
 

 

CASE STUDY 

Ranking Potential 

Overview  
The Rank Group PLC (Rank) is the UK's largest multi-channel casino operator, operating in 
a market with constantly changing consumer spending habits presenting unpredictable 
opportunities and challenges. 

They approached Business Psychologists to help them implement an objective and robust 
methodology to assess ‘high potential’ employees, to create a leadership pipeline for the 
future. Find out how they addressed the Executive Board’s perspective on talent within Rank 
Group. 

Challenge 
In the past, Rank had used only ad hoc assessment processes and subjective appraisal 
reviews to evaluate their talent. It required Board level buy-in to invest in the talent within the 
organisation, to develop their employees to have diverse skillsets, enabling agility in 
response to change. 

Changing the Executive Board’s viewpoint on talent and their employees’ potential was 
therefore a crucial step in changing the learning and development culture within Rank 
Group. They approached Business Psychologists at BeTalent to assist them.  

They set four main objectives for the work to be done:  

• Create a broader understanding of talent across Rank, using a technology-based 
solution  

• Standardise assessment across the Group, to encourage lateral movement and 
connect siloed teams  

• Educate the Executive Board about the difference between talent and potential  

• Identify and facilitate career paths within the Rank workforce, encouraging individuals 
to champion their own careers 

In one survey, 84% of talent management professionals stated that the demand for ‘high 
potential’ (HiPo) employees has increased over the last five years due to growth and 
competitive pressure. Research has shown that HiPo behaviours are displayed in individuals 
who significantly and consistently outperform their peers in a variety of settings and 
circumstances (Ready, Conger & Hill, 2010). It is estimated that HiPo employees constitute 
3-5% of a company’s talent. This research informed the approach taken to develop an 
effective employee development proposition across Rank Group, and to further understand 
capabilities of employees at all levels. 
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Approach 
Stakeholder Engagement  

The Business Psychologists and client partnered to co-create an employee assessment 
process, beginning with identifying ‘What Great Looks Like’ within Rank.  

They approached the project through a staged approach allowing time to gather feedback 
from critical stakeholders to ensure that the solution was fit for purpose. Each stage of the 
project was reviewed by a group of client stakeholders. BeTalent shared ideas about new 
ways of working through regular conference calls between the two parties, so that risks 
could be mitigated, and any concerns could be addressed. 

Research and Define 

The Practitioners undertook an exploration into ‘What Great Looks Like” for Rank through 
conducting critical interviews with key stakeholders at each organisational level being 
assessed (Individual Contributor, Manager and Leader). They also asked a variety of 
employees to complete an online mobile-enabled card sort activity, asking them their views 
on macro and micro challenges facing Rank. They were then asked to identify the critical 
behaviours needed for Rank to overcome these challenges. This approach stemmed from 
BeTalent’s model of potential.  

Following five years’ research BeTalent produced the BEST+ model of potential. Research 
sources included:  

• Caron, D, 2009, It’s a VUCA world, CIPS 

• Cherniss, Goleman, Emmerling, Cowan & Adler, 1998, Bringing emotional 
intelligence to the workplace 

• Kinsinger & Walch, 2012, Living and leading in a VUCA world 

• MacRae & Furnham, 2014, High potential: How to spot, manage and develop 
talented people at work 

• McKinsey, 2011 

• Ready, Conger & Hill, 2010, Are you a high potential, Harvard Business Review 

• Robertson & Smith, 2001, Personnel selection 

• Scott & Reynolds, 2010, Handbook of workplace assessment (Vol. 32) 

• Sullivan, 2012, VUCA: the new normal for talent management and workforce 
planning 

The BeTalent BEST+ model is made up of: 

• Behaviours 

• Expertise 

• Strengths  

• Tenets  

• Aspirations 

• Engagement 

• Emotion 

• Social and Learning Agility/Cognitive Intelligence 
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These dimensions of potential combined to form the BeTalent potential model. From this 
model they identified the critical requirements for high performance at the three different 
levels within Rank Group.  

Talent Fit Assessment 

• Pilot: The team designed and piloted a tailored high-potential assessment tool based 
on the criteria identified in Stage 1, with 30 individuals, to ensure that the tool was fit 
for purpose 

• Roll Out: They identified a HiPo population through a mix of self-nomination and 
managers/HR recommendations. These 350 individuals were asked to rate 
themselves on the identified key criteria using an online assessment tool. Managers 
and senior/peer stakeholders were invited to contribute, providing a holistic view of 
the employee’s potential.  

This assessment was delivered through a mobile-enabled application where employees and 
their raters completed the assessment. Each individual received an automated feedback 
report, as well as a coaching session to identify strengths and areas for development to 
achieve their career goals. And, based on their assessment results, they were then rank 
ordered. 

Assessment for Development Centres 

The top 31 ranked employees from the Talent Fit assessment were invited to an 
Assessment for Development event to further understand their potential and talent. This was 
designed to stretch the individuals through different exercises, including: 

• Blended structured interview 

• Insight emotional intelligence interview 

• Case study 

• Presentation 

• Roleplay 

• Cognitive testing 

These exercises were selected based on their reliability and validity to predict performance 
and potential. (For example, Robertson & Smith, 2001 concluded that structured interview in 
combination with cognitive ability tests were the most predictive of future performance.) HR 
staff were trained in these best practice methods and used as Assessors to assist Rank in 
becoming self-sufficient to conduct these assessments in future.  

Individual and group performance on these exercises was then analysed to identify 
individuals demonstrating potential across the business, highlighting common themes across 
the population. Each individual also received feedback in a personalised development 
session, to explore their strengths and development areas.  

Project Plan  

As well as remaining in regular contact with the project team at Rank, BeTalent also actively 
involved the Executive Board in the project with the aim of changing their views on talent 
assessment and the learning and development culture in the business. Through a series of 
presentations, following each phase of the project, BeTalent explored the results and key 
themes that may have needed to be addressed. This served as an education mechanism to 
assist the Executive Board in understanding the importance of identifying talent and the role 
of effective assessment methods in doing so.  
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Outcome 
Following the completion of the assessment events, evaluation of the assessment was 
conducted to assess the impact of the solution on Rank Group’s HR strategy and employee 
development.  

Candidate Feedback  

All candidates that undertook the Assessment for Development process were asked to fill 
out a feedback form containing both qualitative (text response) and quantitative questions 
(rated strongly agree=4 to strongly disagree=1). The results suggested most of the assessed 
population found the event useful for their development: 

• I found the event useful today: 3.77 

• I was able to maintain focus throughout today: 3.40 

• The format and context were relevant to Rank: 3.50 

• The Assessors were helpful and communicated clearly: 3.90 

• I believe the feedback report will help me with my career development: 3.63 

• Overall rating: 3.74 

The qualitative feedback was used to further improve the assessment event for Cohort 2.  

Human Resources Feedback 

During an initial impact evaluation interview the Human Resources Director commented: 

“Helped to get a clearer and more objective view – helped think about talent. We now have a 
plan in place and have managed to get the board to think differently about talent…”  

“We are talking more about using talent to succession plan, we have ended up in a place 
that helps shape what we do next, now feels like a more objective view to talent and talent 
planning” - David Balls HRD  

These comments show that the project resonated with the Executive Board. Ultimately, the 
shift in perspective that was observed by the HRD had an impact on the culture of the 
organisation by changing attitudes towards the way that assessment can be delivered using 
multiple methods for both recruitment and assessment (i.e. face-to-face and technology). 
They later began considering implementing similar strategies using the capability research in 
Stage 1 to recruit external hires. 
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