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EXECUTIVE SUMMARY 
The 2024 HR@Moore Survey of Chief Human Resource Officers (CHROs) addresses two aspects of talent: 
managing employees’ ability to scale up to positions of larger and more complex responsibilities and decisions 
regarding allocating talent across the business. 

Regarding building individual capabilities to “scale up”, we found that current practices largely track what 
most would consider best practices in 
talent management. CHROs reported 
the two most important qualities to 
succeed in larger roles were an ability 
to take an enterprise-wide perspective 
and to build trusted relationships. 
They reported that that these skills are 
developed through a number of practices 
including participation in enterprise-wide 
projects, cross functional projects, and 
exposure to the board and executive 
team. They assess individuals’ readiness 
through their performance in those large 
projects, external assessments, and 
past performance in their primary roles. 
Finally, they try to help these individuals 
adapt to their larger roles through 
coaching/mentoring, providing support 
systems, and leadership development 
programs. 

CHROs reported that when making resource allocation decisions, human capital decisions are largely aligned 
with financial decisions and almost always either explicitly or implicitly recognized by the executives. While 
decisions to move talent may be primarily driven by business needs, our results show that individuals must be 
amenable. Individuals’ resistance to geographic moves was rated as the most important obstacle to moving 
talent. The inability to replace that talent in the origin business and the origin business leader’s unwillingness 
to let the talent go served as additional obstacles. 



  

 

 

INTRODUCTION 
Talent is a critical resource through which firms compete. Considerable writing and research has addressed 
how firms attract, develop, and retain talent. However, two critical questions are largely unaddressed: How can 
firms assess, develop, and aid talent to be able to scale up to larger and more complex roles, and what are the 
strategies and obstacles to allocating talent to these larger and more complex roles? 

The 2024 HR@Moore Survey of CHROs addressed these two issues. The survey was sent to approximately 
400 CHROs in April/May of 2024 with 
over 150 responding. The survey 
covered a number of topics including 
the CHRO role, various aspects of 
how they address particular talent 
challenges, and some issues regarding 
CEO succession (see previous reports 
“Managing Workplace Culture in a Time 
of Uncertainty, Change and Division”; 
“The CHRO Role in 2024: Current Status 
and Preparing a Successor”.) This report 
focuses on issues regarding managing 
talent. 
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Talent and “Scaling Up” 
Most executives shared that “high potentials” are particularly desirous of promotions to positions of higher 
responsibility with higher compensation. Such promotions often result in roles entailing larger and more 
complex responsibilities than their previous roles. However, past HR@Moore survey results indicated that 
the most common reason for the failure of an internal promotion into the C-suite was an inability to “scale 
up” to the larger role. Thus, if organizations seek to minimize risk and maximize success in decisions regarding 
promotions, they must rigorously address three issues. First, how can organizations best assess an individual’s 
ability to “scale up” to roles entailing larger responsibilities? Second, what strategies can be used to develop 
individuals’ relevant capabilities? Third, how might organizations help individuals as they transition into such 
higher complexity roles to ensure that they succeed? 

As discussed previously, research by CES in 2015 (“C-Suite Succession Failures: Causes, Effects, and Prevention”) 
revealed that almost 10% of internal promotions to C-suite roles resulted in failure. The median cost of such 
failures was between $2 and $5 million, and their primary cause was the individual’s inability to scale up to a 
larger and more demanding role. 

We first asked CHROs to indicate the importance of several different characteristics for an individual to be able 
to succeed in a larger and more complex assignment. Figure 1 displays these results. 

Figure 1   | How important do you think each of the following are in determining the success of an 
executive who takes on a larger and more complex assignment? 

Factors Influencing Executive Success in Larger Roles 

Ability to take enterprise-wide 6.7
perspective 

Building trusted relationships 6.7 

Translating company strategy to 6.4
organizational capability 

Building and managing the team 6.4 

Curiosity 6.3 

Executive presence 6.1 

Personal organization and 5.8
prioritization 

Managing politics 5.8 

1 2 3 4 5 6 7 

Extremely Unimportant Neither Important Nor Unimportant Extremely Important 
(1) (4) (7) 



  

 

 

The two most important qualities were an ability to take an enterprise-wide perspective and to build 
trusted relationships. Almost every respondent (79% and 72% for enterprise-wide perspective and trusted 
relationships, respectively) rated these two qualities as “extremely important”, the highest score on our 
scale. Ranking just behind these qualities were the ability to translate company strategy into organizational 
capability and the ability to build and manage the team. These results point to both cognitive (perspective, 
strategy) and interpersonal (relationships, team) components to effectively navigating a larger scale role. In 
addition, curiosity and executive presence also scored higher than 6 on the 7-point scale. 

Given the importance of these characteristics, we asked CHROs to describe how they seek to develop these 
individuals’ skills to enable them to succeed in larger roles. Table 1 presents the ChatGPT summary of open-
ended responses to this question. 

Clearly the use of enterprise-wide projects was most frequently mentioned. Such projects provide two 
benefits. First, they provide an opportunity for the individual to work outside their unit, particularly to learn 
how to influence others across the organization. Second, they give the individual visibility with and familiarity 
to those they may need to work with when they obtain a larger role. Relatedly, the use of stretch assignments 
through highly visible projects or in areas beyond their current competencies can provide an avenue for 
growth. 

Second, companies can put people in cross-functional and rotational assignments as a means of developing 
their ability to adapt to larger scale. Again, putting people outside of their traditional functional comfort zone 
provides them an opportunity to gain a broader perspective on the organization. 

Third, several CHROs discussed providing individuals with exposure to the board and/or executive leadership 
team as a development method. Because both the board and ELT must take a company-wide perspective, 
giving individuals the opportunity to see them in action can help them to expand how they view the 
organization. 

Coaching and mentoring also offers opportunities for developing an ability to adapt to larger and more 
complex assignments. This can entail the use of executive coaches, internal mentors, or placing people in 
“deputy” roles where they can observe the larger role while being coached by the current role-holder. 
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Table 1  | Summary of Effective Development Methods for Promoting Internal 
Executives to Handle Larger Scale and Complexity 

Enterprise-Wide Projects and Strategic Initiatives: 29 mentions
 • Summary: Assigning executives to large, enterprise-wide projects or strategic initiatives helps them 

gain experience in influencing and operating outside their immediate function, fostering relationships 
and visibility across the organization. 

Cross-Functional and Rotational Assignments: 25 mentions
 • Summary: Providing cross-functional experiences and rotational assignments within and outside 

of HR to broaden their exposure and understanding of different areas, including international 
assignments. 

Board and Executive Leadership Team (ELT) Exposure: 22 mentions
 • Summary: Ensuring executives have exposure to board meetings and interactions with the ELT to 

understand broader organizational thinking and strategic decision-making processes. 

Coaching and Mentoring: 19 mentions
 • Summary: Utilizing external coaches, mentorship programs, and personal assessments from seasoned 

executives to provide guidance and feedback on their development journey. 

Shadowing and Deputy Roles: 15 mentions
 • Summary: Creating shadowing opportunities or phased deputy roles where executives take on parts 

of the C-Suite responsibilities while being coached by current leaders. 

Stretch Assignments: 14 mentions
 • Summary: Assigning executives to high-visibility projects, new departments, or areas outside their 

normal scope of responsibilities to test and develop their capabilities. 

External Networking and Forums: 11 mentions
 • Summary: Encouraging participation in external groups, forums, and industry events to gain broader 

perspectives and industry insights. 

Personal Assessment and Development Plans: 10 mentions
 • Summary: Conducting rigorous personal assessments and creating specific development plans that 

target identified areas of improvement. 



  

 

Our previously mentioned 2015 report revealed that several CHROs expressed dismay at the lack of rigorous 
assessment prior to putting someone in a larger and more complex role. While that study was focused on 
failure incidents, this year’s survey sought a more positive approach by asking CHROs about effective ways 
to assess an individual’s ability to handle larger and more complex roles. The open-ended responses were 
entered into ChatGPT and Table 2 on page 9 provides a summary. 

The respondents noted that assigning people to larger projects can provide valuable data. Because these 
projects or initiatives are time-bound, they provide a bit of a trial in which the individual can demonstrate 
competence in managing across a broader set of responsibilities. Related to this was “Leadership Development 
Projects.” These consist of shorter-term project as part of a specific leadership development program. 

In addition, a considerable number of CHROs 
pointed to formal external assessments as 
a means of identifying if individuals possess 
the capabilities to take on larger roles. Some 
consulting (and some search) firms invest 
heavily in developing psychometrically valid 
measures and gather data on large volumes 
of people. While such assessments may not 
perfectly predict performance, they are built 
on rigorously developed measures and larger 
volumes of data than any one organization 
can generate. 

Also, consistent with the 2015 study, many 
CHROs described utilizing assessments of 
individuals’ performance in past roles. This 
includes exploring how they have adapted 
when promoted to larger roles in the past. 
Performance profiles repeatedly emerge as 
methods of assessing high potentials. 

Finally, CHROs also discussed Internal 
Judgement/Feedback, Learning Agility/Self-Awareness, and Executive Coaching/Development as methods of 
assessing one’s capabilities to adapt to scale. 
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Table 2  | Have you found any effective ways to ASSESS their ability to handle the larger 
scale and complexity before promoting them, and if so what are they? 

Assigning Large-Scale Projects (45 mentions)
 • Many CHROs find that assigning leaders to large-scale projects or enterprise-level initiatives is an 

effective way to assess their ability to handle complexity. This includes projects like M&A integrations, 
global strategies, and significant restructuring efforts.

 • A proven track record of managing complex projects and delivering results is essential. This includes 
past experiences that required significant influence, managing stakeholders, and demonstrating 
strategic acumen. 

External Assessments (37 mentions)
 • External assessment processes, such as those by Korn Ferry, Hogan, and Deloitte Labs, are frequently 

mentioned. These assessments often include psychometric tests, executive coaching, simulations, and 
behavioral and cognitive ability evaluations.

 • Tools like Worklevels theory, KF4D, and other psychometric and cognitive assessments are employed. 
Simulations and business strategy-based scorecards are also used to evaluate leaders’ capabilities. 

Performance in Previous Roles (31 mentions)
 • Leaders’ performance in prior roles, particularly those that required handling larger scales or 

complexities, is a key indicator. This includes successful execution in roles involving significant change 
management, cross-functional responsibilities, or leading major projects. 

Leadership and Development Projects (21 mentions) 
• Projects that involve leadership, strategic initiatives, or cross-functional collaborations are highlighted as 

practical assessments. Some CHROs mention using a rotational assignment or “deputy” roles to expose 
leaders to higher responsibilities gradually. 

Internal Judgment and Feedback (18 mentions) 
• Internal methods such as 360-degree feedback, performance reviews, and continuous dialogue with 

senior executives are used to gauge a leader’s readiness. Direct observations and peer feedback are also 
crucial in this process. 

Learning Agility and Self-awareness (14 mentions) 
• Assessing learning agility and self-awareness is seen as a reliable predictor of a leader’s potential to 

scale. This includes evaluating how leaders handle new challenges, adapt to different roles, and their 
orientation towards enterprise-wide thinking. 

Executive Coaching and Development Plans (12 mentions) 
• Executive coaching and tailored development plans based on rigorous assessments are utilized to 

prepare leaders for higher roles. These development plans are often built around the output of formal 
assessments. 



  

 

 

 

 

 

 

 

 

 

 

 

 

Having developed individuals to provide capability and assessed their capability, the final question dealt with 
how their company seeks to help a newly placed individual to adapt to the larger and more complex role. 
As can be seen in Table 3, by far some form of mentoring and coaching appears as the most popular way 
of helping new leaders to adapt to the larger role. CHROs described techniques such as mentoring from a 
higher- level executive, external coaching, the use of internal coaches, assigning buddies, and helping surround 
the newly promoted executive with a network of peers and subject matter experts as ways to support the 
individual as they transition to a larger and more complex role. Companies also use formal development and 
leadership programs, but at a much lesser rate. While not as frequently mentioned, some CHROs noted the 
importance of ensuring that the newly promoted individual has a strong team around to whom they can 
confidently delegate. 

Table 3  | Have you found any ways to help them ADAPT to the larger scale and 
complexity once they are promoted, and if so, what are they? 

Mentorship and Coaching (45 mentions)
 • Internal Mentorship: Assigning a buddy or mentor from a higher level or different part of the company 

to provide guidance and support.
 • External Coaching: Hiring external coaches with executive experience to offer tailored advice and 

feedback.
 • Internal Coaching: Providing dedicated internal coaches, often from HR or senior leadership, to support 

newly promoted leaders. 

Structured Support Systems (32 Mentions)
 • Buddy Systems: Pairing newly promoted leaders with peers or higher-level leaders for informal 

mentorship.
 • Executive Coaching: Regular, often intensified, executive coaching sessions, especially in the initial 

months.
 • Support Networks: Ensuring a strong network of peers, mentors, and subject matter experts (SMEs) is 

in place for ongoing support. 

Regular Check-Ins and Feedback (28 mentions) 
• Increased 1:1 Meetings: More frequent one-on-one meetings with the CEO, senior leadership, and peers 

during the initial transition period. 
•  Feedback Mechanisms: Regular, candid feedback from various stakeholders, including peers, HR, and the 

CEO. 

Leadership Development Programs (22 Mentions) 
• Development Plans: Creating and following through on personalized development plans. 
• Leadership Programs: Offering programs that focus on broadening leadership skills and enterprise-wide 

thinking. 
• Onboarding Programs: Implementing comprehensive onboarding programs to orient new leaders to 

their roles and responsibilities. 
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Table 3  | Continued 

Enterprise-Wide Exposure and Responsibility (15 mentions) 
• Cross-Functional Roles: Rotating leaders through roles with broad, enterprise-wide responsibilities. 
• High Visibility Projects: Assigning high visibility projects to build confidence and demonstrate capability. 
• Board and Executive Committee Exposure: Providing opportunities for interaction and exposure to the 
board and executive committees. 

Focus on Team and Delegation (12 mentions) 
• Building Strong Teams: Ensuring newly promoted leaders have strong, capable teams to support them. 
• Delegation and Prioritization: Encouraging leaders to delegate effectively and prioritize key tasks. 

Addressing Specific Capability Gaps (9 mentions)
 • Targeted Development: Identifying and addressing specific gaps in capabilities through training and 

support.
 • Support in Areas of Weakness: Pre-positioning support in areas where the leader has less experience or 

strength. 



Percentage of CHRO 

39% 
40 
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20 

12% 

7% 10 6% 5% 4% 

0 
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Talent Management as Resource Allocation 
When asked years ago what he was least prepared for when he took on the CEO job at Ingersoll Rand, Mike 
Lamach noted that he had not realized how much of the job dealt with resource allocation. While he may have 
primarily been referring to financial resources, the top role also requires challenging decisions around human 
capital allocation. Yet, little research has addressed the link between financial and human capital resource 
allocation. Thus, on this year’s survey we asked CHROs to describe the link between the allocation of financial 
capital and human capital (i.e., talent). We first asked them to report the degree of alignment between the 
allocation of these two forms of capital; results are presented in Figure 2. 

As can be seen in the figure, roughly 70% of the respondents indicated that the two strategies are at least 
somewhat aligned. These results suggest that, overall, companies work to align their financial and talent 
allocation strategies. However, 20% of the CHROs reported that the two strategies were either completely 
unaligned (5%), unaligned (4%) or somewhat unaligned (11%), indicating that quite a few companies are 
making these decisions relatively independent of one another. 

Figure 2   | To what extent is your financial planning aligned with your talent/human capital allocation 
planning (e.g. done concurrently with your talent/human capital planning)? 

Extent of Alignment Between Financial and Talent Strategies 
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We next asked about whether the alignment of these two strategies are explicitly discussed, and these results 
can be seen in Figure 3. Only 10% of CHROs indicated that when financial allocation strategies are discussed 
most people are either unaware of or uninterested in the corresponding talent/human capital allocations. In 
contrast, 45% of the CHROs answered that both financial and talent/human capital allocations are specifically 
discussed. The remaining 45% indicated that when financial allocations are discussed, the corresponding 
talent/human capital allocations are assumed even if not always explicitly discussed. 

Figure 3   | When these discussions are taking place among the CEO and other C-suite members, 
which best describes the link between the financial allocation and talent/human capital 
allocation decisions? 

Link Between Financial and Talent Allocation Decisions in C-Suite Discussions 

Financial allocations are discussed and most people 
are either unaware or uninterested in the 10% 

corresponding talent/human capital allocations 

Financial allocations are discussed but 
corresponding talent/human capital allocations are 
assumed by everyone who is part of the discussion 

(i.e., the ÿnancial capital will be used to grow 
headcount) 

45% 

Both are speciÿcally mentioned in these discussion 45% 

0 10 

Percentage of CHRO 

20 30 40 50 



  

  

A unique element to making talent/human capital allocation decisions compared to financial ones is that 
both the organization’s and the person’s needs must be considered. Individual talent may be moved due to 
the needs of the business and/or for their own development. We asked how much weight CHROs placed on 
each of these needs (business versus individual) when deciding on where to place talent across business units. 
Figure 4 shows that these decisions are never made solely on the individual’s needs, but that individual needs 
do play a role. The vast majority of CHROs (almost 80%) reported that the needs of the individual carried 
between 30% and 50% of the weight in making these decisions, indicating that while the needs of the business 
take precedence, individual needs are weighted quite substantially. 

Figure 4   | In your talent planning processes how much weight do you place on each of the following 
when deciding on where to place talent across business units? 

Weight of Factors in Talent Placement Across Business Units 

Needs of the individual: 100% 0% 

Needs of the individual, 90%: 
Needs of the business, 10% 

0% 

Needs of the individual, 80%: 
Needs of the business, 20% 

2% 

Needs of the individual, 70%: 
Needs of the business: 30% 

4% 

Needs of the individual, 60%: 
Needs of the business: 40% 

7% 

Needs of the individual 50%: 
Needs of the business, 50% 

24% 

Needs of the individual, 40%: 
Needs of the business, 60% 

Needs of the individual, 30%: 
Needs of the business: 70% 

Needs of the individual, 20%: 
Needs of the business, 80% 

Needs of the individual,10%: 
Needs of the business, 90% 

Needs of the business: 100% 

1% 

1% 

9% 

23% 

30% 

0 5 10 15 20 25 30 35 

Percentage of CHRO 
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Regardless of what drives the decision to place talent in a new role, obstacles sometimes prevent it from 
happening. We asked CHROs to report the extent to which several different factors inhibit moving talent. 
We display these results in Figure 5, which illustrates that the individual’s reluctance to move geographically 
presents the greatest obstacle as the only response that approached a score of 5 on our 7-point scale. In 
addition, the ability of the origin business to easily replace that individual appeared as the second greatest 
obstacle. The siloed nature of the businesses and resistance of the origin business to let talent go also 
presented challenges in the mobility of talent. The individual’s resistance due to a perceived risk of moving 
and the destination leader’s concern with taking on unknown talent scored below our middle score of 4, 
suggesting they were on average not even seen as somewhat of a serious obstacle. The governance of talent 
seemed most clear, as the question of whether talent was owned by corporate or the businesses scored just 
above a 2 on our 7-point scale and thus was not seen as an obstacle on average. While we did not ask, this 
may stem from the fact that clear agreement exists that the corporate headquarters ultimately owns the 
placement of talent, and all the other factors are simply the minefield that corporate must navigate to achieve 
its talent mobility strategies. 

In summary, the movement of talent is a business decision, but a business decision made within the 
constraints of the people involved. 

Figure 5   | When key positions are open, to what extent do each of the following work against you 
being able to easily move talent? 

Challenges in Moving Talent to Fill Key Positions 

Resistance of the individual to move 4.9
geographically 

Replaceability of the talent in the 4.4
origin business 

Siloed nature of businesses 4.3 

Resistance of origin business leader 
to let talent go 

4.1 

Resistance of the individual because 
of perceived risk of moving 

3.8 

Resistance of destination business 
leader to take on unknown talent 

3.6 

No clear governance as to who 
(corporate v. business) owns talent 

2.2 

1 2 3 4 5 6 7 

Not At All (1) Somewhat (4) To A Great Extent (7) 



  

 

Implications for PractiCES 
A company’s long-term success requires it to effectively develop and move its talent. While critical, these 
processes entail significant risk. The results of this survey provide a few important implications for the 
challenges and best practices in these areas.  

Ability to Scale Up Determines Success. 
Returning to past CES research, every internal promotion is a decision fraught with risk. The major risk of 
failure, according to that research, stems from the individual’s ability to adapt to the new position with greater 
size and complexity. As one CHRO described it, “Some 
people were great in their previous job. But they just could 
not scale up to effectively lead at the next level.” 

Talent Development is Largely about Helping 
Talent Scale Up. 
An HR executive asked about research on the ability of 
talent to scale up. His experience, like noted above, was that 
this was the major cause of failure. Thus, this year’s survey 
sought to address this issue. 

The kinds of experiences and practices mentioned by 
respondents here (e.g., assigning large scale projects, 
assigning cross-functional projects, board and ELT exposure, 
coaching and mentoring, etc.) mirror what our past 
research has revealed about practices for managing high 
potentials. Talent management seeks to develop individuals 
to function at higher levels, assess their ability to do so, and provide tools and support to maximize their 
probability of success. Almost every promotion entails a step up in scale and complexity, and companies need 
to intentionally develop individuals to thrive on those grander scales. It is important to remember that failure 
to scale up does not necessarily mean the individual does not have value to the organization, but rather often 
merely reveals limitations. So, to the extent that individuals unable to scale up can be identified prior to the 
promotion, it will reduce sub-optimal performance outcomes both for the organization and the individual. 

Resource Allocation is More than just Finance. 
HR issues often take a back seat to issues pertaining to the company’s finances. Even companies that recognize 
the importance of talent may consider talent as a parallel and independent concern relative to allocation of 
financial resources. In a positive vein, our results seem to indicate that most organizations either explicitly or 
at least implicitly consider financial and talent allocations simultaneously. However, our results also provide 
some caution, as (a) 10% of companies do not even consider talent implications of financial decisions and (b) 
45% of companies do not explicitly discuss the talent implications of financial resource allocation decisions. 

Business leaders may play a vital role in better integrating these talent and financial allocation decisions. 
Those that view their role as making financial allocation decisions with talent allocation largely falling to the 
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HR function (even if they recognize that a financial investment requires talent allocation), may risk placing 
ineffective or poorly fitting talent into leadership roles for the company’s financial needs. If, in contrast, they 
view themselves as partners with the HR function in talent allocation, then they may more likely contribute to 
a more effectively integrated company across talent and financial needs. 

Corporate Owns Talent, But Not People. 
Our results show that governance of talent decisions does not present a problem in moving talent. Seemingly, 
agreement exists that the corporate HQ owns talent and thus, owns talent decisions. However, while 
corporate owns talent conceptually, they still may face practical challenges managing individuals’ own goals, 
preferences, and values. 

Our results show that the people involved present significant obstacles to moving talent. Most notably, 
the individual the company wants to move has agency, and thus can resist any proposed move or leave the 
company if they deem such moves as inconsistent with their career goals. Second, the leader of the business 
losing talented individuals may not want to lose them and thus resist any potential moves. Finally, the leader 
of the receiving business may feel discomfort in taking on a new individual who comes from another area of 
the enterprise or about whom they 
have little information. Thus, while 
corporate may own and make talent 
allocation decisions, they still must be 
careful to negotiate this process with 
sensitivity to the needs of all affected 
parties and garner their support. As 
with all successful change management 
processes, communication of the need 
for talent allocation and the benefits it 
can bring to the organization can help 
enhance buy-in of all parties in the 
process. 
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The Darla Moore School of Business at the University of South 
Carolina is home to a world class faculty and 13 major research 
centers. It is committed to educating leaders in global business and to 
playing a central role in the economic growth of the state by bringing 
the world to South Carolina and South Carolina to the world. 

Founded in 1919, the Moore School has a history of innovative 
educational leadership, blending academic preparation with real 
world experience through internships, consulting projects, study 
abroad programs and entrepreneurial opportunities. The Moore 
School has grown into a thriving site of academic excellence with 
an enrollment of more than 5,300 undergraduate students and 
more than 700 graduate students. The school offers a wide range 
of programs in nine undergraduate concentrations, seven master’s 
degrees and two Ph.D. degrees as well as executive education 
programs and consulting services to the business community. 

In 1998, the school was named for South Carolina native Darla Moore, 
making the University of South Carolina the first major university to 
name its business school after a woman. 
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