Resource Department and outsiders such as trained coaches will be engaged. The results from the assessments will be analyzed using both internal and external raters who are qualified enough to provide constructive ratings of leadership potential. In these discussions, the raters will identify the gaps in development that should be addressed to enhance the leadership potential of each individual that was evaluated.
To administer both the Mitchinson and Morrison Learning Agility Assessment Inventory and the OPM Leadership Potential Assessment, no certifications will be required. This is because the two instruments are self-administered. To administer the interviews, certifications such as the Certificate in Organizational leadership will be required to demonstrate that the interviewer is well-trained.
Potential Legal Ramifications of an Assessment-Based Approach to Identifying Potential
The potential legal ramifications of an assessment-based approach to identifying potential at Robinson are determined by the current legal standards surrounding the use of assessments to evaluate potential. According to these legal standards, Robinson will have to evaluate any adverse effects that may result from their assessment instruments and subsequently, validate any assessment instruments that have adverse effects. Thus, when using the assessment-based approach, the organization can be legally punished if it does not maintain the validity data for any criteria for leadership potential that has been found to have an adverse impact (Ashe & Lundquist, 2010). The company’s employees can also make legal claims against the company if they feel that the assessment process is excessively subjective. Moreover, legal action can be taken against Robinson if there are issues about informed consent and privacy of the data collected from the assessment process. If the company chooses to use cutoff scores in the assessment approach, it will be legally mandated to prove that the score adequately differentiates those who can perform the job satisfactorily from those who cannot (Ashe & Lundquist, 2010).
How the Assessment Approach can be made Legal and Justifiable
To minimize the possibility of encountering the legal ramifications, the Robinson Agency should take various measures to ensure that the assessment-based approach is legal and justifiable. For starters, the company should utilize an effective communication strategy to effectively train the individuals involved in the assessment process and allow the employees to provide feedback about the assessment tools and their adverse effects (Rodriguez & Walters, 2017). Thus, the organization can determine how to minimize the adverse impact to avoid legal liabilities. By focusing on the managerial positions that require staffing only and clarifying the requirements for these positions, the organization can avoid legal liabilities due to overly subjective tests. Furthermore, the company should validate the assessment tools to obtain valid evidence which can be required in legal settings when defending the assessment tools that have adverse impacts. The company should also ensure that the individuals being assessed are fully informed about the assessment process and its relevance before signing the consent form. Moreover, the privacy of the information collected using the assessment tools should be maintained.
Conclusion
Therefore, an optimized assessment of leadership potential will allow the Robinson Insurance Agency to establish an effective succession plan. To conduct the leadership assessment, the company should first identify the main factors for determining leadership potential among individuals, such as motivation, learning agility, leadership promise, and analytical skills. Subsequently, the organization should create an assessment-based approach based on utilizing assessment instruments to determine the development gaps that should be filled in potential leaders in the organization. These instruments include structured interviews, Mitchinson and Morrison Learning Agility Assessment Inventory, and the OPM Leadership Potential Assessment. Implementing the assessment process will involve both internal and external individuals, especially the organization’s management. However, when using the assessment-based approach, the organization should be wary of various legal ramifications of using the approach, such as privacy and informed consent issues. Consequently, the organization should ensure that the assessment process is legal and justifiable.
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