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“Getting the right people in 
the right jobs is a lot more 
important than developing a 
strategy.”

— Jack Welch, Former CEO of General Electric

The field of leadership assessment stands at a 
critical juncture. Despite decades of research 
in industrial-organizational psychology, most 
organizations continue to make fundamental 
errors in identifying future leaders—errors that 
cost American companies $630 billion annually 
and leave only 13% of senior executives confident 
in their rising leadership talent.

At the heart of this crisis lies what Allan Church, 
Senior Vice President of Talent Assessment 
and Development at PepsiCo, identifies as 
the “performance-by-potential paradigm”—a 
pervasive misunderstanding that conflates current 
performance with future leadership capability. 
This confusion represents more than a theoretical 
misstep; it explains why 66% of companies invest 
in high-potential programs while only 24% of senior 
executives consider them successful.

https://www.brimco.io/leadership/leadership-statistics/
https://www.brimco.io/leadership/leadership-statistics/
https://www.researchgate.net/profile/Allan-Church
https://www.researchgate.net/profile/Allan-Church
https://www.researchgate.net/profile/Allan-Church
https://www.researchgate.net/profile/Allan-Church
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The Scientific Foundation:  
Multi-Trait, Multi-Method Assessment

The most rigorous approach to leadership 
assessment employs what researchers call the 

“multi-trait, multi-method” methodology—a 
sophisticated framework that measures different 
facets of potential using various tools to minimize 
collective bias. Organizations implementing 
scientific assessment frameworks demonstrate 
415% annual ROI and 77% reduction in employee 
turnover, while companies lacking formal 
succession planning forfeit an average of $1.8 
billion in shareholder value.

Recent peer-reviewed research strongly 
supports moving beyond traditional performance 
metrics to comprehensive leadership potential 
evaluation. The convergence of neuroscience, 
artificial intelligence, and industrial-organizational 
psychology is transforming leadership assessment 
from subjective evaluation to objective, predictive 
science.

This comprehensive methodology addresses a 
fundamental limitation: no single assessment 
tool can capture the full complexity of leadership 
capability. Research demonstrates that only 30% 
of high-potential employees identified through 
conventional approaches were actually high 
performers in leadership roles—a failure rate that 
explains why so many succession plans disappoint.

Importantly, this approach addresses critical 
bias issues that plague traditional assessment 
processes. Many managers operate from 
implicit models that are “fraught with biases,” 
such as identifying high potentials as people 
who “look like me” or resemble current leaders. 
Scientific assessment methods provide 
objective counterbalances to these unconscious 
preferences, enabling more accurate and 
equitable identification of leadership talent.

https://www.researchgate.net/publication/320929101_Multitrait-Multimethod_Matrix
https://www.researchgate.net/publication/320929101_Multitrait-Multimethod_Matrix
https://www.mdpi.com/2076-328X/14/10/955
https://www.mdpi.com/2076-328X/14/10/955
https://www.mdpi.com/2076-328X/14/10/955
https://www.mdpi.com/2076-328X/14/10/955
https://www2.deloitte.com/us/en/insights/topics/leadership/effective-leadership-succession-planning.html
https://www2.deloitte.com/us/en/insights/topics/leadership/effective-leadership-succession-planning.html
https://www2.deloitte.com/us/en/insights/topics/leadership/effective-leadership-succession-planning.html
https://link.springer.com/article/10.1007/s11301-023-00384-y
https://link.springer.com/article/10.1007/s11301-023-00384-y
https://link.springer.com/article/10.1007/s11301-023-00384-y
https://www.cambridge.org/core/journals/industrial-and-organizational-psychology/article/io-practice-in-action-solving-the-leadership-potential-identification-challenge-in-organizations/055045EBA97D8DA5F6E0D93E87BE3629
https://www.cambridge.org/core/journals/industrial-and-organizational-psychology/article/io-practice-in-action-solving-the-leadership-potential-identification-challenge-in-organizations/055045EBA97D8DA5F6E0D93E87BE3629
https://www.cambridge.org/core/journals/industrial-and-organizational-psychology/article/io-practice-in-action-solving-the-leadership-potential-identification-challenge-in-organizations/055045EBA97D8DA5F6E0D93E87BE3629
https://www.cambridge.org/core/journals/industrial-and-organizational-psychology/article/io-practice-in-action-solving-the-leadership-potential-identification-challenge-in-organizations/055045EBA97D8DA5F6E0D93E87BE3629
https://equity.ucla.edu/know/implicit-bias/
https://equity.ucla.edu/know/implicit-bias/
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The Critical Distinction: Three Types 
of Potential and Current Failures

Understanding leadership potential requires 
distinguishing between three fundamentally 
different categories that most organizations 
conflate:

General Potential: Everyone has capacity to 
grow and develop new capabilities. This universal 
characteristic explains why generic development 
programs often show some positive results 
regardless of targeting.

Leadership Potential: Specific indicators of 
future effectiveness at higher organizational levels. 
Research shows only a subset of high performers 
actually possess this type of potential, which 
involves capabilities like strategic thinking, learning 
agility, and the ability to influence through others.

Destination Potential: Readiness for specific 
senior roles with particular requirements. A high-
potential finance director may not have destination 
potential for a Chief Marketing Officer role, despite 
strong leadership potential generally.

The Leadership Potential Blueprint, based on 
50 years of research in industrial-organizational 
psychology, provides a scientifically-grounded 
framework for identifying future leaders. Yet 
most organizations remain trapped by traditional 
approaches that create persistent barriers: 
depending on consultants for interpretation, 
complex certification requirements, and the trade-
off between scientific rigor and practical utility.

https://www.researchgate.net/publication/315779502_Going_behind_the_Corporate_Curtain_with_a_BluePrint_for_Leadership_Potential_An_Integrated_Framework_for_Identifying_High-Potential_Talent
https://www.researchgate.net/publication/315779502_Going_behind_the_Corporate_Curtain_with_a_BluePrint_for_Leadership_Potential_An_Integrated_Framework_for_Identifying_High-Potential_Talent
https://www.researchgate.net/publication/315779502_Going_behind_the_Corporate_Curtain_with_a_BluePrint_for_Leadership_Potential_An_Integrated_Framework_for_Identifying_High-Potential_Talent
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AIIR’s Scientific Solution: Building the 
Complete Assessment Architecture

AIIR Analytics has developed a novel, 
comprehensive solution to these industry 
constraints - maintaining the multi-trait, multi-
method framework that decades of research 
validate as most effective, while eliminating 
implementation barriers that have traditionally 
prevented organization-wide deployment.

The Context Revolution: Leadership 
Archetype Model (LAM)

“Everybody is a genius. But if 
you judge a fish by its ability 
to climb a tree, it will live its 
whole life believing that it is 
stupid.”

— Albert Einstein

The Leadership Potential Blueprint reveals a 
crucial insight that most organizations miss: 
effective leadership is fundamentally contextual. 
Research by Harvard Business Review shows that 
organizations effectively measuring leadership 
competencies within their specific context 
achieve higher levels of employee engagement, 
productivity, and overall organizational 
performance than those relying on generic 
frameworks.

https://hbr.org/2016/12/succession-planning-what-the-research-says
https://hbr.org/2016/12/succession-planning-what-the-research-says
https://hbr.org/2016/12/succession-planning-what-the-research-says
https://hbr.org/2016/12/succession-planning-what-the-research-says
https://hbr.org/2016/12/succession-planning-what-the-research-says
https://hbr.org/2016/12/succession-planning-what-the-research-says
https://hbr.org/2016/12/succession-planning-what-the-research-says
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AIIR’s Core Values Navigator™ measures specific 
values that drive leadership decision-making 
and organizational fit rather than abstract 
philosophical orientations. This assessment 
reveals not just what leaders can do, but what 
motivates them to act - a critical distinction 
for predicting long-term success and cultural 
alignment.

Studies from the Center for Creative Leadership 
reveal that 85% of executives considered high 
potentials had participated in formal assessments, 
but effectiveness varied dramatically based 
on values-culture alignment. The Core Values 
Navigator™ provides this missing foundation 
by identifying the core motivational drivers that 
explain why certain high-potential leaders thrive in 
some environments while struggling in others.

The Integration Advantage: 
Eliminating Assessment Noise
When combined, LAM archetype insights, Core 
Values Navigator™ motivational mapping, and 
LD12™ capability measurement provide what 
research identifies as the gold standard: a multi-
trait, multi-method view that captures the full 
complexity of leadership potential without getting 
bogged down in irrelevant data.

This three-dimensional assessment architecture 
eliminates the traditional trade-off between depth 
and clarity. While competitors require certified 
consultants to decode complex personality 
profiles, AIIR’s focused approach delivers 
immediate insights in clear business language 
that managers can understand and act upon—
addressing what Josh Bersin’s 2025 research 
identifies as a critical gap: “Only a quarter of 
companies are proficient at internal mobility—
presenting an untapped opportunity.”

AIIR’s Leadership Archetype Model (LAM) 
revolutionizes leadership assessment by 
identifying six distinct leadership patterns—
Connector, Cultivator, Visionary, Coach, Innovator, 
and Driver—each bringing unique value to different 
organizational contexts. Integrated into our 
enhanced LD12™ assessment, LAM moves beyond 
the myth of the “ideal leader” to recognize that 
different business challenges require different 
leadership strengths.

Our research reveals clear contextual patterns: 
turnaround situations require Driver archetypes 
who excel at making tough decisions and creating 
immediate change, while scaling organizations 
need Visionary-Connector partnerships to 
maintain direction while building stakeholder 
alignment. Disruptive innovation demands 
Innovator-Visionary combinations that can pioneer 
new possibilities while articulating compelling 
futures.

This framework enables organizations to move 
beyond generic potential assessment to identify 
leaders whose natural strengths align with specific 
business challenges - a precision that research 
shows dramatically improves both prediction 
accuracy and development effectiveness.

The Motivational Foundation: 
Core Values Navigator™
Traditional leadership assessments often overlook 
a crucial component that research demonstrates 
significantly predicts leadership effectiveness: 
the values that drive leadership decision-
making and organizational fit. Most assessment 
approaches measure values too broadly for 
practical application or ignore them entirely.

https://www.ccl.org/insights-research/
https://www.brianheger.com/the-definitive-guide-to-recruiting-human-centered-talent-acquisition-josh-bersin-company/
https://www.brianheger.com/the-definitive-guide-to-recruiting-human-centered-talent-acquisition-josh-bersin-company/
https://www.brianheger.com/the-definitive-guide-to-recruiting-human-centered-talent-acquisition-josh-bersin-company/
https://www.sciencedirect.com/science/article/abs/pii/S0191886900000477
https://www.sciencedirect.com/science/article/abs/pii/S0191886900000477
https://www.sciencedirect.com/science/article/abs/pii/S0191886900000477
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Leadership Genome®:  
Organizational DNA Made Simple

“The great organization must 
not only accommodate the 
fact that each employee is 
different, it must capitalize 
on these differences.”

Marcus Buckingham  
— Award-Winning Author and Consultant

Most organizations struggle with a fundamental 
question: “What does leadership success look 
like specifically in OUR environment?” Traditional 
approaches rely on expensive competency 
frameworks that cost $50,000-$200,000 and 
take 6-18 months to develop through extensive 
consultant engagement, focus groups, and 
validation studies.

Leadership Genome® works like organizational 
DNA - mapping the unique patterns that make your 
organization successful. Just as biological DNA 
provides a blueprint for how an organism functions 
and thrives, Leadership Genome® identifies the 
leadership skills and behavioral anchors that 
predict success in your specific environment.
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Unlike traditional competency frameworks that 
impose external models onto your organization, 
Genome® discovers what already works by 
analyzing patterns among your high-performing 
leaders. This organic approach eliminates the 
artificial feel of consultant-driven frameworks and 
ensures authenticity to your actual culture and 
strategic needs.

The process is elegantly simple: stakeholders 
within your organization identify which leadership 
skills matter most for specific roles and challenges. 
Instead of months of expensive consulting, 
Genome® captures this institutional knowledge 
quickly and systematically, creating customized 
leadership frameworks that reflect your priorities 
without external interpretation.

Leadership Genome® recognizes that your 
organization’s leaders and HR professionals 
understand your context better than any external 
consultant. Rather than paying premium fees for 
outsiders to tell you what leadership should look 
like, Genome® provides the structure for your 
team to define what leadership excellence means 
in a specific context within your organization 

– leadership broadly, or a role-, function-, or level-
specific context – achieving what research shows 
is the holy grail of leadership assessment: context-
specific validity.
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The Leadership Analytics Platform™ serves as 
the compelling culmination of AIIR’s scientific 
approach—a centralized intelligence hub 
that combines LAM archetype analysis, Core 
Values Navigator™ insights, LD12™ leadership 
skill  measurement, and Leadership Genome® 
organizational mapping in a unified interface 
that transforms how organizations make talent 
decisions.

The platform eliminates expert interpretation 
dependency by speaking fluent business language 
from day one, incorporating multi-method insights 
automatically. This breakthrough addresses the 
scalability challenge while maintaining scientific 
rigor, enabling enterprise-wide deployment of 
sophisticated assessment capabilities that 
competitors typically reserve for premium 
consulting engagements.

Leadership Analytics Platform™: 
The Unified Intelligence Hub
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Key platform capabilities include:

Real-time leadership pipeline visibility 
showing archetype distribution and 
capability gaps across your organization

Succession readiness analytics matching 
high-potential leaders to specific role 
requirements based on your Leadership 
Genome®

Development progress tracking measuring 
improvement in targeted leadership skills 
aligned with your business strategy

Team composition visuals  for 
understanding archetype distribution 
across teams 

Predictive insights using AI to identify 
emerging talent and potential leadership 
risks before they impact business results

Rather than requiring separate vendors for 
different assessment needs—each with its own 
learning curve and integration challenges—the 
Leadership Analytics Platform™ consolidates 
these capabilities while providing more 
comprehensive insights than fragmented 
solutions.

Evidence-Based Succession: 
Beyond the 9-Box
The platform replaces the simplistic 9-Box 
model with multi-dimensional intelligence that 
addresses the performance-by-potential paradigm 
directly. Research from PepsiCo’s Leadership 
Assessment and Development program, 
studying 9,784 participants, demonstrates that 
assessed potential provides unique variance above 
performance alone in determining promotion 
outcomes.

AIIR’s integrated approach combines:

LD12™ capability assessment measuring 
leadership skills

Leadership Archetype analysis revealing 
natural leadership strengths and contexts

Core Values Navigator™ insights showing 
motivational alignment

Leadership Genome® mapping indicating 
organizational fit and role-specific 
potential

This comprehensive view reveals both overlooked 
talent and potential risks in the leadership pipeline, 
enabling evidence-based succession decisions 
rather than intuition-driven guesses.

https://www.researchgate.net/publication/280102832_Understanding_the_role_of_organizational_culture_and_workgroup_climate_in_core_people_development_processes_at_PepsiCo
https://www.researchgate.net/publication/280102832_Understanding_the_role_of_organizational_culture_and_workgroup_climate_in_core_people_development_processes_at_PepsiCo
https://www.researchgate.net/publication/280102832_Understanding_the_role_of_organizational_culture_and_workgroup_climate_in_core_people_development_processes_at_PepsiCo
https://www.researchgate.net/publication/280102832_Understanding_the_role_of_organizational_culture_and_workgroup_climate_in_core_people_development_processes_at_PepsiCo
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Conclusion: Transforming Leadership 
Assessment Through Scientific Innovation

“The future belongs to 
organizations that can turn 
today’s information into 
tomorrow’s insight.”

— Morris Chang, Founder of TSMC

AIIR Analytics demonstrates that the industry’s 
longstanding constraints were implementation 
challenges, not scientific limitations. By 
maintaining the multi-trait, multi-method 
framework that decades of research validate as 
most effective, while eliminating implementation 
barriers that have traditionally prevented 
organization-wide deployment, we enable 
organizations to move beyond the performance-
by-potential paradigm and make talent decisions 
based on evidence rather than intuition.

Our integrated approach delivers deep 
psychological insights through scientifically 
validated assessment, effortless implementation 
with business-language reporting requiring no 
expert interpretation, and enterprise economics 
through elimination of consultant dependency 
and certification requirements.
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The Leadership Analytics Platform™ 
integrates LAM archetype insights, Core 
Values Navigator™, LD12™ leadership skills 
assessment, and Leadership Genome® 
organizational mapping to provide the 
complete picture of leadership potential in 
your organization. Contact AIIR Analytics 
to discover how your organization’s unique 
leadership DNA can drive competitive 
advantage.

The result is comprehensive leadership 
assessment capability that serves as a strategic 
advantage rather than an administrative burden. 
The convergence of academic research, business 
leader advocacy, technological innovation, and 
quantitative evidence creates an unprecedented 
opportunity for organizations to transform 
leadership assessment from subjective opinion 
to objective science—with measurable business 
impact that justifies immediate investment and 
implementation.

http://aiiranalytics.com/
http://aiiranalytics.com/
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