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Introduction
Present-day organizations operate in a highly dynamic business environment that necessitates a consistent supply of leaders who can effectively succeed their predecessors. Organizations have to not only point out suitable candidates who can take up vacant leadership positions, but also ensure that these individuals have adequate leadership capabilities which can be improved over time (Paese, 2010). Assessment is a convenient tool that organizations can utilize to promote the accuracy of the selection process for prospective successors in certain job positions. Essentially, assessment allows an organization to evaluate the potential candidates to identify their strengths and weaknesses as well as their preparedness for particular leadership positions (Paese, 2010). However, to effectively utilize assessment in succession planning, organizations have to overcome various challenges in identifying individuals to be promoted to vacant positions. Subsequently, assessment should be modified to achieve a growth-oriented succession plan using both work-oriented and person-oriented assessment tools. To effectively use these tools, various quality considerations have to be taken.
Challenges and Factors to Consider in Identifying the Individuals to be Promoted Within an Organization
Organizations face various challenges in selecting individuals who should be promoted to certain positions. Fundamentally, there is no guarantee that an individual who was effective at a certain position will be similarly exceptional in the new position once they are promoted (Cavanaugh, 2017). Organizations, therefore, face challenges such as bias in selecting potential successors. Additionally, political tensions in organizational management may present challenges in selecting suitable individuals without bias (Cavanaugh, 2017). This may be worsened by the absence of a positive organizational culture that promotes fair and accurate identification of individuals to be promoted. Irresponsible organizational leadership also presents a major barrier to succession planning since some leaders may fail to notice the necessary qualities in prospective successors through inadequate supervision. Most organizations also lack the required facilities needed to evaluate, identify, and train prospective replacements. As such, limited time and resources are utilized in developing prospective successors, which results in these individuals lacking the required skills and abilities needed for a particular position. This is especially detrimental in organizations that experience rapid changes in management such that a reliable succession plan is impossible to maintain since this requires more time investment.
To overcome these challenges, several factors should be considered in identifying potential candidates for leadership positions. Work-based factors relate to the specific job requirements that the potential candidate should meet to be considered suitable (Ballaro & Polk, 2017). This includes the knowledge, experience, skills, and capabilities necessary for an individual to successfully execute their leadership roles (Murphy, 2010). While knowledge relates to the information acquired by an individual regarding the organization’s operations and objectives, experience entails the activities undertaken by an individual in a certain capacity and the information gained from these activities (Murphy, 2010). Personal attributes are also an important set of factors that are important when selecting potential candidates. More precisely, the personality of an individual, their cognitive capabilities, as well as their work values and interests determine their suitability for a certain leadership position (Murphy, 2010). A suitable candidate should exhibit stable personality traits that enable him/her to effectively handle the additional responsibilities that accompany advanced leadership positions (Murphy, 2010). Ultimately, the selection of potential candidates should match the organization’s objectives (Ballaro & Polk, 2017).
Fundamentals of Using Assessment for Growth-Focused Succession Planning
According to Paese (2010), there are six main fundamental steps that organizations should take to establish succession planning patterns that not only identify potential successors but also aim to develop these individuals based on an assessment of their preparedness and weaknesses. Firstly, the company should modify its succession plan to fit into the overall business model to ensure that the succession plans do not disrupt the business strategy (Paese, 2010). To achieve this, organizations should identify the job requirements for a particular position based on how the functions of the position match the desired business objectives. As such, the succession plan should aim to identify potential candidates who can meet the business demands of the organization. Subsequently, organizations should create certain goals to be achieved in the process of developing prospective successors. However, in creating these goals, organizations should employ a comprehensive and clear description of the specific requirements and abilities needed for a particular job position. These requirements should be based on an understanding of the organization’s operations, one’s experience regarding the job position to be filled, their skills, as well as their personality traits which can influence their efficacy in the job position (Paese, 2010).
Next, organizations should pinpoint the individuals with favorable prospects of becoming effective leaders by evaluating their efficacy at their present position over a certain period, the possibility of enhancing their leadership capabilities, and their preparedness for future positions. Individuals with favorable prospects often show exceptional responsibility in taking up leadership functions, have a growth-oriented mindset such that they effectively learn from their encounters, and are consistently open to expanding their knowledge (Paese, 2010). Additionally, such individuals exhibit adaptability and innovativeness in finding solutions to workplace challenges while abiding by the organization’s objectives (Paese, 2010). The fourth fundamental step entails evaluating the preparedness of potential successors for leadership at higher levels of management in the organization (Paese, 2010). This evaluation should include an analysis of the personality traits of the individual and how they can enhance or lower the efficacy of an individual in higher positions of leadership. Furthermore, different types of assessments should be combined to provide a more comprehensive evaluation of the prospective successors.
The fifth fundamental step in using assessment for succession planning involves creating customized tasks aimed at developing the leadership capabilities of the identified individuals with favorable prospects of becoming effective leaders. These tasks should deliberately challenge the prospective successors to improve their weaknesses by providing them with the knowledge and experiences needed for higher leadership positions (Paese, 2010). Moreover, these tasks should enhance their strengths and preparedness for future roles. Lastly, the effective use of assessment in succession planning requires a commitment among the organizational management to achieve the required objectives for the development of prospective successors. To achieve this, all levels of organizational management should be involved in training prospective successors. This requires effective communication and coordination within the organization to ensure that all members of the organization’s management understand their roles in promoting the development of prospective successors (Chaturvedi, 2016). Moreover, strict supervision is needed to ensure that all individuals take responsibility for their roles in the succession planning process.
Types of Assessments Used in Succession Planning
The two categories of assessment in succession planning include work-oriented and person-oriented assessments. The work-oriented assessment focuses on workplace functions and competencies that are required of an individual (Murphy, 2010). This approach employs domains such as mental processes, which entail obtaining and processing relevant information and work output which entails the physical and technical demands of one’s job, as well as interaction with other individuals in the workplace (Murphy, 2010). Assessing these domains has various uses for organizations, such as setting the mental, physical, and relationship requirements that an individual has to fill in the workplace. Person-oriented approaches, on the other hand, can be divided into three main domains, which include cognitive capabilities, personality, and interests and value orientations. Cognitive assessment evaluates verbal and spatial abilities, with the former containing comprehension, vocabulary, and mathematics, and the latter involving spatial rotation, inference, and diagnosis (Murphy, 2010). Cognitive assessment is useful for predicting and understanding behavior, although identifying the right specific abilities is not necessarily important (Murphy, 2010).
Personality assessment evaluates aspects such as the tendency to experience negative and positive emotions, agreeability, conscientiousness, and openness to experience (Murphy, 2010). This assessment provides distinct information from that provided by ability measures, but they are poor predictors of performance and effectiveness (Murphy, 2010). Nonetheless, personality assessments do not share some of the characteristics common to ability measures (Murphy, 2010). Conversely, the interests and value orientations domain commonly involves factors such as one’s ability to utilize their capabilities, the workplace environment and circumstances, one’s workplace status, their connection with their workmates, one’s autonomy in the workplace as well as the supervision and policies in the workplace (Murphy, 2010). This can be used in predicting aspects such as satisfaction, burnout, and retention, although it cannot predict valuable information about an individual’s performance in the workplace (Murphy, 2010). Assessment of interests and values can also help in ensuring that an individual fits a particular job, which promotes the appeal and incentive potential of the job.
Best Practices for Using Assessment for Succession Planning
To enhance the effectiveness of assessment for succession planning, various quality considerations should be taken. For starters, the assessment should be formal such that it is standardized for all the individuals who are to be evaluated (Chaturvedi, 2016). This promotes the accuracy of the assessment process since it ensures that the relevant aspects are evaluated by the assessments. The assessment should also be supported by all levels of the organizational management to ensure that all members of management are involved in identifying individuals with the highest potential of becoming effective leaders at advanced organizational leadership positions (Fusarelli et al, 2018). Moreover, the organization should ensure that all members of the organizational management take accountability for ensuring that prospective successors are adequately assessed (Paese, 2010). The results from the assessment of potential successors should be fairly analyzed to accurately predict the gap in capabilities that should be filled when training potential successors.
Moreover, the abilities being evaluated by the assessment should be relevant to the business strategy of the organization. These abilities should be necessary for the specific job position that is to be filled. Before administering the assessment, therefore, organizations have to create a set of capabilities and requirements to be met by prospective successors. Subsequently, the assessment should identify the gap in capabilities that the prospective successors have to fill to be effective in leadership positions at higher levels (Paese, 2010). As such, assessment should be used to identify the leadership inadequacies of prospective successors, after which they should be paired with mentors who can assist in developing the prospective successors. Organizations can optimize the transfer of knowledge and experiences through mentors who can foster meaningful relationships with their possible successors through which practical and relevant knowledge can be shared.
Conclusion
Present-day organizations, therefore, face numerous challenges in selecting individuals who should be promoted to fill certain leadership positions. More precisely, the potential for bias and political influences may overshadow the capabilities of these individuals, as well as the absence of adequate time and resources needed to evaluate and identify suitable candidates for promotion. Organizations should therefore consider various work-related factors such as an individual’s performance and personal factors such as their personality when identifying those who should be promoted. Once these individuals are identified, they should be assessed as part of a succession plan that matches the organization’s business model. Organizations should also create comprehensive job requirements and identify leadership potential with a focus on the ability to grow (Paese, 2010). Moreover, the potential candidates should be assessed for their preparedness for leadership at advanced levels and employ a customized approach when developing these candidates while emphasizing accountable supervision. Subsequently, both person-oriented and work-oriented assessments should be conducted to provide adequate information regarding the preparedness of potential successors.
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