


80% of transformations fail. 
#1 Reason: Invisible leadership gaps 
across the organization.

Leadership lacks transparency 

– across all levels.

Without transparency, 

it cannot be managed.
Source: based on studies of McKinsey, Gartner – supported by academia



Leadership decisions today 

are guesswork

No structured, comparable view of leadership capability


Decisions driven by perception, experience, and politics


Leadership gaps remain hidden – until execution fails


No system to align leadership capability with business demand



The cost of invisible 
leadership gaps

Misaligned leaders in critical roles


Underperforming strategic initiatives


Delays, rework, and execution risk


Lost enterprise value capture

Most organizations only recognize this after failure.



Lucendo measures leadership in 6 areas across 

24 domains numerically 

- the core engine to inform any leadership decision

Foundation & Growth
Mindset & Self-Awareness

Values & Ethics

Well-Being & Resilience

Curiosity & Learning.

Proactivity & Execution
Ownership & Accountability

Drive & Engagement

Problem Solving & Decision Making

Change & Initiative

Communication & Influence
Clarity & Messaging

Negotiation & Persuasion

Expectation Management & Alignment

Presence & Storytelling

Vision & Strategy
Vision & Differentiation

Mission & Relevance

Strategy & Planning

Innovation & Adaptability

People & Collaboration
Team Building & Development

Stakeholder & Relationship Management

Emotional Intelligence & Empathy

Culture & Inclusion

Impact & Results
Commercial & Operational Success

Customer & Stakeholder Satisfaction

Personal & Team Fulfillment

Societal & Environmental Impact

24 Domains are mutually exclusive / comprehensively exhaustive – based on Human & Leadership Behavioral Research (MIT, TUM) calibrated by 100s F500 leaders

Lucendo’s Core Engine is an intelligent system of human behavioral mechanisms that amplifies or minimizes overall leader capabilities i n non-linear, dynamic ways



What is missing is a system to make leadership 
capability transparent and actionable

How Lucendo Works Key Use Cases

Measures leadership capability across 24 domains (self 
and 360°)*

Creates structured leadership profiles (hexagon view)

Benchmarks and compares leaders across the 
organization quantitatively

Identifies strengths, gaps, and development needs 
individually and across teams

Recommends best-fit leaders for roles and company 
initiative leader teams

Vision & Strategy

Leadership Hiring
Assess leadership capabilities of candidates

Talent Decisions & Development
Identify who to develop, move, or replace

Role Fit & Succession
Identify best fit leaders for role

Project & Initiative staffing
Compose complementary leadership teams to maximize execution 
success

24 Domains are mutually exclusive / comprehensively exhaustive – based on Human & Leadership Behavioral Research (MIT, TUM) calibrated by 100s F500 leaders

Lucendo’s Core Engine is an intelligent system of human behavioral mechanisms that amplifies or minimizes overall leader capabilities i n non-linear, dynamic ways



Lucendo provides a user-friendly handheld version 
for leaders to assess leadership capabilities using 
curated mini–case studies

Key Features

48 randomly presented questions that span 

leadership capabilities holistically


5 curated answers for each question representing 

typical behaviors


Leader brings answers in order of real life behavior 

from ‘always’ to ‘never’ by drag and drob


360° assessments work the same way


Assessments can be repeated periodically to 

check development trajectory



Lucendo provides insights in leaders compared 
strengths and weaknesses / areas for development

Key Features
Leadership Capabilities are displayed by 
numerical metrics in Leadership Quotients


Strengths and weaknesses are shown in 24 
domains grouped in 6 key leadership areas


All metrics, areas and domain results are 
compared by a user defined demographic 
benchmarking cohort


Results are supported by AI – driven 
interpretation for real life behavioral and 
situational relevance


Includes self and 360° results



Lucendo provides insights in Leaders compared 
strengths and weaknesses in each of 24 domains

Key Features

Each area of leadership capability hexagon 

contains 4 domains


Each domain capabilities are separately 

investigable to fully understand key strengths and 

weaknesses


Again, each domain is benchmarkable internally 

and across industry


Behavior read out is supported by AI to fully 

understand strengths and weaknesses as well as 

potential improvements to next proficiency grids



Each leader can investigate their leader capability 
trajectory over time

Key Features
Each leader assessment is recorded in repository 
for review


Improvements / Deviations are visible throughout 
entire development history


Leadership Capability Report is attached for each 
historic assessment for detailed check


Self and 360° assessment results can be 
compared for insights of consistency or deviation 
of self vs. external perception


Leaders of leaders can have full access to 
assessment results and capability reports



Based on each assessment, leaders receive a 
curated leadership development plan to guide 
leaders for further development

Key Features

Development plan is based on latest capability 

assessment results


Leader has the choice to improve on strengths to 

excel – or – to catch up with weak areas and 

domains


A guided scale will inform the leader about 

estimated improvements upon completion


Leader is obliged and guided to re-assess after 

utilization new learnings in real life



Lucendo provides insights in Leaders compared 
strengths and weaknesses / areas for development

Key Features
After assessing leadership capabilities, each 
leader is provided with a detailed system-created 
leadership capability report – downloadable and 
shareable


Report provides capability metrics based on self 
and 360° plus demographic cohort benchmarking 
comparison


AI - supported interpretation and improvement 
recommendations – across all 6 areas and 24 
domains.



Lucendo provides intelligence of leadership health 
of Leader-Pools across the organization incl. 
benchmarks

Key Insights
Leader Pool capabilities across company or by 
department / Region vs. benchmarks – where are 
top/weak leaders


Curated segmentation of high vs. lower performer 
pools identifiable – where are emerging leaders


Curated segmentation of leader types 
comparable



Lucendo provides intelligence of leadership 
performance by comparing any leader pool vs. 
benchmark

Key Insights
Compare any leader pool by level or organization 
also vs. benchmark – where do best/ weak 
leaders sit


Gain actionable insights for development, hiring, 
moving, restructuring and succession



Lucendo provides actionable insights in any 
selectable leader pool to improve and maintain 
leadership health across the organization

Key Insights

Curated Segmentation show the stars who drive 

company agenda and transformation, emerging 

leaders with low responsibility as well as Laggards


Preparing you to take decisions on improving high 

performance segments to shape tomorrows 

leadership



Lucendo provides actionable insights in any 
selectable leader pool to improve and maintain 
leadership health across the organization

Key Insights

Identify where your drivers, strategists, builders 

and influencers amongst any leader population 

sit, ready for the right important initiative


Gain insights in the balance of the leader types as 

part of driving healthiness of leader pools



Lucendo provides comparison of one to many 
leaders for direct comparison of strengths and 
weaknesses / areas for development

Key Insights
Support your succession planning with comparing 
leaders directly


Identify weak or emerging leaders for taking exit or 
development actions


Identify leaders with outstanding capabilities for a 
special role



Lucendo excels in finding ideal matches of leaders 
to a role and complementary leader teams to 
initiatives – Value Optimized

Key Insights

Configure any role and initiative as leadership 

demand


Lucendo find best suited leaders to the given role


Lucendo finds best complementary leader team to 

successfully lead the initiative


Lucendo has built in mechanisms to complement 

strengths and weaknesses or recommends hiring



A global Food Chain company found potential to 
unlock $501M by re-allocating, hiring and 
developing leadership pool

Derisking Enterprise $Value
$501M Value is currently at risk

$349M due to Leader/Project Mis-Allocation


$172M due to Dys-Functional Team composition

$413M Value is de-risked / gained* by

Re-Allocating projects with best suitable individual 
leaders / and team capability and simultaneously


Resolving Dys-Functionality by composing 
complementary teams

$88M Value can be derisked* by

targeted training, redeploying existing leaders and 
hiring

61%
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Leader Team Capability



A world leading tool provider unlocks $326M be re-
allocating, hiring and developing leadership pool
$283M of enterprise value was at risk due to Leadership Mis-Allocation to current enterprise initiatives. $160M were being secured and $57M 
able to unlock within 6 to 12 months

Current State Optimized State*

Portfolio Value (Risk: $284M) $1.25B Secured (Upside $57M) $160M
Leadership Fit 72% Leadership Fit 97%
Critical Projects at Risk 7/15 Critical Projects at Risk 1/15
Under-utilized HiPo Leaders 14/72 Under-utilized HiPo Leaders 0/72
Bottleneck Leaders 8/72 Bottleneck Leaders 2/72

Root Cause Root Cause
Dys-Functional Teams 7/12 Reallocate 18 Leaders +$42M
High Capacity Leaders underexposed 8/15 Resolve 5 Bottlenecks  +$36M
Critical projects staffed below threshold 7/10 Selective Hiring (3)  +$57M
Structural overload leaders 25% Targeted Development  +$24M
Critical gaps in Change & Strategy capability



Enterprise Pilot Program

An 8-week Pilot to 

Validate Leadership 
Optimization Potential
Pilot Deliverables

Understand leadership capability across your 
leaders

Benchmark leaders against peers

Identify strengths, gaps, and development 
priorities

Spot high-potential and emerging leaders

Enable precise development and role decisions

Suggested Scope
40 – 60 leaders

1 – 2 business units

Director to VP level

Cross functional

5 – 8 roles/projects 
(optional)

Pilot Execution
Setup & onboarding

Leader capability assessment 
(self/360°)

Insight generation & benchmarking

Executive read out with key findings

Definition of next steps
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