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Today’s Agenda
• Digital transformation of ACs
• In-person to online lessons learned
• Initial reliability, validity, and ROI

Digital
Transformation
of ACs

The Pandemic Shook Our World

Digital transformation was already
in full swing before the pandemic.
Have a digital transformation strategy
in place …
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… to improve operational efficiency
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… to meet changing customer
expectations
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… for faster time to market
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Source: Forbes (2019)

Organizations were already planning to use
more virtual ACs back in 2017.

Mercer (2017). Talent Trends

By 2018, 66% of North American companies
were using virtual day-in-the-life centers.

Mercer (2018). Talent Trends

Two Approaches to Virtual ACs

Sticks & Glue

End-to-end Platform

•Solves the problem
once but doesn’t take
care of massive
operational costs in the
long run

•Requires bigger upfront
investment but more
sustainable and
scalable in the long run

End-to-end AC Technology Platform

Schedule
assessment

Complete
pre-work

Participants receive
email with scheduling
link and pick a session
that works for them.
The system then
automatically
schedules assessors.

Once scheduled,
participants receive
access to pre-work.
This consists of
instructions,
psychometric tests,
and background
reading.

Virtual
assessment
experience
Duration of the
assessment can be
flexible and we
recommend 3-4 hours
max. The platform can
handle case studies,
presentations, inbasket exercises,
interviews, and roleplays. It cannot handle
group exercises.

Receive
results

Reports are
automatically generated
from assessor ratings
and psychometrics but
assessors can also write
a narrative summary.
Reports can be
customized to reflect
client competencies.
Individual PDF reports
and group comparisons
are available.

Start
development

Based on the
assessment results,
the app generates a
tailored development
plan. It sends daily
leadership exercises
and tracks progress
over time using AI.

Lessons Learned from Global Implementations

We have delivered virtual assessment centers in over 40 countries around the world.

We have delivered VACs in these languages:
Chinese
Dutch
English
French
Indonesian
Japanese

Korean
Portuguese
Slovak
Spanish
Turkish

In-Person to
Online
Considerations

Considerations When Moving ACs Online

Custom-made vs. highly standardized
Exercises vs. competencies

Event vs. continuous
Art vs. science (role of assessors)
Filing cabinet vs. data security

Custom-made vs. Highly Standardized
In-person AC
• Built on client’s competencies
• Use custom scoring format per
AC and client
• Can rely on a wash-up session
• Adding psychometrics “du jour”

Online AC
• Need to map competencies to
a library
• Use the same scoring process
for all ACs and clients
• Assessor ratings are
aggregated algorithmically
• Limited psychometrics options
available through the platform

Lesson 1:
You can’t “just” take an in-person AC and move it online; it needs to be reworked to fit the platform.
Select your platform provider carefully and be prepared for the change management with stakeholders.

Exercises vs. Competencies
In-person AC
• Client involved in the AC design
• Exercises closely reflect target
role and company
• “Prepare & perform” model of
disjointed exercises
• Everybody loves the leaderless
group discussion

Online AC
• Smaller set of broader ACs for
wider audience
• A custom AC only makes sense
for large scale implementations
• Day-in-the-life model flows
better in an online format
• Group exercises end up clunky

Lesson 2:
Start with the competencies (what do you want to measure?) and then find the best way to measure
those behaviors. Don’t get married to any particular exercise.

Event vs. Continuous
In-person AC
• Held a few times per year as a
special event
• Higher management often
involved as assessors
• Includes many networking
opportunities
• High risk of travel cancellations
or sickness

Online AC
• AC offered continuously and
participants can take it 24/7
during their preferred time
• Quicker turnaround on reports
and decisions
• Every participant gets exactly
the same amount of attention
• Participants just need internet

Lesson 3:
Once online, your AC and participants are no longer constrained by your facilities.
Put this flexibility to good use – rethink your program and start scaling up.

Art vs. Science (Role of Assessors)
In-person AC
• Relying on assessor expertise to
interpret participant behavior
• Assessors come from the same
culture and context

• Assessor follows the same
participant throughout the AC
• Assessor brings exercise-specific
examples and integrates them with
psychometrics into a narrative report

Online AC
• Assessors assign scores using highly
standardized scales
• Competency scores are the feedback,
not exercise-specific observations
• Assessors score only a portion of the
AC for each participant
• Assessors interpret results/reports
prepared by algorithms

Lesson 4:
Assessor expertise vs. algorithms is perhaps your biggest philosophical question.
Which way do you lean?

Filing Cabinet vs. Data Security
In-person AC
• Usually sold as consulting projects
and data security is probably not
discussed
• Questionable storage of paper &
electronic exercises, participant
responses, scoring sheets, audio/
video recordings, copies of reports

Online AC
• Data privacy and security review
becomes part of the process
• The online platform needs to follow
best practices and laws in how data is
handled, stored, and secured
• Significant upgrade for auditability,
storage, and organization of
participant data

Lesson 5:
Ensure that your platform follows best data security practices and complies with key privacy laws
(e.g., ISO 27001, GDPR). Address data security and privacy sooner rather than later.

Initial Reliability,
Validity, & ROI
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Cognitive ability +
personality

Cognitive ability +
Smoking & lung cancer
personality + simulation

No decision is ever certain.
But we can increase the odds of a good decision with data.

I can base my
decision on the
evaluation from a
manager

I can base my
I can base my
decision on Source:
a testWorld Economic Forumdecision on the
of cognitive ability
assessment center
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Sources: Meriac et al. 2008; Pinsight analyses
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chance of
success
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chance of
failure
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Reliability of a Digital VAC

Interrater
reliability

Internal
consistency

ICC = .77

α = .85

Sources: Pinsight Technical Manual

Thornton and Rupp (2006), based on a review of research, reported average assessor reliability
coefficients range from 0.50 to 0.94 with 0.67 representing moderate agreement and 0.94
representing quite high agreement.

Higher performance on the digital AC has been linked to many
important outcomes.
Outcomes
Higher performance evaluations
Faster career advancement
More engagement with the job
Intention to stay longer in the role
More engaged direct reports
Higher retention of direct reports

Sources: Pinsight Technical Manual

Correlation
.44
.44
.26
.29
.35
.28

Pinsight Validation Research

Turnover Intentions & Simulation Performance
Low Performers (n=37)

Medium Performers (n=94)

High Performers (n=18)

14.90%

16.20%

5.60%

5.60%

45.90%
56.40%

28.70%
37.80%

88.90%

Intends to Stay

Neutral

Intends to Leave

VAC performance is a key indicator of longevity in the role.

Pinsight Validation Research

ROI of Selecting High Performing Leaders
The cost of replacing a single employee ranges from
(Source: Gallup, 2019)

0.5 x Annual Salary

to 2 x Annual Salary

Annual salary of a leader based on national average is $123,000
So, the cost of replacing a single leader is…

$123,000 x 0.5=
$61,500

$123,000 x 2 =
$246,000

If all leaders in our sample (n = 149) were high performers, 13 fewer would leave
So, the cost of replacing 13 leaders is…
So, selecting only high-performing leaders would save the
business in replacement costs

$61,500 x 13 =
$799,500

$246,000 x 13 =
$3,198,000

From $799,500

To $3,198,000

Participant Reactions to Online AC

In general, I am satisfied with the assessment process.

Agree or Strongly
Agree
82%

The assessment is more interesting, engaging, and challenging than other
assessments I have completed.

86%

I believe the assessment itself was fair.

79%

The assessment measured the skills necessary to perform well on the job.

77%

I would very much like to work for the organization that requested my
assessment.
I intend to accept the job, if offered.

91%

Note. Data from 96 managers collected during 2020.

90%

Concluding Thoughts
• ACs were undergoing digitalization even
before the pandemic and the pandemic only
accelerated it
• Adopting an end-to-end tech platform
requires some upfront investment but the
long-term benefits are substantial
• Digital ACs also show high levels of
reliability, validity and ROI, and can improve
the quality of talent decisions

Questions?

Thank you for attending!

Learn more at Pinsight.com

