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PepsiCo Leader Pipeline

“We're finding superstars we otherwise would have missed.”

CHALLENGE

In 2010, under the leadership of Allan Church (SVP, Global Talent Management)
and other key business leaders (including current CEO Ramon Laguarta),
PepsiCo sought to reinvigorate their talent assessment processes to accomplish
the specific goal of strengthening the pipeline of General Manager (GM)
talent in the company.

APPROACH

PepsiCo partnered with APTMetrics on an initial project to address a critical
need the business identified: to build a talent pool for GM roles. Specifically,
PepsiCo experienced difficulties transitioning Directors (considered emerging
or first-level executives) overseeing small cities or segments of a major city to
Senior Director / VP roles to oversee small countries and key regions of bigger
countries.

APTMetrics conducted interviews to identify critical experiences and behaviors of
success in the Vice President role and developed an online assessment center
that integrated the results of personality and cognitive assessments, a 360
survey, and an online business simulation.

The assessment that most directly addresses the goal of finding talent capable
of taking on future challenges is the business simulation which places the
participant in a stretch role (GM of Brazil) designed to challenge them with the
financial, marketing, and talent data required to manage the P&L and drive
product innovation efforts.

The simulation places strong emphasis on a participant’s ability to balance local
with regional and global objectives, manage external stakeholders, and drive
action in a country that has tremendous revenue potential but struggles with
demotivated and low performing talent and market lagging products.
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The LeAD (Leadership Assessment and Development)

Program

The success of this program generated demand from the businesses at PepsiCo
to formalize high-potential talent assessment at other levels. Over the course
of several years APTMetrics partnered with PepsiCo to create multiple future-

focused business simulations.

In rapid succession we developed customized
simulations and multi-assessment centers that
stretch leaders at multiple organizational levels
by placing them in simulated roles that are two
to three levels above their current role

When combined with personality, cognitive,
and 360 survey feedback, participants

receive a report that communicates clear and
focused feedback regarding their foundational
capabilities, current performance, and a “sneak
peek” of the fit of their capabilities in future
roles. This gives participants the opportunity to
plan their development with a future focus—to
leverage their strengths and address gaps in
capabilities so they can achieve their future
target role.
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Multi-level design

Empirically validated

C-Suite engagement

Multi-trait multi-method

Theoretically grounded

Integrated with TM systems

Pull from the business
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Summary Results
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RESULTS / IMPACT

Participant Reaction

PepsiCo regularly surveys program participants and reports that 80% of
participants found the report and debrief session with an APTMetrics consultant
to be effective / very effective. Note that because assessment scores are
normed, 50% of participants receive “below average” results, indicating that
even with low results the participants were energized and motivated by their
feedback and consultant debriefing.

Validity

APTMetrics maintains an ongoing program to ensure that assessments deliver
the predictive results expected. Several validation studies have been conducted
across the 15-year history of the LeAD program. Uncorrected correlations have
ranged from r = .30 to r = .67 using supervisory ratings as criteria.

Talent Impact

Both PepsiCo and APTMetrics have tracked the impact of the program on the
talent pipeline. Internal research from PepsiCo demonstrates that the overall
assessment results influence future talent calls (e.g., placement decisions,
succession management) and development actions. Specifically, managers
indicate reassigning some key contributors who went through the program to
the high potential status and following up with developmental actions to spur
their growth. This, in turn, drove performance in the subsequent two years.

Even at the senior-most level (SVP), the APTMetrics integrated assessment
process predicts those executives who successfully complete critical
experiences (e.g., taking on a new market, leading a new business) in the 3 years
after their assessment.

Finally, APTMetrics research examined the characteristics of those executives
who actualized their potential, that is, who achieved the target future role
they were designated for within a 7-year period and were designated as high
potentials in those roles.

We found that those with overall higher assessment scores were more likely

to fulfill their potential and also found the characteristics that predicted future
success differed by level. Senior executives had to focus on and demonstrate
different capabilities than advanced leaders, e.g., strategic thinking and
transformational leadership. Emerging executives such as managers need to
demonstrate a broader array of management skills. This highlights the need to
help high potential talent adapt their approach to meet senior level challenges.
It is not simply a case of doing the same things more, but doing different things.

These insights sharpened PepsiCo’s executive development efforts.
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