
Maturity Matters: Build Business
Impact

Overview

Few would argue with the claim that people are an organization’s most valuable
asset. Some version of this idea is espoused by business leaders seemingly

every day and backed up by volumes of existing research, including our own. Yet
despite its strong ties to business outcomes, many companies do not back up this
belief with action. A common problem is simply making the case for change. Many
HR executives do not know how to describe the correlation between their
organization’s people and business results so it is compelling to all stakeholders
and also credible enough to gain buy-in at the highest levels of strategic decision-
making. Our maturity models champion this storytelling effort.

In this article, we explain how our maturity models help HR leaders understand
the underlying dynamics of their organizations—and use that information to ask
the right questions at the right times. We also present the distinct structure of our
maturity models and the growth cycles companies typically experience in their
journey toward greater maturity. Finally, we describe the unequivocal value of a
maturity assessment in discussing business strategy, and reveal the link between
capabilities and positive results.

In This Article
How HR leaders can use the unique lens of our maturity modelsa
The four levels of organizational maturitya
The value of maturity assessment in business strategy discussionsa
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The Unique Lens of Organizational Maturity
Our ongoing research reveals more mature talent organizations have
stronger talent and business outcomes than less mature organizations.
Our maturity models are divided into four distinct levels, with Level 4 being
the most mature. Specifically, when compared to Level 1 and Level 2
organizations, Level 3 and Level 4 organizations are more likely to score in
the top quartile of performance for a variety of outcomes (see Figure 1).1

Figure 1: Performance of High-Maturity Organizations as Compared with
Low-Maturity Organizations*

Outcome Type Outcome Name

Likelihood of
Organizations at

Levels 3 and 4 Scoring
in the Top Quartile as
Compared with Those

at Levels 1 and 2

Talent

Coaches and develops
people for better
performance 

3.8 times more likely

Manages preformance
problems 3.6 times more likely

Identifies and develops
leaders 2.9 times more likely

Assesses and selects
the right candidates 2.4 times more likely

Business

Anticipates change and
responds effectively
and efficiently

1.8 times more likely

Innovates 1.7 times more likely
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Growth transforms and intensifies the challenges of business. But growing
bigger does not always mean getting better, especially when the pace of
growth exceeds capacity, stresses quality controls, and dilutes the
business’ value proposition. By growing bigger, businesses also increase
their complexity and the need for more professional management.

Further, making good choices—determining how to invest in the “right”
talent, HR, and learning strategies—is difficult without understanding the
current rhythms of an organization and using that knowledge to target
capabilities that are not only necessary but appropriate to the company’s
present circumstances.

For example, a new company may need to focus on simply calibrating basic
functions and reducing costs, while a more mature organization can afford
to spend added time and money on recruiting and development. This is a
good example of approaching such challenges through the lens of
maturity.

In other words, taking stock of your company’s current state of growth will
help to eliminate much of the guesswork around how talent processes
and strategies will truly impact your organization at any given time.

Our Maturity Models
Our maturity models are developed using extensive research involving
hundreds of HR and learning and development (L&D) organizations. These
models are expressly designed to provide descriptive information about
four stages of growth toward highest maturity. This can help business
leaders to understand their current state and the next set of skills,
capabilities, tools, and systems they will need to advance, either overall or
in a specific category or subcategory. These descriptions are dependent
on the model’s particular process pillar, such as organization design (see
Figure 2).

Improves processes to
maximize efficiency 1.4 times more likely

Meets or exceeds
financial targets 1.2 times more likely

* High maturity = Levels 3 and 4; low maturity = Levels 1 and 2.

Source: Deloitte Consulting LLP, 2015.
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KEY POINT: Many HR
leaders cannot describe the
correlation between an
organization’s people and
positive business results so
it is compelling to all
stakeholders.
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Figure 2: The Organization Design Maturity Model

Source: Deloitte Consulting, 2019.

How Do We Create Maturity Models?
Our maturity models are based on both quantitative and qualitative
research. We survey and speak with hundreds of company leaders around
the world—across industries, all company sizes, and organizational
functions. To create our models, we focus on three major elements:
capabilities, outcomes, and then the relationship between these two
factors.

Here’s how it works: For each specific domain, we first prepare a battery
of questions that speaks to capabilities. Survey questions for a learning
organization, for example, may center on processes for content creation
and measurement as well as culture, management, or governance.

Next, we focus on outcomes. Here, questions are more fixed and are
grouped into three general areas:

Business outcomes. Survey questions focus on topics such as time to market, whether financial targets are•
met, if customers are satisfied, or the role of innovation.
People outcomes. Here we look at HR concerns: the ability to put people in the right roles, solving talent•
needs, engagement, etc.
Financial outcomes. This area requires a separate analysis, apart from the rest of the survey questions. Here•
we look at published, objective data such as stock price, company revenue, revenue per employee, etc.

The underlying goal is to reveal the relationship between capabilities and
outcomes. We use a variety of statistical tools, such as factor analysis, to
create clusters of organizations with similar practices and to recognize
patterns in the progression of capabilities. From there, we determine
which capabilities are significant to the outcomes and create a subset that
matters. We also conduct interviews with company leaders and hear their
stories to gain further insights into what these companies do and what is
predictive of high performance.

Our methodology is ultimately a discovery process that links the most
business-critical activities and strategies with each of the successive four
levels—providing organizations with a reliable path to improved outcomes.
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Telling the Maturity Story
A maturity model functions as a company storybook, so to speak—a tool
that can be used to narrate the story of an organization’s evolution to
maturity. Importantly, leaders can use these models as roadmaps tailored
to the distinctive needs their organizations face today, empowering them
to initiate the improvements needed to close the most critical gaps and
provide strategies that are clear, actionable, and supported by research.

At each level in the journey to maturity, companies deal with different
business, technical, and organizational issues. For example, suppose an
executive gives an analytics task to a lower-level technical employee who
is then immediately overwhelmed with requests for reports and data. In
such a situation, a task associated with Level 1 maturity may cause
frustration and even result in the HR executive trying to blame his / her
faulty IT systems for a lack of actionable information. This is an example
of what can happen when leaders request Level 4 results when only Level
1 maturity is in place.

Regardless of the function (e.g., talent management, leadership, talent
acquisition, learning, etc.), many organizations go through a series of four
general stages in reaching maturity and their ultimate business goals.

Level 1
Early on, organizations generally start by engaging in only the most
essential activities simply to support the running of the business.
Regardless of the type of business, most organizations hire employees and
most do some sort of training. While some individual activities may be
sophisticated, it is more common for these talent practices to be ad hoc
and inconsistent. Decisions are made in isolation, as are assessments of
success. Companies at this stage are often considered “reactive,” aiming

Source: Deloitte Consulting, 2015.
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mostly for efficiency, cost savings, or compliance with standard operating
rules and legal requirements.

Becoming intentional. As these organizations start to grasp the nuts
and bolts of basic processes, their leaders’ principal task is to become
intentional—developing a framework for critical decisions, sharing
information, discussing talent, and making targeted investments.

Level 2
As the organization continues to grow, this ad hoc, in-the-moment style of
HR management begins to cause pain. Leaders start to see the need for
formality and structure. Dedicated employees or departments begin to
take over specific functions (e.g., recruiting, performance management,
and learning and development). These talent / HR departments then train
staff in specific disciplines, building and implementing proprietary
processes that often include tools and systems as foundational support.
These organizations may also begin to put in place the groundwork
necessary for a talent strategy.

Source: Deloitte Consulting, 2015.
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Becoming professional. At this stage in development, HR leaders
increasingly focus on the professionalism with which their functions handle
company needs, a shift that can lead to a more proactive state of operation
and the use of data to monitor trends.

Level 3
As HR functions increase in competency and capability, and as the
organization begins to reap the benefits, these functions are asked to
tackle broader issues and support the big-picture success of the
organization itself. This expansion in focus requires increased
sophistication in approach as well as substantial integration or
coordination with other allied functions—and ultimately increased
expertise in both these related disciplines and the business. At Level 3,
many organizations have mastered a variety of the core activities of
organizations at Level 2 in that they have a relatively clear, data-based
talent strategy.

Source: Deloitte Consulting, 2015.
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Becoming expert. At this stage, leaders are becoming strategic, using
statistical rigor to understand the drivers of their organizations’ business
outcomes. These leaders also have shifted their mindsets from one of
seeing employees as a cost to one that sees talent as an asset in which
the business should invest.

Level 4
HR leaders of Level 4 organizations have genuine perspective, having
come into their own with regard to driving value in the business. They’re
now proficient in having authentic, substantive conversations with their
stakeholders and have a seat at the executive table. They have the sagacity
to know what works and what doesn’t for their particular company; that
is, what their HR functions can do well and what they can’t. Generally
speaking, these mature organizations often have clear, targeted, and
communicated talent strategies and have designed most of their entire
talent system to reinforce those strategies.

Source: Deloitte Consulting, 2015.
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KEY POINT: Leaders of
Level 3 organizations no
longer see employees as a
cost, but rather as an asset
with whom the organization
has an ongoing relationship
and in whom the business
should invest.
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Becoming wise. As a result of the deliberate design of their HR / talent
systems, leaders at these organizations tend to have a strong sense of
which practices their unique organization needs and those which they may
be able to step away from—a concept we refer to as “talent wisdom.” At
this stage, companies can be truly predictive, using models to identify
potential risks and benchmarks that can transform their business.

Key Messages
Telling stories is a way to bind people together, reinforce group identity,
and improve the ability to pool resources and cooperate with each other.
The best HR leaders should be great storytellers.

But to be an effective storyteller in HR, leaders should first understand the
entire shape of their company’s narrative—meaning where it is on its
timeline and why that matters.

Be a Storyteller
The power of the storyteller cannot be underestimated. In the same way
that mythology functions as a cultural framework to educate the young
and provide them with a mechanism to cope with different life stages from
birth to death, HR leaders can use maturity models to describe their
company’s own stages of growth and motivate behavior that supports a
long-term investment mind-set.

Further, the storyteller plays an integral role as a primary evangelist—the
spokesperson who deeply understands the story behind the development
of the company from its beginnings to where it now stands on its path
toward highest maturity. In turn, the maturity model facilitates the ability
to readily assess and speak to the company’s current state and readiness

Source: Deloitte Consulting, 2015.
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for change, as well as to ask foundational questions about the
organization’s capacity to develop, innovate, and grow.

Understand Your Organization’s Journey
The process of moving from one level of maturity to the next can take two
years or more, depending on an organization’s level of dedication and
available resources. Some organizations may be between levels,
possessing some characteristics of one level and also exhibiting many of
the improved behaviors associated with the next level up. This is to be
expected, as most models are simplifications of a very complex world.

Using maturity models can help your organization account for the critical
differences between potential, performance, and readiness, as well as to
prioritize and phase projects along a continuum that drives increasing
levels of proficiency at each step.

Case in Point: A Company’s Journey to Mature
Talent Analytics2

A large global manufacturing company started its HR analytics journey in
2006. The company initially started with a single analyst focused on
building an internal HR metrics scorecard reporting on spending and
resource allocation. The company was already an SAP shop and had
access to an SAP business information warehouse.

After six months, the chief human resources officer (CHRO) asked for
detailed analysis on recruiting; further, the team was moved under the
head of talent acquisition. During this period, the team hired two part-
time industrial/organizational (I/O) psychologists and focused heavily on
role assessment and development of valid metrics for quality of hire and
other recruitment statistics. After producing excellent reports in 2007 and
creating a dashboard of hiring metrics to be used throughout the
organization, in 2008 the team expanded and created a global hiring
model. In addition, the team started to analyze the company’s employee
engagement survey and performance management data, and to measure
training effectiveness.

Throughout this period and the following year, the group grew to five full-
time people. The CHRO continued to provide guidance and the group
developed an ever-expanding set of HR dashboards to look at workforce
planning data, organizational performance, and engagement. In 2009, the
group was asked to implement scenario planning for workforce growth as
the company started to dramatically expand its business in Asia. The team
added analysis of succession management and talent mobility, then
developed models to predict operational safety problems and study
manufacturing quality and other operational business problems. The team
had created enough credibility that line executives were now coming
directly to them for help and support.

By 2011, the team had grown to 14 people and added analysis of the
organizational structure, span of control, scoring potential countries in 

10

(cont’d on next page)



Copyright ©  2020 Deloitte Development LLC. All rights reserved. Not for distribution. Licensed material.

Maturity Matters: Build Business Impact

The Bottom Line
Simply put, maturity matters. There is an undeniable connection
between organizational maturity and business impact. Now, more than
ever before, HR executives need to leverage maturity assessments to
empower their work at the frontlines and anticipate business needs.

But instead of focusing on symptoms (e.g., flat revenues or dropping
margins), the savvy HR leader should use maturity models to look at root
causes. A company’s place on the maturity curve not only signals where
and when to build skills internally but also when to access skills externally.

Today’s leaders can use the influence of storytelling, using the lens of a
maturity model, to talk about their company’s true state, thereby providing
shrewd analytical insight to align HR solutions with business imperatives.

Case in Point: A Company’s Journey to Mature Talent Analytics2 (cont’d)

which to do business, and labor cost forecasting.

Now reporting to the vice president of talent management and
organization effectiveness, at this time the team implemented a reporting
service center to let line business executives generate their own reports
on labor costs, workforce productivity, talent management, and safety.

The journey this company followed demonstrates the need to start small
and build credibility over time. As the head of the function put it:

Don’t try to boil the ocean or you’ll fail miserably.

During the early years, the team focused on solving immediate problems,
creating a consistent infrastructure for data, and building credibility within
the HR organization. As time progressed, the team developed deeper
analytic expertise and became a strategic asset to both the CEO and line
executives throughout the organization.

Today, this organization is being tapped to:

Predict leadership success•
Publish the quarterly talent and HR scorecard•
Provide workforce planning information to all business units•
Run the company’s talent scenario planning•
Predict voluntary turnover by region and business function•
Analyze the effectiveness of variable pay•
Document and model the linkage between employee performance,•
engagement, and financials
Provide statistical analysis on the employee engagement survey and•
all other major workforce metrics

Although this journey took five years to complete, it represents a steady
evolution from basic reporting to strategic reporting to analytics to
predictive analytics, with an initial narrow focus evolving into an ever-
broadening view of all elements of people management in the business.
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Within this same context, executives can then predict, plan, and move their
talent toward an authentic connection with business success.

Key TakeawaysA
By growing bigger, organizations can also increase their•
complexity, and the need for more professional management.
To make good business choices, leaders should not only•
invest in the “right” talent but also assess the current
capabilities of their organization and fill the gaps necessary to
get to the next level.
The principal task of organizations at Level 1 maturity is to•
become intentional—developing a framework for critical
decisions, sharing information, discussing talent, and making
targeted investments.
At Level 2 maturity, HR leaders increasingly focus on the•
professionalism with which their functions handle company
needs, a shift that often leads to a more proactive state of
operation and the use of data to monitor trends.
At Level 3 maturity, leaders are becoming strategic, using•
statistical rigor to understand the drivers of their
organizations’ business outcomes. 
Leaders at Level 4 organizations have a strong sense of which•
practices their unique organization needs and those which
they may be able to step away from—a concept we refer to
as “talent wisdom.”
The process of moving from one level of maturity to the next•
can take two years or more, depending on the organization’s
level of dedication and available resources.
Using maturity models can help your organization account for•
the critical differences between potential, performance, and
readiness.
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Endnotes
For more information on the methodology used to measure these outcomes, see High-Impact Talent Management: The Talent1.
Management Maturity Model, Deloitte Consulting LLP / Stacia Sherman Garr, Candace Atamanik, and David Mallon, 2015.
Big Data in HR: Building a Competitive Analytics Function—The Four Stages of Maturity, Deloitte Consulting LLP / Josh Bersin, 2012.2.
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