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What is an Assessment Center?

It is a set of procedures, rather than a place...a set
of procedﬁres de&eloped jointly by management and behavioral
science which are applied by management in identifying
managerial potential among employees. Originating'within
0SS for evaluation of intelligence operations potential, the
original concept has been expanded and developed for in- -
dustrial/business applications, largely through the efforts
of psychologisté (Drs. Bray and Grant) employed by American
Telephone and Telegraph within the Bell System subdivision.
Beginning as early as 1956, Bray and Grant,.working alongside
Bell managers, devised a series of situational, job-related
probiems which were presented to candidatés for ad#ancement
into or within the Bell managerial structure. Systematic
observations of the candidates' behaviors in the face of
these job-related problems were recorded and evaluated as to
their efficiency, originality and utility. These behavioral
evaluations or ratings have since beén studied against the
criterion of the given candidates progress through the pro-
motional structure of the Bell System.

Reports of the initial findings regaxding the success
of Assessment Center procedures in predicting future managexial
success did not appear in professional literature until Bray

and Grant had followed the first Assessment Center candidates
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for about 10 years (first formal report of findings appeared
in 1966). The exchange of ideas among behavioral scientists
engaged in industrial/business psychology, of course, far
antedated the Bell System Management Progress report of 1966.
At the present time, for example, érganizations.such as

Sohio, Sears, Penneys and IBM, all have developed and operate
their own "custom~tailored" Assessment Centers. Conservative
. estimates suggest that since 1956, over 100,000 persons have
been processed'through Assessment Centers designed specifically
for identification of managerial ability. (These numbers do
not include persons processed through Centers designed to:

(a) identify creative abilities; (b) identify sales potential;
(c) identify candidates for advanced ("war college") military
traiﬁing by foreign governments. Likewise, these figures do
not include the numbers of "on-board" and "applicant" Career
Trainees processed through the Psychological Services Staff's
(PSS's) assessment center designed to point up: (a) career

directions; (b) long range potential.

How does the Assessment Center work?

- It may be helpful to comment first on a comparison of
Assessment Center procedures with traditional behavioral
science (psychological) assessment procedures.

First, the Assessment Center approach places the candidate

into a problem situation in which he must act (behave) so as to

—-2-—
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handle same. Unlike traditional procedures, Assessment Center
procedures are of exceptionally wide bandwidth i.e., the range
of behaviors possible far outstrip® the more narrow bandwidth
procedures demanding either solely speed or general intelligence
or verbal facility or eye-hand coordination, etc. The candidate
is placed in a position which demands he display more global
samples of his behavior than do traditional technlques.

Next, the Assessment Center procedures are developed by
behavioral scientists so as to simulate job-situations defined
as "stumbling blocks" or "stepping-stones" to managerial success
by successful managers within the organization concerned. In
other words, after close consultation with ménagement, behavioral
scientists design situational tasks which parallel those both
"par for the course" and guaranteed to "test the mettle" of
managers in the organization. In essence, the Assessment Center
tasks are miniature life situations faced by the ofganization's
managérs in their day-to~day operations. In this sense, the
Assegsment Center procedures are akin to the training technigues
for commercial airlines pilots...you'put the candidate pilot
in a realistic but simulated situation (where his worst per-
formance costs neither lives norx a multimillion-dollar ailrcraft)
in order to determine the reasonableness of advancing him to
the real-life situation.

Finally, many of the traditional evaluation techniques are
constrained by the need to identify THE RIGHT ANSWER from among
THE WRONG ANSWERS in order to generate a quantifiable score.

-3 -
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problem situation are not matched against a "school solutioh”
...the candidate's attempts may be judged to range from hlghly
successful to highly unsuccessful...prov1d1ng a clearly more
detailed description of the candidate's performance than the
simple "Right" wvs “Wrong" dichotom&.

In this same vein, it should be noted that descrlptlons
of Assessment Center candidates expand rather thdn constrict
- the range of possible dispositions of the candldates. Given
a representative number of job-related tasks, it is the rare
candidate who comes through the Center as either 100% or 0%.
Candidates come through identified as to specific strengths
and deficiencies. Thus it is that the Assessment Center,
properly used by an organizaﬁion, does not proceed to replace
or convert to "rubber stamps", the organization's.ongoinq
mechanisms for advancement of enmployees. Instead, the Assessg-
ment Center provides such mechanisms‘(viz; promotion panels)
with én_additional, vital source of data to assist in decisioﬁ—

making.

Why use an Assessment Center?

The most obvious reason is that the Assessment Center works!
The less obvious reason is that, given the research support
necessary to document the validity and utility of the Center
in any given organization, the highest levels of management

are constantly up-to-date vis-a-vis the make~-up of the managerial
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character of the group; are alerted to sources for new input;

and are in a position to input new elements to the managerial
structure in the face of projected requirements and demands
for the future. 1In essence, the Center offers highest levels
of management, the capability for prediction and direction of
the character and style of the orgaﬁization.

Lest the foregoing sound overly optimistic, let's look
at the "box-score" for the Aséessment Center approach.

One way of checking the box-score is to ask whether the
Center offers advantages over pPrevious procedures. The answer
is YES in the range of magnitude from 10% to 30% improvement
in successful prediction of who will "make it" and "how far"
in the organization.

Next, in a unique sort of arrangement set up by Drs. quy
and Grant in the Bell System, conclﬁsions from the Center can
be held back from management. Later, Center predicted success
can be compared with actual success in the organization. The
time elapsed in the Bell System study (from Assesément Center
to roughly ten years performance in the organization) draws focus
on Center predictions regarding capacity to reacth "middle~
management" positions. Here, the box-score shows that of can-
didates described by the Center as héving middle~management
potential, 2 out of 3 did realize th;ir potential. Of all those
described by the Center as deficient in such potential, only

1 out of 3 were actually advanced to middle-management positions.

-5~
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What of those studies wherein Assessment Center results
are directly communicated to management? One of the better,
more recent and representative studies in.thié area has come
out of IBM. Using 1086 employees considered reasonable
candidates for advancement into managerial positions in the
time period 1965 to 1970, IBM used the following summary

rating of managerial potential to describe Assessment Center

findings:
Rated Level Description
1 : ‘ Executive Potential
2 High Level Potential
3 Second Line Potential
4 ' . First Line Pqtential
5 Remain Non-Management

Of all candidates (1086) processed by the IBM Center, the

following Rated Levels were assigned:

Rated Level . Percentage {of 10865
1 4% | \
2 les
3 24%
4 . 28%*
5 28%%*

(*Over 50% of all candidates were rated as incapable of pro-
gressing beyond first line management...a fact having impli-
cations for preselection of Center candidates to be discussed
under the "When" section.)

-6
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management, it should not be surprising that the decisionsg

about promotion to First~Line (Firs£~Level) management were

the following:

Percentage Promoted
Rated Level to First-Line

1 87%
2 48%
3 : 423
4
5

24%

There'is a suggestion in the above data of the "Crown
Prince Effect" i.é,, if you are rateq high by the Centér;'your
future in the organization is guaranteed, ﬁurther data re-
garding promotions after this initial bPromotion into management

has been secured ang lecoks like thig:

‘Percentage Promoted Beyond

Rated Level A ~ First-Line Managenent
1 _ ' 342
2 32%
3 - 278
4 13%
5 7%

Thus, after First Line promotion, later promotions'tehdA
to "level off" for the three highest Assessment Center ratings.
It would appear that while later promotions aré less influenced ‘
by the "halo effect" of earlier Center ratings and more,détermined
by factors such as actual on-the-job performance, nonetheless,

-
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those identified by the Center as having higher potential

actually do perform at higher levels than lower rated canaidates.
What about the "kiss-~of-death" effect i.e., if a person

receives a low Assessment Center rating, is he doomed? The

following figures on separations among the Center candidates

by IBM seems to answer this qguestion:

Percentage of Separations

Rated Level Among Candidates
1 0%
2 ' 2%
3 %
4 3%
5 2%

Obviously, separations are evenly spread across all cate-
Qories. (Note that given the small number of»candidatés rated
at LeQel 1, the loss of even one person would.be equal to 2% of
the group!) Thus low ratings do not unreasonably prejudice thé
candidates career. Remember that Bray and Grant found that,
after about 10 years, management had promoted to given levels
33% of those people rated by the Center as incapable of ad-
vancing to those given levels. (Note that Bray and Grant used
only the first Center prediction of ten years earlier} unrefined
by data regarding training received;and skills required.) |

The suggestion in the last two tables combined is somewhat
intriguing i.e., the Assessment Center appears more appropriate

in identifying the "comers" as opposed to branding the "losers".

— 8-
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ty in that Center Predictions of success in sales activities
matched independently obtained field ratings 100%. Center pre-

dictions of failure in sales matched field‘ratings only 10s%.

Who operates the Assessment Center?

Since the Assessment Center is a set of procedures designed
conjointly by behavioral scientists and managers, applled by
managers in evaluatlng...etc., the Center clearly is operated
by the management of the organization for whom the Center is
designed. In other words, after the job-related situational
tasks are designed, experienced managers in the given organiza-
tion are selected for training as aseessors (observers, raters)
in the Center. The preferred training technique is to permlt
the managers to deal with the same situational tasks the future
candidates are to face., 1In this fashion, assessors both are
made aware of the special demands of the tasks and also assist
in "debugging" the design of the tasks selected,

The behavioral scientist continues to contribute to the
Center in three basic areas: (1) he contributes psychometric
data responsive to highly specific questlonq about candidates;
(2) he is available for consultatlon regardlng unusual problems
of behavior observed or observatlon of behavior; (3) he main~
tains current validity data regarding Center findings and "on-

the-job" performance.
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éﬁ) he Assessment Center used?

This is a critical question bearing on the overall Utlllty
(cost- -effectiveness) of the Center. Obviously the Center
cannot accept all employees in the organization. Some career-
development critical point should be identified e. g. the level
in the organlzatlon regarded ag Flrst Line/Level management.
Having identified this critical p01nt, the next question is
whether incluéion in the Center Processing is to be automatic

or at the individual's option.

Wherxe conduct the Assessment Center?

This last point, while seemingly simple-minded, is hardly

50. Candidates tend to be more spontaneous and less inclined to

'pursue_rigid, "school solution" behaviors when they are removed
from i;stitutional surroundings. Most importantly, managers
operaﬁing as asseséors, tend to set aside assessor tasks when
"day-to-~day" office concerns are pushed uwpon them i.e., in
institutional surroundings, they are too easily distracted from
Center activities by.phone¥calls, "urgent" memos, and the like.
Consequently, "isclated" and/or "protected" surroundings are
both desirable ang necessary for efficient operaﬁion of the

Center.

FPSychologist 4

-10-
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MEMORANDUM FOR: Mr. | ,ﬁ;r Hh]shhascomd

Here is the assessments center materia]

I mentioned yesterday.

STAT

1 March 74
(DATE)

FORM NO. [Q] REPLACES FORM 1o- 101
1 AUG 54 WHICH MAY BE USED. ta7)
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Assessment centers for
spotting future managers

Many opinions are better than one, especially

when a company decides whom to promote

and how to develop his management potential

Foreword

Under the cortrolled conditions that obtain in the
assessment center, managers can observe promising
youn in action and evaluate them objectively,
~ both for specific job capabilities and for general man-
agenient abilit7. From an assessment report, a com-
pany can get an excellent “gut” feel for whether a
fnan)will fit into its organization in the future, where
Tie will do best, and how he ought to adapt and de-
velop himself for the challenges he will meet as he
moves up the management ladder. The assessment
center technique has shown itsclf a better indicator
of future success than any other tool management
has yet devised; it also brings many valuable fringe

_j eciding whowm to promote to management
from the rank and file is a classic difficulty.
There is a great difference between the skills
and talents requircd for rank and managerial
positions, and a man’s performance in the ranks
provides scant basis for judging how well he
would do if he were promoted to first-level man-
agerent. Companies have learned from bitter
expericnce that the best salesman or the finest
mechanic does not necessarily make the best
Supervisor.

Usually, it is just about as hard to judge
whether aQnaNR)Who is working well at one level
of management will “take hold” at a higher
level., The skills required may be more nearly

benefits to the company that uses it. This article ex
plains how the technique works, why it is superio
to others, and the steps a company should go througt
in developing a center of its own.

Mr. Byham has developed three applications of th
concept for J.C. Penney, where he is Manager of Se
lection, Appraisal and General Managcment Devel
opment. In 1969, he conducted a survey of the desig
and effectivencss of all known industrial application
of the concept, which is the basis of a book he is noy
preparing on the subject. He has a background i
industrial psychology and has worked in various pe:
sonnel-related arcas.

alike in this case, but even experienced excct
tives find it hard to assess the exact scopc of

:iiihfigﬁability and the breadth of his shoulder:

Previously developed yardsticks for measurin
management potential have not really bee
worth their salt. Batterics of written tests, fc
example, cannot asscss the way a man: work
with people; supervisors’ ratings can be highl
biased; and so on.

To obtain a basis for making promotion dec
sions, a scorc or more of companies have r
sorted to the corporate assessiment center a
proach. This assessment procedure simulat
“live” the basic situations with which adim
would be faced if he were moved up and d

Approved For Release 2005/11/23 : CIA-RDP80B01495R000900030022-9

150



velophppkavestBarReleass. 2005111231 GIA;RDP80

at the higher level before the decision to pro-
mote him is actually made. AT&T, IBM, Gen-
eral Electric, J.C. Penney, Standard Oil {Ohio),
and Sears, Roebuck, are a few of the companies
that have established such centers.

In these centers, specially trained managers
{and occasionally psychologists) act as “asses-
sors” who evaluate candidates for promotion—
cither into management or within management
—-on their potential and their arcas of weakness.
Groups of@pass through serics of standard-
ized excrcises such as management games, in-
basket tests, aud leaderless discussion sessions,
while the assessors observe their behavior close-
ly. Part A of the Appendix on-page-162 explains
the schedule of a “typical” assessment center.

The assessors discuss each candidate’s perfor-
marnce separately and then generate a compre-
hensive report on each candidate which man-
agement can combine with current performance
information as it sees fit. As well as identifying
the @@cd most likely to succeed, the assessment
reports spell out the individual deficiencics of
cach candidate and suggest guidelines for man-
agement to use in developing him.

These reports constitute powerful planning
tools for management: it can use the reports to
plan the orderly progression of management
within the company; it can adjust its hiring
batterns; if neccessary, it can direct that jobs be
designed which_match and give growing space
to particular men’s abilities and potential; and,
most iniportant, the company can plan a ration-
al, sensible route for the candidate to follow as
he moves up the ladder.

Reports have proved to be remarkably valid,
Longitedinal studies of thousands of employees
assessed over the last few years indicate that this
assessment method is much more accurate than
traditional appraisal procedures, and these seem
to be the reasons:

O The exercises used are designed to bring out
the specific skills and aptitudes needed in the
position(s] for which a group of candidates is
being assessed.

O Since the exercises are standardized, asses-
sors evaluate the candidates under relatively
constant conditions and thus are ahle to make
valid comparative judgments,

L See Douglas W. Bray and Danald Grant, “The Assessmeat Conter in
the Measurement of Potential for Businesy Managewene,” Psychological
Monogriphs, 1966, Vol, 83, 1o 7.

2. O88 Assessment Stuf, Assessment of Men (New York, Rinchare, 1918},
and Fortune, A Good Man Is Hard to Find,” Alarch 1546, p. 91,

Assessment centers
QI‘!495R00Q900030022-9

he -ass™®ors usually do not know the can-
didates personally; s0, being cmotionally disen-
gaged, they are unbiased. :

O The assessors arc shielded from the many
interruptions of normal working conditions and
can pay full attention to the candidates’ be-
havior in the exercises.

O The procedures focus their attention on
the primary kinds of behavior they ought to ob-
serve in evaluating a promotion candidate.

O They have been trained to observe and
evaluate these kinds of behavior,

The first experiments

American Telephone & Telegraph first applied
the assessment center idea I4 years ago as part
of the data collection procedures for its Man-
agement Progress Study, a study of Bell System
personnel the company undertook to gain in-
sight into the management development process
and to identify the variables related to success.!

Over four years, ATQT processed 422 men
from six Bell Systems through a threc-and—a—half_
day assessment center to obtain basic data on
their cxperimental population. AT&T had got
the idea for assessment centers from the pio-
neering work of the Office of Strategic Services,
which used the method for selecting agents
during World War II. Descriptions of the in-
genious exercises used by the 0SS make both
interesting and enjoyable reading.?

Some Bell executives who took part in the
Management Progress Study assessment centers
recognized the possibility that the technique
could aid them with onc of thejr critical prob-
lems—i.c., identifying potential among candi-
dates for first-line management. They invited the
AT&T rcsearchers to set up are assessment cen-
ter for them, and as a result the first nonresearch
application of the method was made in 1958 by
Michigan Bell. It achieved immediate and wide-
spread acceptance throughout AT&T. Today,
AT&T affiliates operate so centers all over the
country, processing 10,000 candidates a year.
The Bell centers are still used primarily to eval-
uate the management potential of men being
considered for first-level management positions,

Today’s applications

Other companies that have observed the suc-
cess of the Bell System centers have also used
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seems to be a trend toward using the wethod
with higher levels of management. While still
concentrating their primary use at the lower
levels, companies such as Standard Oil {Ohio),
IBM, General Electric, and AT&T have estab-
lished middle-management centers for promo-
tion and development purposes. Penney, for in-
stance, is experimenting in how to assess mid-
dle-level managers in its rctail stores to deter-

mine their aptitude for large-, or mediume-sized .

store management. ' '

At these higher levels, centers usually focus
on stimulating a man’s sclf-development and
career planning through increasing his self-
knowledge. After the games and exercises, a par-
ticipant is given time to critique his own per-

formance and also that of his tcammates. A

/ “T-group” atmosphere is often created to _in-
_crease self-learning. Conditions in such a center
are sufficicntly well controlled, however, that
none of the negative effects wh_mh have occa-
sionally ckaracterized the T-group session have
been noted here.

Middle-management assessment is alrcady ex-
erting profound impact on organizational plan-
ning. In meshing the company’s projected man-
power needs with its manpower resources as
described in its assessment and devclopment
reports, Standard Qil {Ohio) goes so far as to
consider, for each likely man, the kind of super-
vision under which he works at his best, the

~kinds of pressures he can tolerate, and so on, to
find the best possible place for him to work and
grow. The company also tries to tailor specific
job responsibilities to the individual through
changes in organization and areas of rcsponsi—
Dbility.

"~ The concept has yet to be applied at the top
level of management, and perhaps it never will
be. Promotion and devclopment decisions near
the top are highly sensitive and highly personal,
and a mechanical procedure for assessing candi-
dates, however excellent, may not be suited to

- thesituation.

So far as screening applicants for new em-
ployment at lower and middle levels is con-

/ cerned, the assessment center method has little

H
/' value for most companies, since there is seldom

a large cnough group of prospects at a’ given
time to justify the expense of operating a pro-
" gram. Because of their great size, AT&T and
Sears hiave been able to use the method in initial
hiring. Scars operates a very short assessment

interview are brought in large groups to Ph
delphia for a day and a half of orientation .
assessiment. AT&ET flies candidates for its “c
munications - consultant” school to New Y
for asscssment. Although this is cxpensive,
secarch has shown that selection based on
sesstent pays off.

~To my knowledge, 20 companies have b
responsible for asscssing more than 70,000 ¢
didates in the last 10 years, but at lcast 1oo n
companies are developing centers or are in
advanced stage of center planning. Many ot
arc “looking into the idea.” As an indicatio
this interest, I might cite the fact that n
than 200 company rcpresentatives attended
ferences on the assessment center method
ing 1969.

Applications of the mecthod have multip
almost every year since the first industrial
plication of asscssment centers by AT&T
years ago, and, within the limits I have
lined, these applications vary widely. The
scription of the typical center given in the
pendix is best described as a composite of n
companies’ centers. No center is exactly like
one described. Some centers process only 6
didates at a time, while a few process more

45"}—2. The ratio of assessors to candidates ra
{ from 3-to-1 to 1-to-r. While centers with a

and-a-half consecutive day cycle are most «
nion, some cycles are only two days long
these days are not necessarily consecutive. :
ers are five or six days long because asscssy
is integrated with training activities.

Obviously, therc is no right or wrong w:
structure a center—the specific application »
be designed to meet specific company needs
operating requirements. This flexibility i
flected particularly in the variety and comil
tions of exerciscs used in centers. Each comy
chooses excrcises that bring out the beha
they desire to assess. Parts B and C of the
pendix, however, demonstrate the kind o
formation the “typical” center might pros
and give some insight into the kind of a
ment rcport a center can generate. I shal
more about the appropriate choice of exa
later.

Centers typically find that 309 to 40%¢ ¢
candidates in a group fall into their aceept
outstanding category, 40% into their que:
able category, and 20% to 30%¢ into thci
acceptable category.
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Figurcs like these are often viewed askance
by exccutives, and consequently I should like to
discuss the question of validity next, before go-
ing into such topics as the “extra” benefits that
centers bring and how centers are constructed
and managed.

Are the assessments valid?

In bricf—yes, they can be. Unlike many other
management development techniques that in-
dustry has widely accepted, the assessment cen-
ter method has been well received partly be-
cause properly controlled rescarch has shown it
to be of value. This rescarch has reassured both
business exccutives and professional psycholo-
gists working in the personnel arca that the as-
sessmeitt center method is almost certainly more
valid than any other means of identifying and
analyzing a candidate’s management potential.

Four kinds of studies

Existing validity studics are of four kinds. Three
of them focus on centers that arc new or ex-
perimental, and the fourth focuses on the opara-
tional center that has existed for some period of
time. To bégin with, let me describe the three
kinds of study that focus on the ncw centers.

First, where an assessment center is purely ex-
perimental and set up only for rescarch pur-
poses, a study usually compares asscssment pre-
dictions with the candidates’ later performance.
Ordinarily, in these circumstances, the assoss-
ment reports are not releascd to management.

The work of Douglas W. Bray and Donald
Grant on the original, experimental AT&T cen-
ters is of this kind, and it indicates that these
centers’ predictions were highly accurate. Yor
instance, 64% of the candidates predicted to
enter middle management had done so by the
cighth year after assessment, while only 325 of,
those candidates predicted not to achieve mid-
dle-management positions had done so.

Second, a study may comparc asscssments
made at a new, but “real life” center—that is,
one that sencrates reports that are meaut to be
used—with candidates’ later performance. An
AT&T study of its new-salesman selection cen-
ter reflects this pattern. The reports on the fivst
78 candidates who passed through this center
were withheld from line management. All these
men were subsequently hired as salesmen, and
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was cvaluated by trained observers who accom-
panied them on-their calls. The results of both
the original assessments and the performance
review arc shown in Exhibit I. This exhibit
shows, for example, that of the 32 salesmen as-
sessed as “‘acceptable” at the center, 19 were
still judged “acceptable” when their field per-
formance was revicwed. :
In this study, the correlation between assess-
ment ratings and performance is .51. Intercst-
ingly, when thesc men’s performance in the
field was compared with the ratings of the men
made by their supcrvisors, no significant corre-

Exhibit I. Validity study of assessment of
sales representatives

Number of candidates

Original Ficld Validity of
Findings assessment eview assessment
More than acceptable 9 9 10050
Acceptable 32 19 6o
Less than acceptable 16 7 44
Unacceptable 21 2 10

Source: Douglas W. Bray and Richard J. Campb-1l, “Selection of
Satesinen By Means of An Assessment Center,” Journal of Applicd
Psychology, Vol. 52, No. 1, 1963, p. 38.

lation emerged. Similarly, no significant corrcla-,
tion was found between their field performance
and the ratings given them by training person-
nel who worked with them in a sales training
program.

(These two AT&T studics are somewhat un-
usual in that management was not notified of
the assessment findings in either case. When
management is notified of the findings and uses
them in planning promotions ind development
activity, as in the next two kinds of study, bias
is introduced and validity is harder to cstimate.]

Third, a study may compare the success of a
company’s exceutive development program be-
fore and after a center has beeu sct up. For ex-
ample, one can contrast the “success” of the last
5o or 100 people promoted before the center's
installation with the first 50 or 100 people pro-
moted thercafter with the aid of assessment re-
ports. Several studies of this kind report sub-
stantial improvement, and these are the ones
executives find hardest hitting and most con-
vincing,.

From the exccutive’s point of view, the basic
question vis-d-vis validity is this: Is the assess-
ment center a definite improvement over other
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and, notably, is it a definite improvement over
supervisory judgment? Once again, the answer
is “Yes, it can be.”

Of all studics, those of the third kind are the
ones that can convince managers that the cen-
ter approach really does work, because it allows
them to contrast the effectiveness of relying on
supervisory judgment alone {or even assisted by
simple testing) with the superior effectivencss
of using assessment reports to develop their peo-
ple. Studies comparing the success of candidates
promotcd with assessment to those promoted
without it consistently show a 10% to 30%
improvement.

The fourth and most common kind of valid-
ity check is the follow-up study of candidates
who have been assessed at an operating center
and then promoted and developed by a man-
agement that is aware of the asscssment findings

Six such studies {some unpublished) report
‘correlation between assessment findings and
subsequent performance, the correlations rang-
ing between .27 and .64. For instance, an IBM
study of lower-level and middle-level managers
reveals a correlation of .37. In general, assess-
ments of potential for positions above the first
level are more valid than assessments for posi-
tions at the first level.

Management gains better judgments

While the weight of research is heavily on the
side of the assessmerit center, this alone does not
account for the method’s phenomenal accep-
tance by management, which is less influenced

by correlation coefficients than by evidence

of the adequacy and fairness of a procedure.
And a manager has only to act aq an assessor
or even sit through the assessors’ deliberations
to be convinced of the fairness, adequacy, and
the accuracy of the method.

First timers observing an assessor discussion
arc always amazed by the extent and depth of
information brought out. Like putting together
a .mosaic, assessors arc able to integrate obscrva-
tions from various excrcises to build a picture
of how the candidate will perform in higher
management. The candidate profiles in Pares B
and C of the Appendix give only a pale ideca of
this dynamic synthesis.

Accurate judgments also convince manage-
.ment. In one instance, management insisted on
“testing out” its center by putting through sev-
eral candidates whom it considered “stars” and
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the bums, but in discussing 2 man that man.
ment considered a superstar, the assessors for
their evaluations were all negative. Alter he
of discussion of possible extenuating circ
stances, the assessors prepared a verdict of
potential.” The man was promoted anyway.
proved totally unable to handle the job and
replaced after two mounths, Management ne
ed no more convincing.

In suny, it would appcar that the validity
certain assessment centers can be establis]
But, of course, this does not mean that all ass
ment centers are valid, for, by their very nat
each company’s center is and should be
stantially different from any other compar
Still, the accumulation of research findings fi
a varicty of types of centers lends consider:
credibility to the general validity of the t
nique.

In a survey of the 20 companies thdt oper:
centers, I uncovered some 22 stucies in all -
showed assessment niore effective than o
approaches and ounly one that showed it
actly as effcctive as some othcr approac
None showed it less cffective. As I sugge:
before, these studics exhibit ccrrelations
tween center predictions and achievement
teria ‘such as advancement, salary grade,
performance ratings that range as high as
The companies appcar satisfied that they
on the right track.

Many indirect benefits

Over and above the cxplicit goals of assessm
companics have consistently found that a n
ber of added dividends accrue from centers.

The first and most obvious of these divide
is candidate taining, Even when candic
training is not a d(,flm,d objective of a cen
it docs take place. (,omplt.tmg, an in-bas
participating in group discussions, and play
managcment games arc genuine training e
cises, cven if thcrc is no immediate feedbac!
results. After all, such excreises were used
training excrcises long before they were usec
assessment centers,

Second, passing through an assessment cex
has‘a\pcﬁ‘;mvc 111%1107th on morale and job’
pectations. Candidates sce the center as a cha
to show théir ability in fair and realistic si:
tions. They also obtain a realistic idea of
requirements of the positions for which t
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for cmmplc ome cdn the ran
have withdrawn thunsdves from consideration
because of their new understanding of the vol-
ume of paperwork involved in a manager’s job.
Thixd, by designing the exercises carcfully, it
is possiblc to improvc cmldidatc%’ undcrstand

tinely asscssed scrvice technicians for manage-
ment potential designed a group discussion ex-
creise that concentrated the candidates’ atten-
tion on a service-facility staffing problem. This
excrcise was structured to lead the candidates
logically to the conclusion that management

somctimes has no alternative but to increase

the overtime of the present staff. By participat-
ing in this excrcise, the candidates who were
incumbent technicians gained sympathetic in-
sight imo management’s rcasons for occasionally
askim, them to work overtime.
fit 1smor;tmmmg The acﬁml tmmmg of m
assessor prior to his assignment parallels a man-
agement training program. During training, as-
sessors participate in management games, in-
baskets, and group discussions, followed by re-
vicws of their performance in each of the
activitics. _
An even morc important training experience
is actual participation as an assessor. In a nor-
mal work situation it is rare for managers to
bave the opportunity to spend uninterrupted
time observing behavior and then comparing
their obscrvations with others. General Electric
feels so strongly about the benefits of the asscss-
ment center to assessors that it has established
a policy of a t-to-1 assessor-candidate ratio to
expose a substantial percentage of management
to this C\'pcricncc
pt.nanL is tramfc Jb]b to lns )ob dlld should
intprove Tiis ability to interview and appraise his
subordinates. It is also possible for an assessor-
manager to transfer some of the actual excrcises

CIATRBFS0
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suuauongﬁ'xggicg ﬁcen OIlL very successfully

by managers in one company division, who use
the in-basket and two cxercises from the corpo-
rate assessment center as a screening device for
hiring at the management level. These managers
have found these procedures to be extremely
uscful in bringing out information not easily-
obtained through a pérsonal interview with an
applicant or a check on his background.

While these fringe benefits are important in-
dividually, they are even more important as an
integral whole, since they indicate what may-
be the crucial advantage of the assessment cen-
ter mcthod over other, supplementary methods
of identifying management potential. When a
company uses psychological tests alone, or sends
candidates to an outside psychologist for evalu-
ation, it is in reality weakening itself because
its executives are becoming dependent on oth-
ers. Serving as assessor strengthens management
skills, In addition, dr‘VCTOpl]]" a center forces a
“company to focus on and resolve issues of job
goals and define appropriate sources of man-
power, things companies. ought to do but fre-
quently do not do.

Building e) managing centers

The ﬁrst and most important task in developing
I\ﬁnagcmcnt might ask Jtself thesc quCSUOIlS'
Whom will we asscss? Who will do the assess-
ing? How will center reports be used—especially
for manpower development? Who will sec them?
Will the reports be discussed with candidates?
If so, how? The following discussion will de-
velop some perspective on how these questions

- might be answered.

Identifying the candidates

Candidates are commonly nominated {or assess-
ment by their supervisors. Usually supervi-
sors are instructed to nominate employees who
are performing adequately in their current jobs
and who, in their estimation, have potcntial for
1dv‘mccment

Howecver, relying on supervisors’ nominations
represents a major philosophical inconsistency.
One of the reasons for using the assessment
center technique in the first place is to over-
come some of the prejudices and biases inlicrent
in supervisory judgment; yet the supervisor is
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Companies can circumvent this potential bias
by allowing candidates to nominate themselves
or by establishing a rule that assessment will be
automatic for all candidates who reach certain
“levels in the company. Both these alternatives
mean that more candidates must be assessed,
and this involves additional cxpense. Fence,
they have been tried only on a limited basis.

Choosing the assessors

Typically, assessors are line managers working
two or three levels above the man being as-
sessed. A group of junior foremen, for example,
might be assessed by a team that includes divi-
sion supcrintendents to whom the scnior fore-
men repott. These are the individuals who are
responsible for promotion and who know most
thoroughly the job requircments of the positions
one level above the candidate’s.

The job background of the assessor, of course,
depends on the purpose of the specific assess-
ment cenver, Where broader management apti-
tudes are being assessed, it is common for the
assessors to be drawn from a number of arcas
in a company. This not only brings in a num-
ber of vicwpoints, but exposes the candidate to
representatives of a number of arcas where he
may find promotional opportunity. Having rep-
resentatives of different areas also increascs
the acceptance of the findings throughout the
company. _

Assessors from management, like the candi-
dates themselves, are usually nominated by their
superiors (although in a few companies the cen-
ter administrator makes an effort to recruit
them). Naturally, the practice has its dangers.
After a center has passed from the experimental
to the operational phase, “purity” contrels may
be relaxed somewhat, and senior management
may be tempted to send “cooperative’” managers
to centers to act as asscssors. This temptation is
particularly strong where the asscssors serve for
extended terms,

Center administrators have chosen to react
to this problemn in various ways. Some compa-
nies rely on their assessor training programs to
screcn out assessors who arc unaeceptable in the
role, for one rcason or another. The rationale
here is that it is casy to spot an unqualified as-
sessor during training and ease him out without
bloodshed. As a fine point of strategy, for ex-
ample, many center administrators suggest that

.

e B IR EBo oo bbbl ¢ o o on,

an- asscséors for ‘;pcuﬁc asaxgnmcnt-

With the pooling arrangement, it is casy for th
administrator to bypass unqualificd assessors.

A major point of controversy among operatat

of assessment centers is the desirability of usin

_professional psychologists rather than speciall

trained managers as asscssors. Most argumen
for using psychologists are based on their skil!
in obscrvation; they are trained to recogniz
behavior not obvious to the untrained ey
While this argument is plausible, it has yet t
be demonstrated in an operational center. Thre
studies have found no differences.

However, the superiority of psychologists ove
conmpletely untrained managers is well estal
lished. Because of this superiority, companic
often use psychologists as assessors in exper
mental or pilot programs, where training mar
agement assessors would be difficult. Psychol
gists are also used extensively for assessing higt
er levels of company management; at high le
els, it is difficult to get and train managers wh
do not know the candidates personally, and th
objective, independent psychologist is seen
the fairest evaluator.

By and large, companics now prefer to estal
lish a pool of trained manager-assessors, cach ¢
whom serves more than once. Individual asse
sors are usually drawn from the pool to serv

once or twice a year—a few companics ask a:

sessors to serve only once. AT&T’s practice
exceptional—it assigns assessors for six-mont
terms and center administrators for one year.

There are advantages and disadvantages t
bricf assignments. On the one hand, brief a
signments usually mean that better men ca
be recruited, their enthusiasm and etfort will b
greatcr, more managers will bencfit. from th
training involved in becoming an asscssor, an

more managers will be well prepared, after the;

tour of duty is over, to make judicious usc ¢
assessment reports. On the other hand, moz
managers must be trained and kept off thei
jobs; and those who serve bricfly will not hav
as comprchensive an expericnce as assessors 4
they would if they had served a longer period.

Where the appointment is for an extende
period of six months or so, of course, more rigo:
ous and lengthy assessor training is feasible-
AT&T trains managers for a month—and longe
experience in the role is very valuable to a:
assessor. One substantial disadvantage of th
long assignment is that assessment becomes
routine matter, which it never should. Report
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more. Currently, only AT&T appoints assessors
for prolonged periods.

Training the assessors

In the companics now operating assessment
centers, there is a notable difference in the em-
phasis placed on training assessors. Some com-
20me <o
panies give new assessors as little as one hour
of training, which really amounts to just an
orientation to the whole procedure, while most
others spend three or four days.

One can argue that the task of an assessor is
similar to the requirements of most managers’
jobs—-a manager must interview individuals, ob-
serve groups, and evaluate presentations. Assess-
ing requires skill in these same arcas, and hence
many feel that there is little ]ustlﬁcatlon for
further training.

The principal rebuttal to these arguments is
this: because a man has been doing something,
hie has not necessarily been doing it well. Com-
pamcs report marked improvements in the re-
hcﬂfhty of supcrvisory ratings after the super-
v1soxs ‘have been trained to work as 4sscssors.
Nénprofessionals need to be shown what to look
forin observing group discussions and individ-aal
presentations, or they may focus on purely sar-
face characteristics. While rigid scientific studies
are lacking, it is obvious from comparing the
reports presented by experienced and inexperi-
enced assessors that training malkes a very big
difference in the quality of performance.

The :nost common method of training is by

understudy. In the usual situation, an assessor-

in-training sits through an entire asscssnient
cycle as a nonvoting member. Another methad
of asscssor u.umng, particularly when assess-
ment ccnters are being introduced, is to have the
assessors go through the assessment experience
first as candidates. Everything is the same ex-
cept that there are no assessors present. In
a typical training situation, the assessors go
through an activity such as group discussion

and then critique the discussion and identify -

possible areas of observation afforded by the
situation. Several companics vidcotape activities
to give assessors practice in making observations.
Selecting the exercises

A center’s success rests in large part on the
thoughtful, accurate selection of asscssnient ex-

LAADTIFMUTLLL CCILILEES

chavior to be
0 )E?&ﬁ%’{ﬁgé(wg ustﬁsg%?é) to define the

behavior onc wants to observe. Key managers
familiar with the positions for which the candi-
dates are to be assessed should discuss this
among themselves, and the center developer
should ask them questions like these: “Can you
describe the behavior of successful and unsuc-
cessful people in the positions in question?”’
“How do you evaluate pcople for this position?”
“What arc the tasks to be performed?’ “What
characteristics will be needed in our nanagers
10 years from now?”

After a list has been compiled and agreed on,
another mecting should be held to determine
which of these characteristics can be assessed
adequatcly on a man'’s current job. After elimi-
nating these from the list, the characteristics
that rcmain become the objectives of the assess-
ment center program, and the assessment exer-
cises should be sclected to bring out these be-
haviors.

Because certain key forms of behavior, such
as Icademlnp, dcleganon control, motivation,
selling ideas, organization, and operation undcr
time stress, aré important to many companies,
gxercises that bring them out are common to
many centers. Almost all centers. havc an 111—

C‘(CICISCS and a management game. While these

activities may be similar in type from center

to center, the specific content may be quite dif-

ferent dq)cndmrr on the educational and organi-
zational level of the candidates.

The whom-to-promote leaderless group dis-
cussion described carlier is morc appropriate, for
instance, for lowcr-level candidates because the
decision to be made is relatively simple and
straightforward. One higher-level variation puts
the candidate in the role of a member of a school
board. The board has just received a bequest of
Sroo,000. Each candidate is told to advocate a
different point of view, and he is given adequate
time and information to develop his arguments.
Unlike the promotion exercise, where only onec
decision can be reached, the board can allocate
the money to onc or any combination of the
members’ projects. The points of view specified
for the candidates arce rather weakly defined,
and hence there is considerable opportunity for
them to develop their arguments in a creative
fashion.

Many jobs have a unique but highly impor-

tant aspect, and if this can be simulated, the
company ought ta dwclop a special exercise.
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umuy ha (cv oped an effective cxercisc
called the Irate Customer Phone Call. During
dinner on the first night of the program, the
candidates arc told that they are to play the role
of a manager during the evening, and that they
may rceeive a phone call between $:00 and 1o:00
that night. This phone call is from an assessor
playing an irate customer who makes scveral
unreasonable demands on the candidate, after
thoroughly convincing him of how upset he is
about a service matter. The candidate’s ability
to handle this situation is evaluated along sev-
eral dimensions, such as tact under stress.

0 The Peace Corps puts individual volunteers
into a mock community development mecting
with host nationals. The voluntecer has b(.cn
bricfed in writing by the previous Peace Corps
volunteer for the arca, who has stated that the
most important thing for the community is to
bring in fresh, uncontaminated water from the
nearby mountain, The purpose of this exercisa
is to determine the cxtent to which the new
man will follow and push the ideas of the previ-
ous voluntecer and the extent to which he will
listen to the host nationals and form his own
judgments.

At the meecting, the host nationals proposz
their own pet {and conflicting) projects. Depend-
ing on the characteristics of the people of the
particular country being simulated, they ignore
the volunteer’s proposals, demonstrate impa-
tience, pretend lack of understanding, exhibit
hostility, and so on. They demand that the vol-
unteer raise moncy or redesign plans, and
national might try to win over the volunteer to
his own schemes through subtle persuasion or
flattery.

Tests can also make a significant contribution
to assessment if they are sclected and used
wisely. Intelligence, reading, arithmetic, and
personality tests havc. all been found to increase
the accuracy of certain assessment decisions.
Tests should only be used under the direction
of a psychologist, however, and great carc should
be taken in communicating test results lest they
bias observations. Results arc best reported to
the assessors working at a center in broad terms
such as “superior,” “average,” or “below aver-
age,” since they can easily misinterpret num-
bers or percentiles. 1t is good practice to hold
back giving test findings until the very end of
the assessment discussion of the candidate.

—

Management must also take extreme car
gopo30022tothe relative importance
variolls exercises. Depending on the objeer
of the center and the content of the exerc
fall games are not equally elfective or appro
ate], the relative importance of various ass
ment activities may vary greatly. One thing ¢
scem clear: where it is. included, the in- bm
is_usually the most important L\LI'CISL in

assc‘ﬁsment center.

Informing candidates of results

One of the most important, yet most hazard
aspects of assessment center operation 15 feec
the reports back to the candidates. Compa
handle this in widely different svays, depenc
on the purpose of their centers. Three com
nies offer candidates the option of receiving
not receiving feedback. Between 60% and ¢
ask for it. These companies find that candid:
who do very well and these who do very pox
usually know where they stand and do not
quest fecdback, whercas those in the mic
want to find out how they did and get hints
self-improvement. Some companies give fe
back to all candidates automatically.

In almost all cases, and certainly in cow
nies that are strongly concerned about man:
ment development, results are carefully couc,
in terms of the directions that a candidate’s ]

sonal development should take in the fut
The candidate’s impact on his fellow candid:
may be communicated to him to make 1}
more objective about himself. His performa
on individual tasks may be discussed with
eyc to establishing a plan to overcome: no
deficiencies.

When assessment and training are combiu
it is possible to provide some feedback to cax
dates prior to their leaving the center. In so
companies, a candidate must wait weeks
a feedback interview. Obviously, the sconer
feedback interview takes place, the more imp
the training and development rccommcndatu
will have. o '

It a psychologist is available, he usually
the rcspmmbxhty of dlSLUSSIll" the center’s
sult with the candidate. Othcrwmc, ASESS

or former asscssors are given the responsibil

The place of professionals

An industrial psychologist working in a la
company was asked by a senior manager to

Aplggo‘ved For Release 2005/11/23 : CIA-RDP80B01495R000900030022-9



Assessment centers

Approved For Relgase 2005/11/23 : CIA-RDP80B01495RQQ0900030022-9

in selecting supervisors for a newly created divi-
sion. The psychologist suggested the assessment
center method and submitted a report describ-
ing the technique and various exerciscs fre-
quently used. The psychologist waited a month
without receiving any reaction and finally tele-
phoned the manager—who, to his surprise, re-

ported that the asscssment center was a big .

success and that he was very pleased with the
outcome. Along with his subordinates, this man-
ager had developed an assessment center for his
own specific purpose, created his own exer-
cises, and was running the center to his own
satisfaction.

This vignettec not only proves that managers
can create assessment centers for their own spe-
cific purposes, but indicates also that a profes-
sional may not be nceded. Yet psyclﬂggl’q’s do
play an important role in center development.
PSYChOlOC'IStS are particularly valuable in these
areas:

O Aiding managers to identify kinds of be-
havibr that are critical to success.

O Developing or sclecting assessment center
exercises to bring out these kinds of behavior in
the candidates.

O Training assgssors.

O Administering pilot programs.

O Reviewing, critiquing, and nnplovmg the
program.

O Reszarching the program’s cﬁectwencss

Often psychologists’ major contribution is to
speed up the development of assessment centers.
Some ccmpanies have spent as long as a year
going through the various steps leading to the
operation of their first center; with professional
aid, other companics have accomphshcd the
same thing in one month. As in so many areas,
the difference scems to be in knowing what you
arc doing and benefiting fLOHl the cxpericnces
of others.

Just as there is no cvidence that psychologists
necessarily make better assessors than line man-
agers, there is no evidence that psychologists
make better assessment center administrators
than line managers. Nevertheless, with the ex-
ception of AT&T, the majority of companics’
centers arc operated by industrial psychologists.
This is partly the result of the newness of as-
sessnient centers in many companies. The ap-
propriate rele of the industrial psychologist
seems to be that of developing and installing
centers, rather than their continual operation,
Isychologists should, however, retain responsi-

of assessing 12

bility for quality control and, in some cases, as-
sessor training as well.

Negative effects of centers

When asscssment centers are first explained to
them, most managers immediately ask two ques-

tions: ““What happens to thedmen who are not

choserrfor the_conter?” and, “What happens to
the mpn who do not do well in the center?’

The effect of not being chosen: This depends
primarily on how the center has been set up
within a company. In some companies, centexrs
have achieved the status of management devel-
opment programs, and here, just as a young
executive may feel he must go through T-group
or grid training, he may feel he must be assessed.
In these situations, anxiety d develops among the
ones not chosen, bUt to no greater extent than
from failure to be ¢ choscn for any other develop-
ment act1v1ty )

e e

The effect of doing poorly: Candidates who do
posily in assessment centers are usually quite
aware of their performance. A logical response
from a candidate who has done poorly would be
to start looking around for another job. Wheth-
er this dctmlly happens is unclear: one study
indicates a higher turnover among poorly rated
candidates, but other studies find no differences.

Turnover among weak candidates may be
viewed in diffcrent ways. Some companies see
a moderate amount of turnover as beneficial, in
that “dead wood” disappears and opportunities
for advancement are increascd. Of course, if
the candidate represents a sizable investment in
terims of company experience or technical know-
how, losing him may be a disaster. The key to
preventing tumover is the method and content
of the feedback of results to the candidate.

What do centers cost!

It is obvious that asscssment centers are not in-
expensive. The costs vary, naturally, depending
on the length of the program, its location, and
whether the candidates’ and assessors’ time is

counted. Considering only out-of-the-pocket ex-.;

penscs, Wolverine Tube estimates that the cost
men is equivalent to 12 lunches.
AT&T, which has regional centers and usual-
Iy must transport and house most of its candi-
dates and assessors, figures total cost {including
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While these costs may appear high, they are

probably quite small compared with the cost of

executive failure. Tn general, the cost of operat-
ing an asscssment center should be proportion-
ate to the importance of the assessment decision
to be made. Companics should be willing to
spend much more money and time on assessing

candidates for middle- or top-management posi-
tions than they are for assessing candidates for
first-level positions.

Savings irt small organizations

Many companies feel that they must have 10,000
or more employces to use assessment centers.
This is not true. In the last two or three years, I
have secn several effective applications in small
organizations. There are many ways that costs
and time requirements can be shaved;

TTA center can be run o1_COmpany property,
instead of raking men away to a motel or other
expensive facility.

A center can be designed to fit into_ the

nprmal workday, which cuts overtime costs. To

avoid disrupting work, assessment can take place -

all in one day or in two or more scpamtcd  days.
Even Saturday and Sunday have been used

[0 To shorten time requirements ¢andidates
may be required to do many excrcises before
coming to the center. I. For example, Lmdldatcs

may complete a personal information form, take

tests, and go through an in-basket cxercise be-

fore coming to the center. In one Pcnncy center,
the personal interview and in-basket interview
are conducted at the common convenience of
asscssor and candidate; only group exercises arc
held on the one day allomtcd for assessment.
1t is often possible to combine assessment
activitics with an existing training program
without lengthening the training program. For
instance, a two-day asscssiment center was inte-
grated into a two-week training program for
Junior Achievement professional staff by mere-
ly restructuring training activities already a part

of the program. -

The resulting training was more effective be-
cause of the increcased self-awarenecss provided
by the assessment and took no longer to accom-
plish. The one new activity added was an in-
basket, which proved to be a neceded addition
to the training program. The only added costs

160

.

ondary payoff to this because the assessors’ pr
cnce added greatly to the L(tu,n"uxcss of ¢
training.

O Using commercially available exercises
stead of spucxhc‘llly modeled exercises is a s

hcmt source of savings, but sound judgme
must be used in selecting them. The only co
pany offering cxercises specifically designed
asscssment centers is Assessment and Devel
ment Designs of New York City.

tions is tlmt thc A85€SS0TS know the ;:'m
3SCSS

and sometimes ar¢ their inunediate supcria
While this kind of contamination is not ide
most problems can be controlled by carel
training of assessors coupled with judicious .
signment of asscssors to candidates.

Conclusion

The asscssment center method may not be ¢

ropriate for many companies, even where ¢
cost of operation is manageable. I’dlthLlLllIy
higher level positions, most companics do n
have enough candidates to warrant the ope
tion of an assessment center. For these comy
nics, a possibility may be the operation of mul
company centers where a number of compan;
send one or two individuals to a center ope
ated by a consultant, a university, or anoth
company.

Three such centers have been operated on
experimental basis with scemingly good resul
One center used psychologists and other prof
sionals as assessors, while the other two reli
on their managers. The latter seems preferal
because it trains the managers, orients them
the procecdings, and helps them understand t]
use of the assessment center report.

While the effectiveness of an assessment ce
ter has not been proved beyond a shadow of
doubt, all the rescarch, both published and u
published, scems to indicate that the meth
has more validity than other existing methoc
It is in this comparison that the strength of
assessment center lies. Granted that it is n
perfeet, it scems that using an assessment ce
ter for identifying management potential is
sounder and fairer method than those traditio
ally used by management.

[For-Appendix turn-to page-162-]
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The material described in this Appendix is based
largely on J.C. Penncy’s programs, but it reflects
the practices of a number of other companics
as well.

Part A: A typical assessment cycle

I have arranged the following descriptions of assess-
ment activities by periods, without attempting to
manufacture a formal schedule. It is important to note
that during auy period, different groups can be en-
gaged in different activities; in fact, schedules arc
commonly staggered and doubled up to cconomize
on time and staff requirements.

Exact schedules vary greatly between companies,
but they arc always extremely tight. Any spare min-
utes arc gencrally used for informal, coffee-break dis-
cussion between candidates and assessors, in the
course of which both groups can gather and give a
good deal of additional information. In Penney’s cen-
ters, for example, we try to build in at least onc half
‘hour after each major group activity for open discus-

sion among the candidates of how their performance

might be improved. This technique, we find, strength-
ens the training cffects of the program. :
Sunday

Six managemcnt assessors meet at a convenicatly
located motel and organize materials for the wenk's
activities. Late i the day, twelve candidates, al' of
them of comparable rank in the company, arrive and
scttle in.

Monday nmorning

Period 1: After orientation announcements the ¢
dates are divided into teams of four, for participa:ion
in a management game. Each team is given a limited
amount of capital to purchase raw materials, make a
product, and sell it. The raw materials are usually
tinker-toy parts which can be assembled into a vancty
of products of different complexity, cach of which
has a different, prespecified market value.

The players must ﬁfst decide how to invest their
capital to maximizé profits and then organize the
purchasing, manufacturing, and selling operations.

Assessors observe the players for signs of leadership,

organizational ability, financial acumen, quickness of
thinking, and efliciency under stress,

Suddenly the players are notified that the prices of
the raw materials and the products have been radical-
ly changed, requiring drastic redeployment of capital
and cxtensive operational reorganization. As soon as
they have regrouped, these prices ave abruptly changed
again. The actions the players take allow the assessors
to estimate their adaptability.

The ecame is then halted, and cachearrdidate- is '
(%) !

asked to write a _report evaluating his own perfor-

mance and that of his fellow players.

Period 2: The candidates are divided into groups of
six. While ong group takes written psychological tests,
the members of the other group are interviewed in-
dividually by the assessors, The assessors have been
provided with detailed bacRground information on
cacl{ux}*@\:’ﬁ'ﬁaﬂthcy use this Yo probe for evidence of
drive " motivation, and sense of seli-development.
This Asscssment Interview, so called. is ordinarily
the only cxercise in the assessment process that fo-
cuses on the candidate’s past behavior.

Monday afternoon

Period 1: The testing and interviewing groups are 1c-
versed.

Period 2: In two leaderless groups of six, the candi-
dates join in disctission of a promotion decision. Here
the candidates play the role of supervisors brought
together on short notice by their boss to pick one man
from a pool of six for advancement. Each candidate
receives the file of one of the men in the pool, whom
he is then to “champion” for the promotion. Af-
ter cach candidate has studied his protégé’s folder,
the group meets for an hour’s discussion to choose the
man it will recommend. Assessors observe the candi-
dates’ exchanges in the mceting for signs ot aggres-
siveness, persuasiveness, expository skill, energy, flexi- -
bility, sclf-confidence, and the like.

Alternative exercise: In leaderless groups of six, can-
didates discuss the 20 most critical functions of a
manager amd-lise them in order of importance. {This
forees them €0 think about the jualities on which
they are being assessed.] Each group then chooses a
spokesman who presents the list and the rationale
behind it to the whele group of zssessors and candi-
dates,

Monday evening

Each candidate receives material ¢n hosw best to con-
duct_cmployment intervigw: nd also the résumé of
2 job applicant. He studics these for use in one of the
exerciscs on.the following day. Fe may also receive
special phong calls—f{or example, the Irate Customer
Phone Call.

Tuesday morning

Tuesday morning is devoted to the In-Baske: Exercise.
“This simulates the experience a candidare would have
if he were suddenly and unexpeetediy promoted a
grade or two and artived at work one moming to find
his in-hasket full of unfamiliar material typical of the
sort he would then have to handle. He is instructed
to go through this material and deal with the prob-
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mation where he needs it, delegate tasks to proper
subordinates, and generally organize and plan just as
he would if he had actually been promoted.

Tuesday afternoon

period 1: The candidates conduct the employment in-
terviews for which they prepared the night before,
gach intervicw taking place in the presence of aun
assessor. The applicants are college students who have
been cspecially trained in the applicant’s role. The
interview itsclf lasts roughly half an hour, after which
the applicant leaves and the nssesspr quizzes the can-
didate to determine what insights he has obtained
about the applicant.

Period 2: The next excrcise is the resolution of disci-
plinary cases. In groups of four, candidates decide
how to allocate their time between three such cascs
and then decide the cases themselves, within one
hour. This exercise provides the assessors with infor-
mation on i candidate’s appreciation of personnel
problems and his sensitivity to subordinates’ views of
cvents and actions, as well as insight into his be-

POt O,
hivior withia a group.

Alternative exercise: The candidates are assigned roles
as city councilmen who meet to allocate a 4y million
federal gran: to the city departments. Each “council-
man’’ interp.iets a bricfing document provided by a
city agency--the police department, sanitation depart-
ment, water department, and so on—aud trics to get
as much of the grant allocated to this agency as pos-
sible. Again, cffective discussion is limited to onc
hour.

Tuesday evening

Detailed data on a company are provided to all the
candidates. Each i asked to examine its financial and
imarketing situation from the viewpoint of a con-
sultant and to preparc & written recommniendation for
its board of directors On the future expansion of a
particular part of its product line.

At the same time, also in preparation for the next
day's activitics, the assessors study the results of the
candidates’ In-Basket tests in detail.

Wednesday

Period 1: Four groups are formed, each consisting of
three candidates and an assessor, E‘achrggg,d,idatc,mkcs
his turn_presenting his oral analysis of the company
data studied the night before and submitting written
recommendations.

Period 2: These three candidates work together for an
hour to reconcile and consolidate the recommenda-
tions.

Period 3: The In-Basket Interview follows, in which
an assessor discusscs with a candidate the wvarious

B&‘Id%RﬂD‘ObOB}Oiﬁd é&gé defines cach man's grasp

of typical problems and pporwunitics.

“Wednesday afternoon

acl other

Tu a final group session, the candidates rate
i ey then

and ask any gquestions they may have.
leave for home.

C
T

Wednesday afternoon to Friday

The asscssors discuss the candidates and prepare their
ratings and reports. .
. Throughout all the excrcises, the asscessars have
been rotated so that as many as possible have had a
“¢hance to obscrve cach candidate closely. Thus, in
these discussions, the assessor who conducted Jones's
pcrsmml intervicw summarizes his backyround and
his own impressions of his behavior in the intervicw;
next the asscssor who checked what jones did in his
In-Basket Exercise and interviewed him on it prosents
his impressions; and so on. Lach asscssor attempts to
keep these descriptions noncvaluative and_obhjective
~—~Only when all (e assessors who have observe
Jones have spoken docs the group begin to judge hi
behavior from the viewpoint of his management po
tential and the dircctions in which he needs to de
velop. After they have rcached a consensus, the
prepare a final repott. ' ,
Within two weeks a managet who has had exper
crice as afrassessor meets with Joncs to communic
the Tesults, In this meeting he lays stress on the ate:
in which Jones needs to develop himself and encou

ages him to set appropriate goals.

part B: A weak candidate for general
management

John's overall performance must be considered a we
average. Individual opinions showed that four ass
sors considered his performance to be low to averd
and two other asscssors considered his performal
to be much below averase.

In appcarance, he was poised, confident, and b
acsslike—well above average. In performance, h
ever, he clearly displayed conflicting capahilitics.

John is master of those situations that permit
to opetate alone under well-planned and well-or
ized condidons. On the other hand, he loses ¢
dence, retreats within himself, and fails to partci
in unplanncd and group operations. The latter
especially evident on those oecasions where his
crship appeared to be challenged orf tension of
type became noticcable.

For cxample, John turned in an above-averags
formance in the Applicant Interview, where he
complete control of the situation, and also in hi
presentation of the Financial Analysis Oral Yre
tion, where he had ample time to preparc his
analysis and presentation. {The content of his ]
cial Analysis was far below averane.)

oo
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Yet, on the same day, assessors were
, unable to CV(I]UAtL his qf Eay % leg

in two group didcPRIRVE s!%—‘g
ply because he failed to pnrtlcmatc
and there was nothing to evaluate.
His single remark during one entire
exercise only succeeded in steering
the group away from the logical con-
clusion,

In the In-Basket Exercise, John did
exceptionally well in one sense, in
that he handled -all the items. But
the depth and varicty of his actions
were below average. In the opinion
of the assessor, he had little insight
into the overall problems at the plant
described and showed below-average
judgment in his assignment of pri-
oritics and in his rcsolutions of the
more pressing problems. He assigned
priorities chronologically, rather thaw
by urgency.

His intent, as he stated in his In-

Basket Interview, was to process the

material by in-date as opposed to
content of material. His overall diag-
nosis of the problems, his ability to
delegate, and his judgment were be-
low average. There was no indica-
tion that he noted the discrepancies
in the financial areas or connected
the interzelated incidents. The above-
average points of the' In-Basket Ex-
ercisc were his self-confidence, his
ability to communicate in writing,
and his sensitivity toward the feel-
ings of other people.

In the Commodities Market Game,
John tended to avoid risks, and he
checked and rechecked his calcula-
tions before reaching a decision. On
occasion, he showed confusion and
returncd to his seat when he had
prepared to make a transaction and
then noted that the prices that he
had usea were no longer valid. In
both gamcs, he cither ignored or
failed to recdgnize the oppoitunity
ttyestahlish his lcadcnhlp and or-
ganize the team play, although the’
opportunity was cle -arly available.

In Loth the interview simulations,
John "démonstrated command of the
siiumibn. In fact, the asscssor who
conducted the Assessment Interview
campletely failed to throw him off
balance, and throughout the whole
exercise he demonstrated outstanding
capabilities in salesmanship, leadgg
ship, interpersonal sensitivity, tact-
fulness, organizational ability, and

paticnce. "He commumc‘ltud well and

mediate capability to advance in line
his personal

jn:)lr? tqu)tﬁflb nc }Fftrré@yé'\qgﬁﬁ49m“w:g %qylvc supported

which he felt in control. His be-
havior in the Applicant Interview
was similar, and he created a pleas-
ant and relaxed atmosphere. le
showed genuine concern for the ap-
plicant and was able to direct the
applicant’s thoughts and obtain vital
information without conscious cffort.
~In_all group discussions, including
the discussions of the Financial Anal-
ysis in which his oral presentation

had becn above average, John again .

showed the tendency to disassociate
himself from the group and the proj-
eet.-It was interesting to note that
three different assessors cxpressed
the feeling that, on thosc occasions

when John felt he had something to.

contribute, his statements were di-
rectcc{ _toward the assessors and not
towa d the group participants.

Tt was also interesting to note that
throughout the exercises, his peers
rated him consistently hwhu than
chd the assessors. This may ‘be partly
the result of ]115 bossy and conﬁdcnt
attitude.

Throughout, the following char-
actcnsucs were prominent:

Strcn"ths

1. Plans an1 works well alonc.

2. Exceptionally confident under con-
ditions with which he is familiar
and whi:h he can control.

3. Displays strong appreciation of and
ability in interpersonal relations.

4. Has average intellectual ability.

Weaknesses

.Is not a "natural” leader.

s not a team player.

.stpla}s Iack of ability to interpret

unfamiliar sitwations and material.

4, Lacks ability to perform under ten-
ston. )

5. Lacks management skills: ie., orga-
nizational, planning, and decision-
making.

6. Displays little appreciation for or
“ability in delegation.

7. Analyzes  situations
and makes hasty decisions.

8. Tends to retreat under opposition
or unfavarable conditions.

9. Has high nced for praise and se-

Curity.

03 P

Suggestions for his development: The
assessors  are unanimously of the
opinion that John has limited im-

T came

“est

superficially .

him adequately thus far in his carcer,
it is doubtful that he can handle
more complex and responsible jobs
requiring more advanced manage-
ment skills. Possible alternative ca-
reer routes should be considered.
His interviewing and interpersonal
skills, for example, should make him
an excellent personnel interviewer.
But no matter what his next job as-
signment, his lack of administrative
skills needs aftention. His supervisor

“might use the In-Basket as an ad-

ministrative training device.

Points to consider when presenting
this assessment summary to the can-
didate: In the final pecr ratings, John
ranked himself as first in perfor-
mance and as second in higher man-
agement potential. In informal talks
with assessors he also indicated high
expectations for the assessment re-
sults and a_high opinion of his own
pcrfommncc Feedback of these re-
sults should be planned carefully. It
might be best to try to draw out his
own views of his performance fur-
ther, asking him to recall his action
in the group Jiscussions, while giv-
ing feedback slowly and carefully.

Part C: A strong candidate
for service-center
management

Bob rated very high as compared
with the other candidates. He is 4o
years old, neat, and clean-cut in ap-
pearance.

In the Asscssment Intevview, Bob
across to the assessor as lik-
able, relaxed, and tactful, and he com-
municated well. e stated realistic
goals and displayed a strong intcr-
in the company and in his
work. His work and educational his-,
tory showed considerable meotivation
and drive. For instance, after getting
a technical-school education at night,
he has continued to take at least one
course of some kind each year. He
is or has been an officer in almost
cvery orpmi:ation to which he le-
longs, and the scope of his interests
is quite broad.

During the intervicw, Bob men-
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situation that- make him unhappy:
first, he feels badly about not being
able to cotivince upper management
of the value of some of his ideas and
of his capabilitics; and sccond, he
feels that he is s‘p‘crnd'gyx_lg 50, much
time on clerical wo k_as opposed to
technical superviston. '

In the one-to-one exercises, Bob's
performance was mixed. He handled
the Irate Customer Phonc Call ex-
tremely well. Bob asked if the cus-
tomer would hiold the phone while
he pulled the history, oF if he could
call back., He made it clear that he
did not agree with the customer, but
he also did not antagonize him and
showed a great deal of tact. He final-
ly agreed to come to the customer's
home with a technician. The asscs-
sor who made the call rated him
much above average.

He also handled the In-Basket In-
terview well. Bob may have talked
alittle too much, but he was calm,
collected, and spoke with self-confi-

~dence. On the other hand, his Ap-
plicant Ifiterview left much to be
desired. Bob took extra time for prep-
aration; yet he had formulated no
plan or organization, and there was,
no rapport. He did not scll the com-

pany well, he did not spot the hole-

in the applicant’s history, nor did he
follow p on leads. :
Bob was assessed in four different
leaderloss-group €xXcIcises and two
pianagoment  games, and in every
case he was rated well above aver-
age in pétsonal impact, in group re-
lations, and in amount and quality
of contribution. He ¥ _accepted by
the_groups, he offended no ong, oth-

¢ofs listened when he spoke, and he
was always sensitive to others. In
one case (the Problem-Solving Task
Foree], another member of the group
got himsclf into trouble; Bob recogr
nized this and offered his help.
Without fail, e was rated high in
group situations, not only by the as-
gessors but by his peers as well.

So far as leadership goes, Dob’s
performance was mixed At the out-
cet the Manufacturing Company
Game, he was confused and unsurc
of himself. e caught on slowly, but

Approved For Releasé 2005/1 1I,?g

tioned two points about his prescntSegbecame MmOTe <

¢

ized what the game was about. He
did not lead the group, but hetped
mrdecision making. In the Service
Center Staffing Discussion, he sat
quictly and said practically nothing.
During the group discussion of the
discipline cases, Bob did not really
push his ideas, and appearcd to be
afraid of offending somconc. He had
the leadership of the group for a
small period of time, but did not
hold it. In the Retail Store Game, he
tried to lead, but the second member
of his tcam was 100 frustrated by the
game 1o understand and the third
was operating strictly alone.

While no rcal leader emerged in
the Supcrvisory Practices Group Dis-
cussion, Bob. convinced two people
to change their opinions. In the Fi-
nancial Analysis Group Discussion,
he sold the group on several ideas

_and was rated high by his peers.

Bob rated well above average on
ingc’;pcrsonal sensitivity. At no time
during the exerciscs, even with the
Irate Customer, did he become of-
fensive—he was always scnsitive to
others and considered their com-
ments as he dealt with them.

Bob has a good understanding of
financial 1antters, catches on 0 situ-
ations quickly, and tends to make
accurate dJdecisions. In the financial
analysis of the lawnmower business,
he diagnosed very well and came up
with the proper answcrs. In the Re-
tail Storec Game, he caught on quick-
ly and was not afraid to take a few
risks. He haundled the Irate Customer
Phone Call well, without giving
away any financial advantage. In the
Manufacuring Company Game, he
also diagnosed well and helped di-
rect the group to the high-profit
jtems. He came up with some very
original and creative ideas that
brought his tcam from a losing to &
winning position. :

Bob handled 17 itcms out of 30in
the In-Dasket, and he handied these
in depth. e recognized too late that
he would not be able to complete all
items. He caught on to the problems
of the two troubled subordinates,
noted the neced for retraining other
employees, and saw that the porson-

%rCSQIA'RPquaﬂM 4
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factOry shape. He developed an or-
ganized approach to ptoblems, set
follow-up dates on material dele-
gated, and recognized the neced for
planning. His treatment of the prob-
lems was often excellent.
Throughout, thc {ollowing char-
acteristics were prominent:

Strengths

1.Ts motivated and wants to advance
himself. 7

.Shows strong interpersonal skills.
.18 good in group relations.

. Is tactful,

_Withstands strcss generally.

. Ias good management skills.

7. Has good financial comypirchensior.
8. Has average intellectual ability.

[ I SRR

Weaknesses
1. Lacks good intereiewing skills.
2. Has high need for approval.

3.1s rigid in his thinking once his
mind is made up.

Suggestions for his development: Bob
rates well above average as a can-
didate for service cemter manager.
With counscling and guidance, he
should be ready for promotion in
less than one year. A careful devel-
opment plan should be worked out
to ensure his exposurc to all aspects
of center operation. Same exposure
to regional operations is suggested to
let him understand the rationale of
the paperwork gencrated in a service
center. _

He nceds experience in selection
interviews and appraisals, and this
should be provided under close guid-
ance until he gets a feel for inter-
viewing Iis manager should con-
tact the central training department
for books or training programs Ou
the subject.

Points to consider when presenting
this assessment sunmmary to the can-
didate: On several occasions, Bob
indicated that he liked the assess-
ment program and was glad to be
involved. Also, he stated that he
wants some experience jn interview-
ing. It would be appropriate and
helpful to discuss the training needs
of this candidate openly and fully.
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