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Client Executive Assessment 

Overview  
Atos is a European multinational information technology service and consulting company 
with offices worldwide. It specialises in hi-tech transactional services, unified 
communications, cloud, big data and cybersecurity. The success of Atos’ largest client 
engagements is the responsibility of the Global Client Executive (CEX) assigned to the 
account.  

As the organisation transforms to address the challenges and opportunities of their industry, 
the demands on their CEX population evolve. They called on Business Psychologists to help 
them get a clearer view of the capabilities of their CEXs around the world, and to prepare 
them to make an even greater contribution in future.  

Challenge 
Atos was built over many years, through a series of mergers and acquisitions. As a result, 
their Global CEX population had different backgrounds, with different levels of capability and 
experience. Further, Atos had a presence in over 70 countries, with significant cultural 
diversity, and an “inconsistent approach to talent management.” They defined a global 
strategic plan to move away from a traditional technology-driven sales approach to a more 
consultative holistic solution. So, when they undertook a transformation of their operating 
model, they decided to also review the capabilities they required of CEX role holders. 

The Consultants at Business Psychology consultancy, Zircon, recognised the challenges 
facing Atos were not exceptional for an organisation operating in a ‘VUCA world.’ VUCA is 
an acronym first used in 1987, drawing on the leadership theories of Warren Bennis and Burt 
Nanus, to describe the volatility, uncertainty, complexity and ambiguity of conditions and 
situations. Originally referenced in military settings, it has been used increasingly in 
reference to the business world since the turn of the century. The challenges it describes 
bring focus to organisational leadership demands, for foresight and insight, to adapt and 
capture opportunities in a world where change is unpredictable (Sullivan, 2012, Kinsinger & 
Walch, 2012, Caron, 2009).  

Within this world, the Business Psychologists felt that it was imperative that Atos be enabled 
to develop their employees to have a diverse skill set. Understanding the macro-challenges 
and the impact on talent was therefore key to success.  

They needed to identify which CEX ‘got it’ and were high performing in the context of the 
macro, global, digital environment; significantly and consistently outperforming their peers. 
They wanted to identify the top 10% of Atos global talent.  

Zircon supported Atos to:  

• Identify macro-challenges facing Atos (globalisation, digitalisation, pace of change, 
legislation, economy, and competition)  

• Define the requirements of Atos CEX in the external, digital context  
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• Assess the capability of Atos to meet the external market requirements and conduct 
data driven assessment for development  

• Broaden the understanding of the talent across the Atos sales population through a 
virtual, digital solution  

• Encourage individuals to develop and champion their own career path  

• Integrate a standard level of assessment across the CEX employee lifecycle  

• Create clear criteria for success to encourage a common language  

• Challenge the business to understand the gaps between the macro-challenges and 
the capability and fit of the global population 

• Re-define the people, talent strategy, and plan given the core strengths and gaps for 
the future 

Approach 
Research 

The team needed to research and define what “great” looked like for the CEX role of the 
future. This was done via critical stakeholder interviews, with high-potential employees and 
senior stakeholders globally, as well as an online card sort exercise to identify the micro and 
macro factors impacting digital transformation and success.  

The critical talent requirements needed for Atos to address their challenges were identified 
using BeTalent’s model of potential. Following seven years’ research, BeTalent produced 
the BEST+ model, made up of Behaviours, Expertise, Strengths (McKinsey, 2011) Tenets 
(MacRae & Furnham, 2014), Aspirations, Engagement, Emotional, Social and Learning 
Agility/Cognitive Intelligence. These dimensions combine to form the potential model. From 
this model, the team identified the critical requirements for high performance in the CEX 
role.  

Design 

The Consultants designed a data driven virtual assessment event for a development 
programme. It offered a remote assessment solution for the global population, thus saving 
travel time, cost and pollution. It included: 

• An online pre-assessment tool, including the BeTalent Decision Styles and Strengths 
Insight, and a tailored 360° feedback tool, allowing the individual to see themselves 
from different perspectives 

• A two-hour face-to-face Skype (video call) assessment, which examined aspirations, 
values and fit with requirements 

• A personal feedback session for each CEX, with a behavioural Psychologist, and 
personalised development discussion to explore their strengths and development 
areas 

This enabled Atos to identify talent, as well as offering the employees an insight on their 
strengths, empowering them for future success. 

Process 

The role of the assessment team was to challenge the CEXs about their operating style, 
given the macro-challenges, and to help them to create a personal plan.  
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All data was collated and analysed to understand the themes, gaps and risks for the 
business.  

The conclusions were used to inform talent strategy and focus for the company’s immediate 
future.  

As well as remaining in regular contact with the project team at Atos, the Business 
Psychologists were actively encouraging Atos to change their views on talent. The global 
data was critical when influencing Atos to think about talent differently and understand 
related risks. As a result, Atos re-wrote their talent strategy to reflect the global digitalisation 
and transformation of the world in which they operate.  

Outcome 
The Atos Global Head of Human Resources (HR), Sales & Markets, expressed 
overwhelming approval with the project, stating: “As a result of the programme, we are clear 
on our expectations of a CEX. The CEX Blueprint, with the resultant 11 talent requirements, 
universally informs our approach to talent management. Our CEXs are clear on what is 
expected, their relative level of competence today, and the key areas of focus to improve 
their performance. All CEXs have benefitted from additional one-to-one coaching from 
Zircon, in order to digest their feedback. One hundred percent of our CEXs have an agreed 
Individual Development Plan.” 

“We are aware of the collective strengths/areas of development and have built this into our 
supporting CEX Leadership Development Programme. Areas of priority including Emotional 
and Social Intelligence had not been previously addressed.” 

“Some employees have concluded that the new CEX role is not for them. In a supportive 
environment, many are finding or have secured alternative roles in Atos. These employees 
are being replaced by internal and external talents, who are required to undertake the 
Strengths Insight and EI Questionnaires in order to ensure a robust appointment process, 
whilst simultaneously identifying development needs.” 

When asked to respond to the statement, “I believe the assessment for development 
programme will help me with my career development,” respondents were largely positive: 

• 27% selected ‘Excellent’ 

• 40% selected ‘Very Good’ 

• 24% selected ‘Good’ 

• 4% selected ‘OK,’ none selected ‘Below Expectations,’ and 5% did not respond  
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