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Organizational Challenge

A large European automotive components manufacturer was aiming to open 12 plants
in Mainland China over a three year period, and finding the ‘right’ Plant Manager was
critical to the ultimate success of these plants’. Historically, there has been a low
‘survival rate’ of external hires for this position, given the complexity involved. The
organization tried to create an internal development program to build a succession
pipeline for this critical position, and also to established more of a standardized way
and ‘common language’ for HR and business leaders to identify and evaluate potential
talent.

Customized Solution

MGP used a combination of the Hogan Job Evaluation Tool (JET), refining the
organization’s existing competency model, and establishing behavioral anchors for
each competency to help the organization create a more systematic, data-focused
method for evaluating potential Plant Managers.

JET was used to define a personality profile for the type of candidate that would most
likely succeed in the position. It consists of four parts to: identify the specific
personality characteristics that will most likely lead to success in the job; help to
narrow in on the characteristics for the position that could likely cause derailment;
show what needs, drivers, and motivators are ideal for candidates to possess; and
allow key stakeholders to rate how important different competencies are for job
success.

The company had an existing competency model for Plant Managers, indicating the
key competencies required to succeed at the position. However, the evaluation
standards for these competencies was mostly based on personal judgment as no
behavioral anchors were specified in describing different degree of effectiveness of a
given competency. Through interviewing key stakeholders and conducting focus
groups, MGP helped the organization add behavioral anchors for each one, clearly
stating what observable behaviors to look at in determining if candidates need
improvement, meet expectations, or exceed them.

Impact-driven Result

Creating a success profile for the key position, MGP helped build a standardized
framework that could be used for identifying potential candidates, evaluating how
well they fit into the Plant Manager role, and provided a roadmap for how to develop
potential talent. This helped business and HR leaders create a common language for
discussing and evaluating talent, as well as to more effectively build up a succession
pipeline and to calibrate a timeframe for individuals’ levels of readiness.

Having been proactively involved in the project, Operating Directors and existing Plant
Managers were very positive about the project. Because many of the Operations
leaders at the organization preferred working with scientific measurements and data,
they appreciated being able to use quantifiable, fact-based standards to discuss
people and leadership issues.
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