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The case for integrating leadership
development and succession management
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Executive Summary
strategies is required. By integrating these
otherwise discrete streams of people
progression into one, overseen by a single talent
progression committee, organizations can
ensure their leadership stream is informed by
the overarching strategic business needs of the
organization.

Ric Roi
Professor of Leadership & Organization
Co-Director for IMD Voyager
Corporate leadership is under scrutiny from
shareholders and under pressure from a
disruptive and demanding business terrain
like never before. While investors increasingly
include a ‘leadership premium’ in their
valuations of companies – for which they
are willing to pay more – market demands
are changing at speed. As technological
development continues to reshape and
disrupt industries, more is demanded of
senior leadership teams as they navigate a
continuously shifting landscape. Together, these
two factors place leadership development and
succession management under the spotlight.
Two recent studies identified a ‘leadership
premium concept’ among investors that can
result in company valuations being up to 20%
higher if the senior leadership is considered
effective, and 20% lower if considered less so.
Strong leaders must now be capable of
switching roles to both reposition the core
business of the firm while at the same time
create the new business for the future. The
ability to execute this dual transformation
challenge gives a leadership team a significant
advantage over their industry rivals.
In response to the pressures outlined above,
a sea change in organizational leadership
development and succession management

For decades companies have designed and
deployed linear, prescriptive, leadership
competency models used as a primary
assessment tool for leadership selection and
development. However, such linear models
are no longer fit for purpose as the ability to
pivot effectively between repositioning the core
while creating the new organization requires
a more comprehensive set of appraisal tools.
Comprehensive assessment models and
360º observations offer a far more complete
view of a leader’s competencies. In addition
to this, cognitive behavioral mapping enables
leadership development and succession
management to foster well-balanced, cognitively
diverse, adaptive capabilities across its senior
management team.
With an integrated and updated leadership
development and succession management
strategy, a business can grow its own leadership
talent. In doing so, it can ensure that succession
candidates carry the best of the organizational
culture and strategic vision forward, and
safeguard its longevity across senior functions.
IMD develops business leaders that transform
organizations and contribute to society. Our
faculty offers real-world learning backed
by academic research; accompanying
business leaders though industry disruption
and innovation, critical self-reflection, and
organizational transformations on the path to
doing well by doing good. We invite you to join
with us as we challenge what is and inspire what
could be.
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A new measure for assessing leadership
ambidexterity
The linear competency model is now an outdated relic. To identify and develop strong leaders,
organizations need comprehensive tools that enable 360º assessment of their high-potential
candidates.
As market uncertainty continues to demand more from an organization’s leaders, the real-time,
real-impact utility of existing leadership assessment models is under increasing pressure.
When scrutinized, it becomes clear that many existing tools lack the comprehensive assessment
features required to measure current leadership potential for ambidexterity in the way the leader
thinks and behaves. For example, although the linear competency model has been ubiquitous
in leadership development for many years, it has relied on a too-narrow gauge to measure a
candidate’s potential to lead across the dual transformation.
As leadership itself has become multifaceted, the temptation has been to add multiple
assessment indices to the linear competency model in the hope that this will enable relevant
capabilities to be weighed. However, this invariably results in a long list of assessment criteria
that blur the requisite clarity for leadership succession decisions to be made categorically.

A NEW MEASURE FOR ASSESSING LEADERSHIP AMBIDEXTERITY

Therefore, an organization’s approach to leadership development and succession management
demands a new strategy – two possible models are gaining ground in the corporate world.
One is the purpose-driven organization framework, and the other is the dual transformation
framework.
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Under the purpose-driven organization framework, potential leadership candidates are
assessed in relation to the overarching organizational purpose: their personal investment in
the shared purpose is measured alongside their leadership skills and competencies to gauge
their suitability. Unilever is a best-in-class example of a global multinational that has leveraged
the purpose-driven organization framework to great effect in its leadership assessment and
development strategy.
The second assessment model, used by IMD and gaining ground among forward-looking
organizations, is the dual transformation framework. Its parameters are broad enough to reflect
the new competencies that leaders must master to be adept in a changing business world.
The enterprise leader of today must be both an innovative operator and an entrepreneur as
they reposition the core business while also innovating towards a transformed iteration of the
company to ensure its longevity.

The case for an integrated leadership development
and succession management strategy
To create a smooth leadership pipeline, your organization must create the right structures to
define leadership profiles and then build them in-house.

In order to create more responsive fluency between leadership’s strategic aims and candidate
selection and development, IMD recommends an integrated leadership development and
succession management strategy overseen by a separately created talent progression
committee. Under the auspices of such a committee, CHROs and senior leadership can define,
assess, develop, monitor, and transition leadership candidates in a streamlined manner.
For the new paradigm of leadership, an integrated approach is essential to grow nextgeneration leaders in-house. While some external hires are inevitable, to ensure cultural
continuity as well as transformation in the business, a target ratio of 80:20 should be
considered between internal candidates (80%) and externals (20%).
For this to occur, it is vital to measure a leader’s existing potential across multiple parameters
and then chart an executive education program that is personalized to a candidate’s specific
development and progression requirements. To accelerate the integration of leadership
development and succession management, a company needs to address four pillars.

TALENT
STRATEGY

TALENT
ANALYTICS

TALENT
DEVELOPMENT

TALENT
TRANSITION

An integrated leadership development and succession management strategy provides the best solution
for building talent in-house. First, the talent strategy creates a strong foundation by aligning business
growth priorities with leadership success frameworks. Secondly, talent analytics defines leadership
talent pools, assesses candidates using robust metrics, and nominates candidates for posts. The third
stage is talent development, which creates bespoke development programs for candidates and uses KPIs
to measure success. Finally, the talent transition quarter ensures that new leaders are supported
through their role transition with coaching, feedback, and corrective assessment.

THE CASE FOR AN INTEGRATED LEADERSHIP DEVELOPMENT AND SUCCESSION MANAGEMENT STRATEGY

Historically, leadership development and succession management have existed as two
separate programs within an organization. However, this separation can create unnecessary
blocks to progression and a disparate relationship between what the company wants to
achieve and what its leaders have been developed to achieve.
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Talent strategy
A well-defined talent strategy creates a common language between CHROs and
senior leadership to delineate what the company’s strategic vision is for the future.
Once formalized, it must be reflected in the organization’s core talent management
processes. A fit-for-purpose talent strategy factors in the firm’s growth strategy
priorities, vision for innovation and culture shaping, as well as defining how highpotential leaders are recognized and developed within the company. Finally, a talent
strategy must define the target ratio of homegrown, internal leadership candidates
to externally hired entrants.

Talent analytics
A talent progression committee is best placed to drive the talent strategy forward.
Representatives from the senior leadership team and the CHRO must populate this
function to ensure its effectiveness. A talent progression committee will define key
leadership pools and identify current and future positions as its first step. It will then
conduct a robust assessment of the current leadership talent bench via individual
and aggregate analytics and, finally, will nominate and confirm internal succession
candidates for key posts. Such analytics provide talent decisions with objective rigor.

Talent development
A continued development program is necessary for senior management candidates
to be successful in role even after the appointment has been made. Through
leadership assessment feedback sessions an Individual Development Plan (IDP)
can be drafted and used to curate a mix of individual coaching and cohort learning
programs for the appointee. A pre and post-program impact report that includes
key performance indicators (KPIs) is essential for the IDP to be successful, and
12 and 24-month role readiness reports must be carried out and presented to the
progression committee.

Talent transition
A supportive transition is vital for any candidate to be successful in role. The more
defined this is, the less risk it involves for both candidate and organization. By
conducting pre-appointment role readiness and role transition coaching for the
leader, any leadership risk factors can be identified in the development phase for
each candidate. Each leader must be supported for the first 90 days and, a year
1 new leader game plan. Finally, a six or 12-month new leader integration 360º
assessment is advisable to avoid role derailment.

A well-defined talent strategy utilized by a committed talent progression committee can
create a smooth leadership pipeline within an organization. By aligning its talent strategy to its
strategic vision, an organization creates the necessary focus to identify, develop, and transition
potential candidates with the right balance of support and challenge. This inevitably de-risks
the process and ensures every candidate’s success.

Reimagining enterprise leadership
Leadership is in flux as market expectations become harder to predict. Our senior teams
must be dual focused, cognitively diverse, and agile as they navigate this new terrain.
Once characterized by a top-down, command-and-control approach, today’s leaders must
display more ambidexterity to steer organizations through a fast-paced, digitally focused
landscape in which potential disrupters present a constant threat.
In the past, firms would run offshoot enterprises separately to the major business until they
proved successful enough to be assimilated into the parent company. However, the current
pace of change has rendered this solution redundant. A single leadership team must now
achieve both objectives.
Therefore, more and more organizations view today’s enterprise leadership requirements
as dual purpose: one that repositions the core business and the other that transforms the
business towards its future success.
The new expectation of leadership must be reflected in an innovative approach to development
and succession management. Updating assessment tools, development programs and
transition processes to ensure risk-free succession represents one part of this upgraded
approach. However, CHROs and senior leaders must also reconsider the balance of cognitive
styles across their senior leadership teams.

With an integrated and innovative leadership development and succession management
strategy, organizations can ensure their leadership candidates are given business-relevant
development opportunities and supportive progression goals. The leadership team gains
from the cultural continuity that such an approach enables, and the business prospers from
leadership candidates responsive to immediate and long-term business needs.

REIMAGINING ENTERPRISE LEADERSHIP

Too often, we hire in our own image, and while such a cookie-cutter approach lies uninterrogated, the risk of a one-dimensional leadership team remains present. But the adage
‘it takes a whole brain to run a company’ has never been truer than in today’s challenging
business environment. By considering the dominant cognitive styles of a senior team and its
successors, the talent progression committee can better identify and nurture diverse talent.
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