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• We provide premium assessment-based 

solutions for making decisions about people.

• Our core assessments solve problems common 

to all organizations—safety solutions, high 

potential identification, leadership 

development.

• Our research archive has performance data for 

most jobs in the global economy.

• Our assessments help individuals, teams, and 

organizations across the world. 

• Our research team develops customized 

assessments to solve unique problems for 

our clients.

Who is Hogan Assessments?



Proved that personality 

predicts occupational 

performance.

Discovered how leadership 

has financial consequences.

We showed that personality 

predicts leadership 

performance—who you are

determines how you lead.

We identified 11  dark side 

personality factors that derail 

leaders and organizations. 

We demonstrated the need 

to distinguish between 

leader emergence and 

leader effectiveness.
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Five Key Research Contributions



Our assessments 

provide an unbiased and 

scientific basis for 

making informed 

decisions about people.

Business success 

depends on making 

good decisions 

about money and 

people.

Using data to 

support decisions 

about people is 

always best practice. 

Why Our Research Matters
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Assessments Used
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Summary

Organizations need to pay attention to data2

There is a real difference between Emergence and Effectiveness3

Hi Po Assessment is an HR Fad1

Those who make the fewest mistakes win4



▪ HiPo identification is an HR fad. 

▪ The Chinese used assessment to identify high potential 

talent 2000 years ago.

▪ The German army used personality assessment to identify 

high potential leaders 100 years ago. 

▪ Today organizations use nominations and politics.

▪ We distinguish between:  (1) the fate of individual careers; 

and (2) the fate of organizations.

▪ If one pays attention to the right things, identifying future 

talent is actually quite simple.

What This Talk Is About



Competition is Unavoidable

▪ Competition is a fact of life.

▪ There is competition inside groups for status.

▪ There is competition between groups for survival.

▪ HR focuses on the competition inside the group:  e.g., who will be the next 

Vice-President? 

▪ But the competition between groups is more important.



The Fate of Losing Organizations

▪ When you capture a city:  “Put to 

the sword all the men in it…utterly 

destroy them…save alive nothing 

that breatheth.”  

▪ As for the women and children:  

“You may take these as plunder 

for yourselves.”

▪ Deuteronomy 2:10-20



▪ What is good for the group is always 

good for its members.

▪ What is good for individual members 

may or may not be good for the group: 

the free rider problem.

▪ HR focuses on characteristics of 

individuals (CEO charisma, etc.) and not 

on leadership.

▪ Leadership drives organizational 

performance.

▪ Bottom line:  individuals can have great 

careers while their organizations fail. 

Individualism



▪ People are both selfish and cooperative.

▪ People become selfish during stable economic times.

▪ People must cooperate when there is an external threat (ISIS). 

▪ Leadership involves persuading people to cooperate. 

▪ Leadership is a resource for group survival, not a source of status for individual 

leaders.

When Leadership Matters



Academic leadership research has failed:

1. Bad definition of leadership.

2. Ignores the base rate of executive failure.

3. Ignores the subordinates’ perspective.

4. Ignores the ROI of leadership.

Modern Leadership Research



▪ Emergence and effectiveness are the 

key variables in leadership research. 

▪ Emergence concerns being noticed.

▪ Effectiveness concerns building a 

high performing team.

▪ Most leadership research concerns 

emergence and ignores effectiveness.

Emergence Versus Effectiveness



Who Are the High-Potential Performers?

Organizations know who stands out, not who performs well.

High Potential identification mostly concerns Emergence.

High Potential identification should focus on Effectiveness.

Emergence and Effectiveness are only moderately correlated.



Good Managers



Luthans’ research  shows:

▪ Emergence is about individual success.

▪ Effectiveness is about organizational 

success.

▪ We recommend choosing Effectiveness 

over Emergence

▪ This is the point of our new HiPo Report.

Emergence Versus Effectiveness



Our HiPo Model is structured in terms 

of three sections:  

1. Foundations

2. Emergence

3. Effectiveness

Structure of Hogan HiPo Model



Foundations concerns identifying 

good employees.

Good employees are:

▪ Congenial:  Charming and pleasant.

▪ Smart:  Learn the job quickly.

▪ Willing:  Hard working team players.

Foundations



Employment interviews focus on 

congeniality. Many congenial people 

turn out to be:

▪ Unwilling to work as part of a team

▪ Slow learners

▪ Lazy and undependable

Politicians do well in most employment 

interviews…

Elections are public employment interviews

Why Foundations Matters



Emergence

Emergence concerns being noticed.

▪ Colorful and self-dramatizing

▪ Good social skills

▪ Strong platform skills

▪ Talent for networking



▪ Emergence comes before 

effectiveness.

▪ To be effective, people must first be 

in charge.

▪ It helps to stand out.  

Why Emergence Matters



Effectiveness concerns building 

high performing teams. 

Building high performing teams involves:

▪ Recruiting talented players

▪ Putting them in the right positions

▪ Creating engagement based on trust

Effectiveness



▪ Effectiveness is about making 

organizations function better.

▪ Effectiveness is about outperforming 

competing organizations.

▪ Effectiveness is the bottom line in 

leadership.

Why Effectiveness Matters



Five Organizational Challenges



5 Key Points

What Organizations Should Do

Define Potential Correctly

Identify High Potential Employees 

Use Objective Measures

Pay Attention to Engagement

Develop the Future Leaders 



They also: 

• Are rewarding to deal with

• Are talented and learn tasks quickly

• Take initiative and seem leader-like

High potentials are higher performers.

Define Potential

20% of 

Workforce

80% of 

Productivity



• Organizations tend to overestimate current performance

• Performance measures tend to be subjective and politically biased

• Traditional measures reward behavior that is counter productive at the next level

Talent pools pay attention to who is nominated or identified 

Identify Talented Employees



Rewarding to deal with

Identifying HiPo Employees

Productive

Hardworking, achievement 

oriented, high standards of 

performance.

Leaderlike Ambitious, resilient, good 

judgment, and social skills

Entrepreneurial Creative, opportunistic, 

visionary, and proactive.

Trustworthy 

and likeable.

TalentedSmart, curious, 

adaptable, coachable, 

and eager to learn.



Multi-dimensional approaches to assessment paints 
a comprehensive picture of each person

Use Objective Measures

Work

habits

Ideal job 

type

Leadership 

potential

Probable 

derailers



Pay Attention to Engagement

• High levels of persistence at work

• Positive affect and involvement

• Enthusiasm and pride in the work

• Finding work meaningful



Use the Objective Assessment Data

Develop High Potentials

Identify key 

strengths to 

leverage

Discuss 

derailment and 

stumbling 

blocks

Identify 

unconscious 

biases and 

leadership values

Focus on 

strategic self-

awareness



Development is:

What are the leading companies doing?

Best Practices in Development

70 – 20 – 10 (job, mentor, classroom)

Immediate and actionable

Tied to performance and rewards

Not a program, but an experience

Key to promotion



Good news:

▪ Provides an objective, legally defensible way to identify HiPos.

▪ Overcomes organizational politics, racist and sexist biases.

Bad news:

▪ Report will challenge conventional wisdom inside the organization.

▪ Some current stars will be identified as empty suits.

▪ Some current nonentities will be identified as future stars.

Our HiPo model will provide both good and bad news.

Good News and Bad News



▪ Everyone thinks he/she is a good judge of character.

▪ No one is a good judge of character

▪ The best way to make decisions about people is to use valid personality assessment.

▪ Organizations often forget this lesson.

▪ And that is when organizations choose bad leaders. 

The Last Word
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