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EXECUTIVE SUMMARY

The 2024 HR@Moore Survey of Chief
Human Resource Officers (CHROs)
examined three aspects of the CHRO
role: the route to the role, the current
state of CHROs, and ways to develop
SUCCessors.

The results showed that CHROs continue
to be primarily sourced from outside the
organization with only 32% having been
internally promoted and 59% having
been hired externally. Open ended
responses describing why so many were
hired from outside (and why internals
were promoted) suggest the importance
of developing successors. The most cited
reason for external hires was “lack of
internal successors” and the most cited
reason for internal hires was

“succession planning” AN AN AN

Responses regarding the current state

of CHROs highlight the utmost importance of business competence. Business acumen/strategy was cited
most frequently both as what distinguishes great from good CHROs and for what the CEO was looking for
when the current CHRO was hired. In addition, using the Gartner Model of a World-Class CHRO, CHROs rated
business acumen and business strategy as the least effective trait of other current CHROs.

Finally, CHROs reported that new CHROs are least prepared to be the “Board’s Leader on Human Capital” and
for “Business Strategy.” They noted that the most impactful ways to prepare potential successors revolve
around giving them exposure to the board, cross functional roles, executive compensation experience, and
leadership on strategic initiatives.

We explore the implications for practice of these results.
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INTRODUCTION

The HR@Moore Survey of Chief Human Resource Officers (CHROs) has tracked the evolution of the CHRO role
over the past 15 years. In addition, each year it has drilled down more deeply into specific aspects of the role.
Because past data has shown that only about 1/3™ of CHROs came into their role as an internal candidate
(and this year's data was no different), this year we focused on the preparation of an internal successor to the
CHROrole.

The Route to the CHRO Role

As previously mentioned, our past data revealed troubling findings that suggest CHROs might not effectively
develop internal successors. Over the past 15 years, the percent of CHROs who came into theirrole as a
direct internal promotion has ranged from a high of 38% to a low of 33%, with the trend clearly sloping
downward. This year's results show that only 32% of CHROs had been direct internal promotions from the HR
function, with 59% having entered as direct outside hires. These results can be seen in Figure 1.

Figure 1

The Route to Various G-Suite Roles

Direct external hire
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This compares unfavorably to two other GSuite roles. We have asked about the route CFOs took and
consistently observed significantly greater internal promotions (usually in the 57-60% range) and fewer
direct external hires (usually in the 34-38% range). However, last year we saw a plurality of CFOs (46%) had
come from outside for the first time. This year's results echo those findings, as only 42% reported their CFO
had been a direct internal hires versus 44% that were direct external hires. In addition, CFOs stood out as 11%
were internal promotions from a different function, compared to only 6% of CHROs. These results continue
to signal that the CFO role may be changing in ways that, similar to the CHRO role, leave companies unable to
develop internal successors in a timely manner.

Finally, 51% of General Counsels had been hired externally, 43% internally promoted and 4% were hired from
outside to take on the role within 12-24 months. Again, while companies are relying on external candidates
more than internal candidates to take on this important role, they are doing so less frequently than for the
CHRO role.

In an effort to understand the reasons
CHROs came into their role whether
externally or internally, we asked an open-
ended question about why they were hired
into the role the way they were.
Interestingly, the answers may, in fact,
diverge from what seems to be conventional
wisdom among current CHROs. For instance,
many attribute the hiring of a CHRO from the
outside as stemming from a desire for the
CEO to have a person in the role with whom
they had chemistry or due to a need for
organizational change. However, as can

be seenin Table 1, the most frequent reason
given among those hired from outside
(mentioned 31 times) was the lack of an
internal successor. This was followed by

the need for specialized experience such as
CEO succession or leading transformational
change (18 mentions). Interestingly, the
CEO’s preference for a good fit was only

the 6th most frequently mentioned reason
(6 times) for CEOs going outside the
organization to find their next CHRO.

Center for Executive Succession



Table 1 | Reasons for External Hires of CHROs

Lack of Internal Successors (31 mentions)
Phrases: “No viable internal candidate,” “No internal successors,” “No internal ready-now candidates,”
“No internal talent with the experiences needed,” “Bench was not prepared,” etc.

Need for Specific Experience and Skills (18 mentions)
Phrases: “Experience with CEO succession,” “Experience in orgs larger than the company,” “Strategic
CHRO,” “Transformational change experience,” “HR Transformation expertise,” etc.

Organizational Changes and Growth (12 mentions)
Phrases: “Company was growing so fast,” “Company was divested,” “Transition to a publicly traded
company,” “Massive company transition,” etc.

Previous CHRO Departure (9 mentions)
Phrases: “Former CHRO was let go,” “Previous CHRO resigned,” “Existing CHRO was retiring,” “Previous
CHRO exited,” etc.

Inadequate Internal Development and Succession Planning (7 mentions)
Phrases: “Lack of internal succession planning,” “Succession was not a key focus area,” “Weak bench,” etc.

CEO or Leadership Preferences (6 mentions)
Phrases: “CEO was newer in role,” “CEO didn’t want someone from the prior organization,” “New CEO
wanted his own leader,” etc.

HR Function Needing Modernization/Transformation (6 mentions)
Phrases: “HR needed a full transformation,” “Need a step-change to modernize the HR function,”
“Upgrade torole,” etc.

Strategic Alignment with Business Needs (5 mentions)
Phrases: “Alignment to our business strategy,” “Thinking differently than before,” “Drive change in the
company,” etc.

New Perspectives and External Mindset (4 mentions)
Phrases: “Bring external mindset,” “Wanted an external perspective,” “External hire deliberately,” etc.

HR@MOORE | sc.edu/moore/ces



The importance of CHRO succession planning also is demonstrated by the responses of those who were
promoted internally. As Table 2 shows, the most frequent reason given (20 mentions) for the internal
promotion was that it stemmed from effective succession planning. For a number of CHROs, this meant
effective preparation and development for the role as well (10 mentions). Other frequent responses
highlighted the leadership’s trust in the individual (12 mentions) and their internal organizational knowledge
(11 mentions).

Table 2 | Reasons for Internal Promotions of CHROs

Succession Planning (20 mentions)
Phrases: “Execution of a succession plan,” “On the succession plan,” “Developed as a successor,”
“Intentional succession planning,” etc.

CEO and Leadership Trust (12 mentions)
Phrases: “CEO had confidence and trust,” “CEO trusted my abilities,” “Close relationships with senior
leadership,” “Trusted partner,” etc.

Internal Expertise and Organizational Knowledge (11 mentions)
Phrases: “Knowledge of the company,” “Depth of credibility and trust,” “Organizational knowledge and
passion for change,” “Internal expertise,” etc.

Previous Preparation and Development (10 mentions)
Phrases: “Good preparation on my successor’s part,” “Developed internally to be successor,” “Prepared
as a successor for 5 years,” etc.

Best Fit for the Role (9 mentions)
Phrases: “Most capable from pool of talent,” “Most qualified to lead human capital,” “Best connection to
CEO and exec team,” etc.

Experience and Performance Track Record (8 mentions)
Phrases: “Track record of performance,” “Vast experience in multiple divisions,” “History of promotions
and growth,” “Demonstrated business acumen,” etc.

Alignment with Company’s Culture and Philosophy (7 mentions)
Phrases: “Philosophy is to develop and promote from within,” “Knowledge of culture and business,”
“Trusted by the workforce and leaders,” etc.

Previous CHRO’s Lack of Success (3 mentions)

Phrases: “Previous CHRO was not particularly successful,” “Prior CHRO was an external hire charged with
developing an internal successor,” etc.

Center for Executive Succession



Finally, while few in number, given the high visibility of some CHROs who were recently hired into the role
from other functions within the organization, we include respondents’ rationale for their selection. As

Table 3 shows, both the need for a fresh perspective and a track record as a leader (3 mentions each) topped
the reasons these individuals were tapped as the new CHRO.

Table 3 | Reasons from Promoting Internally from a Different Function

Need for Fresh Perspective and Change (3 mentions)
Phrases: “CEO wanted a fresh perspective in the role,” “Drive alighment with the business,” “Re-set
relationships due to lack of trust,” “Need for a change in CHRO during the merger.”

Leadership Skills and Track Record (3 mentions)
Phrases: “Good leadership skills,” “End to end business understanding and track record building talent
teams,” “Strong leadership/trust with CEO.”

Promoting from Within (2 mentions)
Phrases: “Prior CEO valued promoting from within,” “Promoted from Marketing into the role.”

Functional Background and Expertise (2 mentions)
Phrases: “Came up through manufacturing,” "Attorney/compliance/audit background.”

These results all point to the critical importance of the sitting CHRO in shaping from where the next CHRO
will come. Effective CHROs and those who invest great effort in developing potential successors increase
the likelihood that their successor will come from one of their own direct reports. However, failing to focus
on building a pool of potential successors likely results in the need to look outside the organization for that
successor. Part of this preparation likely necessitates providing experiences that enable potential successors
to build a performance track record and establish visibility to show their fit for the role. Given these results
highlighting this critical component of effective CHROs, we now turn to the broader topic of CHRO
effectiveness and the current state of the CHRO role.

n HR@MOORE | sc.edu/moore/ces



The Current State of CHROs

In l[ast year's survey we began using the Gartner Model of a World-Class CHRO to ask CHROs about their role.
This year we asked them to indicate what they believed the relative effectiveness of most CHROs (not how
effective they, themselves were) was for each component. As Figure 2 shows, CHRO respondents believe
that on average, CHROs are most effective as Trusted Advisor/Coach and Creator of the Talent Strategy (both
above 6 on a 7-point scale. These were followed closely by Board's Leader of Human Capital (5.8), Driver

of Culture (5.6) and Purpose and Functional Business Leader (5.6). Enterprise Change Leader and Business
Acumen were both seen as less effective, narrowly landing above 5 (approximately 5.2), and Business
Strategy was identified as the weakest component with a score of 4.9. On the whole, this seems to indicate
that CHROs are most effective on some of the traditional business partner roles (Advisor/Coach, Talent) but
least effective on the larger business-relevant components (Business Acumen, Business Strategy).

Figure 2

Average Perceived Effectiveness of CHROs

Trusted Advisor and Coach
Creator of Talent Strategy
Board's Leader of Human Capital
Driver of Culture and Purpose
Functional Business Leader
Enterprise Change Leader
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We also asked an open-ended question about the three competencies, knowledge, skills, abilities, or other
characteristics they think differentiate a great CHRO from a good CHRO. The summary of these results can
be seen in Table 4. What stood out is that the kinds of competencies identified as differentiating great from
good CHROs tend to overlap with CHROs' weakest areas from the previous figure. For instance, Business
Acumen (32 mentions) and Business Strategy (28 mentions), two of the lowest effectiveness components
appear as the first and third most mentioned competencies that characterize great CHROs. Two more
competencies, Ability to Influence (30 mentions) and Relationship Building/Credibility (26 mentions) were
the second and fourth most frequently identified competencies of great CHROs.

Table 4 | Characteristics that Differentiate Great from Good CHROs

Business Acumen (32 mentions)
Frequently emphasized as critical for understanding the organizational mission and strategic plan,
economic models, and aligning HR strategies with business objectives.

Ability to Influence (30 mentions)
Highlighted for the importance of aligning senior leadership, boards, and various stakeholders with
organizational goals.

Strategic Thinking (28 mentions)
Valued for the capability to think ahead, anticipate future challenges, and integrate HR strategies with
overall business strategy.

Relationship Building and Credibility (26 mentions)
Essential for building trust with the CEO, board, and executive team, and for fostering effective
relationships across the organization.

Change Leadership: (20 mentions)
Critical for driving transformation, adapting to changing environments, and leading organizational
change initiatives.

Communication Skills ( 19 mentions)
Important for effectively conveying ideas, inspiring and influencing others, and ensuring clear and
authentic communication.

Empathy and Emotional Intelligence (18 mentions)
Necessary for understanding and connecting with employees, fostering a sense of belonging, and
managing relationships with empathy.

Courage and Integrity (16 mentions)

Key for challenging the status quo, making tough decisions, and maintaining integrity and authenticity
in leadership.
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Table 4 | Characteristics that Differentiate Great from Good CHROs (con’t)

Financial Acumen (15 mentions)
Important for understanding financial models, contributing to business strategy, and
managing budgets effectively.

Talent Assessment and Development (14 mentions)
Critical for identifying and nurturing talent, succession planning, and ensuring the right people are in the
rightroles.

Visionary and Future-Oriented (13 mentions)
Valued for the ability to foresee future trends, develop long-term strategies, and guide the organization
toward future goals.

Adaptability and Agility (12 mentions)
Important for responding to rapid changes, pivoting strategies as needed, and staying flexible in
dynamic environments.

Analytical and Critical Thinking (11 mentions)
Necessary for data-driven decision-making, problem-solving, and developing strategic insights.

Coaching and Mentorship (10 mentions)
Essential for developing senior executives, providing guidance, and fostering leadership skills within the
organization.

External Awareness and Industry Knowledge (9 mentions)

Important for staying current with industry trends, understanding market dynamics, and integrating
external insights into the organization.

Center for Executive Succession m



We also asked what their CEO was primarily seeking in terms of attributes and skills that were not present

in their predecessors at the time when they were hired as CHRO. As can be seen in Table 5, the key themes
revolve around strategic business acumen, transformational leadership, and the ability to align HR strategies
with overall business objectives.

Table 5 | Attributes Missing from the Previous CHRO

Business Acumen and Strategic Thinking (33 mentions)
¢ Ability to link HR strategies with business outcomes.
¢ Deep understanding of business complexities and financial acumen.

Transformational Leadership (27 mentions)
® Proven track record of driving large-scale organizational change.
® Experience in transforming company culture and HR functions.

Relationship and Influence Skills (25 mentions)
¢ Building effective relationships with the executive team, Board, and employees.
¢ Influencing company strategy and establishing credibility with stakeholders.

HR Expertise and Talent Management (22 mentions)
¢ Strong background in HR practices, talent management, and succession planning.
® Ability to innovate and modernize HR operations.

Strategic Partner and Change Agent (20 mentions)
® Partnering with the CEO and leadership team to drive strategic initiatives.
* Courage to have difficult conversations and challenge the status quo.

Culture Fit and People Skills (16 mentions)
e Connecting with employees at all levels and fostering engagement.
¢ Leading cultural transformation and embodying company values.

Experience Outside Traditional HR (12 mentions)
® Bringing diverse experiences from outside traditional HR roles.
® Multi-industry and multi-functional backgrounds.

Courage and Integrity (11 mentions)
e Demonstrating authenticity, humility, and strong ethical standards.
e Courage to drive impact and make tough decisions.

Innovative Thinking and Strategic Vision (10 mentions)
e Ability to think outside the box and drive innovation within HR.
® Developing and executing a strategic vision for the HR function.

Operational Excellence and Execution (8 mentions)
e Strong execution skills and ability to implement effective HR strategies.
® Balancing strategic focus with operational efficiency.

P4 HR®MOORE | sc.edu/moore/ces



In summary, across all the data reported regarding the state of the current CHRO role, a few themes
consistently showed up. First, CHROs need to develop high levels of business acumen and strategic thinking.
These characteristics seem in shortest supply but are most differentiating, and their absence is the most
likely reason previous CHROs did not work out. The same seems to be true regarding change leadership. It is
in relatively lower supply, but deemed to be critically important for succeeding in the CHRO role. Finally,
while not a specific component to the Gartner model, CHROs must be skilled in influencing people and
building relationships to be effective in most if not all components of their role.

Preparing CHRO Successors

With this as a baseline for current CHROs, we then began to explore CHRO succession. CHROs were asked to
answer the question “When a NEW (first time) CHRO takes on the role, in a relative sense, where do you
think they are least and most prepared among each of these components?” The results in Figure 3 seem to
indicate that new CHROs come into the role well prepared for the HR components (Creator of Talent
Strategy, Functional Business Leader) but least prepared for dealing with the board (Board's Leader of
Human Capital) and developing business strategy at a higher level. For CHROs in large companies, this likely
means they are not fully prepared to take on corporate-level strategy (i.e., across different business units in
an M-form, multidivisional structure) and in less complex companies it may indicate business strategy was
developed at the Gsuite level in a single-business functional structure.

Figure 3
New CHRO Preparedness

Creator of Talent Strategy ----.
Functional Business Leader ----.
Driver of Culture and Purpose ----
Business Acumen ----
Enterprise Change Leader ----
Trusted Advisor and Coach ----
Business Strategy ---‘
Board's Leader of Human Capital ---

1 2 3 4 5 6 7

Least Prepared Moderately Prepared Most Prepared
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We asked CHROs how they can best develop a successor to prepare them for the CHRO role. These results
provide the map for developing a potential CHRO successor. As can be seen in Table 6, providing potential
successors exposure to the board was the most frequently identified technique for developing successors.
Second, CHROs need to put potential successors in cross-functional roles, including roles outside of HR,

to help them better understand the business beyond the HR function. Third, providing them with both
executive compensation experience and experience leading enterprise-wide initiatives were viewed by
many as important ways to develop potential successors. Such experiences also may provide them visibility
with the CEO who ultimately makes the successor decision.

Table 6 | Guiding the Development of CHRO Successors

Exposure to the Board (38 mentions)
This was the most frequently mentioned factor, highlighting the importance of understanding board
dynamics, governance, and strategic decision-making processes.

Cross-functional Roles (29 mentions)
Many CHROs emphasized the value of exposure to different parts of the business beyond HR, including
operations, finance, and strategic initiatives.

Executive Compensation Experience (18 mentions)
Understanding and involvement in executive compensation decisions and processes was noted as
crucial for successor development.

Leadership and Strategic Initiatives (17 mentions)
Leading enterprise-wide projects, engaging with senior business leaders, and participating in strategic
initiatives were seen as critical experiences.

Global and International Exposure (9 mentions)
Exposure to global operations, international roles, and understanding global business challenges were
mentioned.

Development of HR Leadership Skills (8 mentions)
Developing a breadth of HR leadership skills including talent management, total rewards, and HR
business partnering was highlighted.

Specific Mentoring and Coaching (7 mentions)

Mentorship by current executives, coaching on leadership styles, and learning from CEO insights were
mentioned.

HR@MOORE | sc.edu/moore/ces



We also asked CHROs how many potential internal

successors they had identified and were developing.

Figure 4 shows that the number of successors
ranged from zero to four, with most CHROs having
one (36%) or two (39%). We suspect that much

of the variation depends upon the career stage

of the CHRO. Our hope is that those having zero

are brand new to the role and have not yet been
able to identify who among their team might be a
potential successor. Those with one may be close to
retirement and have focused attention on who they
believe is the best candidate. However, we would
suggest that just as with CEOs, having and actively

developing multiple successor candidates is preferable. While this may create potential for competition
among the candidates, it affords the CEO choices and also provides opportunities for those not chosen to
further their careers, even perhaps by potentially taking on a CHRO role in another company.

Figure 4

Number of Potential CHRO Successors
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Because of the disappointingly low percentage of CHROs who gained their role through internal promotion,
we asked CHROs to assess the likelihood that their successor would be an internal promotion from their
team. These results seem to indicate a level of optimism that exceeds the reality of what tends to happen.
Figure 5 shows that 81% assessed that it was either extremely likely (20%), likely (32%), or somewhat likely
(29%) that their successor would come from their team. Our hope is that these results reflect that on
average current CHROs exhibit greater commitment to developing successors than past CHROs and
ultimately enable their companies to hire their successor from within. As previous results show regarding
how they are going about developing successors, it very well could be that current CHROs are simply more
aware and knowledgeable about developing internal successors, fueling this optimism that the future will
not look like the past.

Figure 5

Likelihood of Successor Being Internal from the HR Organization
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Implications for PractiCES

Business Knowledge Dominates

It has been ten years since the HR@Moore survey focused on CHRO succession, and the results demonstrate
that the role is changing in ways that change the competencies necessary to be effective. While business
knowledge has been identified as an important competency since Dave Ulrich’s original HR competency
model in the late 1980s, our previous results pointed to “building trusting relationships” as the most critical
competency with “business strategy” and/or “business acumen” as appearing in the 3 or 4 slot. Current
CHROs identified business-related competencies as those most critical in differentiating great from good
CHROs, and those which CEOs felt were missing in previous CHROs. However, these competencies were also
those rated lowest in actual ability among current CHROs indicating an important gap. Because these skills do
not magically appear once someone achieves the CHRO role, we strongly advocate for CHROs to invest
heavily in developing business acumen and strategic thinking among their high-potential HR talent. This can
be done in several ways, including providing assignments as HR business partners, cross-functional training in
other departments, development of skills through external certification or degree programs, or involvement
on cross-functional teams to address enterprise-wide initiatives.

Developing Potential Successors is One of CHROs’ Most Important Responsibilities

Choosing the next CEO is one of the most important responsibilities (if not THE most important) of the
board, and developing a successor or pool of successors is one of the most important responsibilities of
the CEO. So why would developing successors not be one of the most important responsibilities of the
CHRO? We believe that, on average, CHROs are not investing enough time and effort in an effective set of
processes to develop potential successors. It has been said that CEOs generally want optionality, or having a

Center for Executive Succession



number of alternatives from which to choose. Because the CEO decides on the next CHRO, having multiple
successors available provides internal optionality and increases the probability that the CEO chooses

one from within the organization. In fact, our data suggests that the probability of an internal successor
increases in direct relationship to the perception of a well-run HR organization. When CEOs do not perceive
the function, as a whole, as being effective, it lessens the likelihood they will choose a successor from within
that organization.

Since the CEO Decides, Visibility to the CEO Matters

As CHROs think about developing successors, it is important candidates get exposure not only to the

board, but also to the CEO. The CEO ultimately chooses who the next CHRO will be and observing potential
candidates in a variety of settings will help the CEO make a more informed decision about the potential
successors. Given the importance of candidates’ business acumen and strategic thinking, placing candidates
in roles, special assignments or on teams where they are exposed to the CEO to exhibit these skills is likely
to be particularly valuable.

Developing CHRO Successors is Becoming More Science than Art

Because the CHRO role has been changing over the past 20-30 years, it may have been difficult to determine
(a) the right profile for a CHRO and (b) develop a potential successor to that profile. However, research
conducted by the Center for Executive Succession and for-profit firms such as Gartner (whose CHRO model
we used) have created greater clarity around the profile of an effective CHRO. Correspondingly, knowing the
profile has led to more clarity regarding how to develop potential successors. As our research shows, giving
exposure to the board, cross-functional assignments, enterprise-wide projects, exposure to executive
compensation, and global experiences all contribute to building the competencies necessary to succeed in
the CHRO role. In addition, as mentioned before, investing in building deep business acumen into potential
successors both increases their chances of being internally promoted and elevates the perception of the
function. This should result in both greater efforts and greater success in developing internal

CHRO successors.

The Board’s Desire to See Potential CHRO Successors Reflects Their View of the Value of
the CHRO

For years we have asked CHROs about getting their potential successors in front of the board. While the
practice is increasing, there are still a number of excuses offered, including that it might be “too risky to let
them potentially fail in front of the board.” The underlying assumption is that boards either do not care

or are antagonistic about seeing members of the HR team, which runs counter to many discussions we have
had with our Directors’ Council members. Our research suggests that boards have legal responsibility for
choosing the CEO, but they also want to know about potential successors to key leaders within the Executive
Leadership Team. They want to see this talent to be able to help the CEO select and work with the right
candidate. If, however, the board does not want to see potential successors to the CHRO, it probably
indicates they do not think the CHRO matters very much. Furthermore, if the CEO seems hesitant or resistant
to bringing more executives before the board, exposure may be given through involving senior members of
the HR team in regular compensation committee meetings related to either executive compensation or
talent reviews.
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inquire about potential membership, please visit our website or contact us at sc.edu/moore/
ces.
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