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The CHRO Playbook:  
Getting Off to a Strong  
Start in the Age of AI

Congratulations! You have landed one of the 
most consequential seats in the C-suite at one 
of the most consequential moments in the 
history of work. Now what?

At Spencer Stuart, we have studied thousands 
of executive transitions, and one of our 
enduring takeaways is that regardless of 
whether you are a freshly minted chief 
executive officer or chief human resources 
officer, many of the same lessons apply about 
how to get off to a fast start. A deliberate and 
focused transition plan is critical. It can 
dramatically improve a leader’s ability to build 
relationships with team members and other 
stakeholders, develop an effective leadership 
style, begin shaping a vision for the HR 
function, and observe the culture and how 
work gets done.
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Since we first published The CHRO Playbook in 2021, change has continued, but the  
context has evolved profoundly. AI is reshaping how work gets done, how organizations 
are designed and what the workforce of the future looks like. While still the steward  
of talent, the CHRO is now expected to be a co-architect of enterprise transformation.  
This refreshed edition incorporates what we have learned advising HR leaders through 
this shift, while preserving the timeless onboarding disciplines that still set great  
transitions apart. 

Each of the nine points in the playbook now closes with a practical sidebar — “Putting 
AI to work” — showing how you can use AI to execute that point. A note on those tools: 
The vendor landscape is evolving at remarkable speed. Evaluate any tool against your 
organization’s security, privacy and procurement standards along with anything touching 
employee data. Insist on enterprise-grade deployments, never consumer accounts.

	» AI has moved from the periphery to the center of the agenda. In survey 
after survey, AI and the digitization of work now rank as the top concerns 
for CHROs, ahead of governance, engagement and traditional talent issues. 
Boards increasingly expect the CHRO — not just the CIO — to answer for 
the enterprise’s AI readiness.

	» The question is no longer “where” we work, but “how.” Hybrid has 
settled into a durable operating model. The harder challenge today is 
sustaining culture, connection and development.

	» Workforce design has become strategy. Skills-based organization  
design, “human-plus-AI” role architecture and strategic workforce planning 
have moved from HR side projects to direct conversations with the CEO 
and board.

	» Change fatigue is very real. Leading change is no longer episodic; it must 
be incorporated into how the organization operates.

	» Trust is the currency of transformation. How genuine an organization 
handles AI adoption, restructuring and the evolution of its inclusion 
commitments directly shapes its employer brand and its ability to retain 
top talent.
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The challenge
Talent remains at the top of the CEO’s agenda — but the nature of the assignment has 
changed. CEOs and boards are asking their CHROs to answer questions that didn’t exist 
when most of today’s HR leaders built their careers: How will AI change the shape of our 
workforce over the next three years? Which roles will be redesigned, augmented or auto-
mated — and how do we reskill at the necessary pace? How do we capture productivity 
gains without breaking trust? And how do we keep culture, engagement and leadership 
pipelines strong while all of this is in motion?

At the same time, the perennial work of the CHRO has not gone away: attracting and 
retaining strong talent, developing leaders, sustaining a healthy culture, and creating a 
thoughtful succession planning process. It has never been more critical to build momen-
tum early and create a foundation for your (and your team’s) longer-term success.

The solution
Your first 100 days in a new position is a unique window of opportunity before you become 
fully entrenched in the demands of the role. Getting off to a fast start (and preparing before 
Day 1) can earn the confidence of your CEO, the C-suite more broadly and the entire organi-
zation, and give you the momentum to achieve great long-term performance.

We have seen many successful HR leaders follow this proven plan: 

1.	 Prepare yourself during the countdown

2.	 Align expectations

3.	 Shape your human resources team

4.	 Craft your strategic agenda

5.	 Lead the AI and workforce transforma-
tion agenda (new)

6.	 Start transforming culture

7.	 Manage your boss

8.	 Communicate

9.	 Avoid common pitfalls

Most steps take place concurrently and continue into the next 100 days and beyond.

PLANNING FOR GREAT PERFORMANCE IN YOUR FIRST 100 DAYS

14 days pre-start 0–30 days 31–60 days 61–100 days Next 100 days 
and beyond

	» Prepare yourself

	» Begin the  
listening tour

	» Build personal  
AI fluency

	» Align expectations

	» Assess the team

	» Learn the culture 
and the business 
in-depth

	» Shape the team

	» Draft the strategic 
and workforce 
agendas

	» Secure early wins

	» Align CEO  
and board

	» Begin culture  
work

	» Build on the 
momentum

	» Scale  
transformation

	» Refresh the plan  
as needed
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1. Prepare yourself during the countdown
	» Prepare yourself physically and mentally, as your 

stamina will be tested. A rested mind and body will 
allow you to rise above the hectic pace that comes 
with starting any new job and will help you maintain 
the perspective and mental space to ascertain what is 
most impactful versus seemingly urgent.

	» Do your homework. What are the most important 
questions you will need to ask your key constitu-
ents? What public commitments has it made about 
its workforce, its culture and its values? What is the 
company’s posture on AI — ambitious, cautious  
or undefined?

	» Begin your “listening tour” prior to your official first 
day by speaking with other members of the C-suite, 
your boss, other current/former employees, trusted 
confidantes and other critical stakeholders.

	» Build your own AI fluency. Adopt the tools your work-
force is using. A CHRO who has hands-on experience 
with AI will ask sharper questions, be able to distin-
guish between hype and substance, and earn instant 
credibility across the organization.

	» Recognize what skills of yours need to be refined and 
consider outside sources for any specialized training 
that may help close these gaps. There is a reason the 
world’s best athletes leverage personal coaches; you 
too could benefit from one.

	» Draft your 100-day plan with specific tasks and tim-
ing so you have a foundation from which to iterate 
when you start. Maintain a journal, noting everything 
you learn.

	» Cultivate relationships with your peers in the C-suite. 
Understand which functions are critical to the AI and 
workforce agenda. Ask questions, be vulnerable and 
ask for their advice.

	» Share your early hypotheses regarding the organiza-
tion with a trusted ally, recognizing the perspective 
that “fresh eyes” offer during your early days.

	» Review any recent communication or internal docu-
ments that provide a look at the company’s strategic 
vision, history, culture, employee engagement, work-
force plans (including AI) or technology road maps 
that will shape your mandate.

Putting AI to work — preparing during the countdown
	» Build your company brief in hours, not weeks. Use your organization’s tools, including deep-re-

search modes to synthesize annual reports, earnings call transcripts, press coverage and 
employee review themes into a structured briefing on strategy, culture and talent risks. Verify all 
AI-sourced content before you embed it in your materials.

	» Extract information by definition. Input shareable onboarding documents into an AI model so you 
can effectively assess what engagement materials contradict each other. 

	» Practice, practice, practice. Using an AI assistant, role-play your first conversation with the CEO, 
a skeptical business unit leader or your new team. Test your listening tour questions before you 
ask them.

	» Capture the listening tour. Summarize conversations with organization-approved AI support, 
allowing you to adapt “real-time.”
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2. Align expectations
	» Clarify with your boss what they expect you to get 

done and how success will be measured so that  
you can effectively share these expectations with  
your team.

	» Push for an explicit conversation with the CEO about 
how the context and priorities for the organization 
are changing. Where is the business under pressure? 
Is the organization in growth, efficiency or trans-
formation mode? What productivity expectations 
— including AI — have the CEO set with the board? 
Is the workforce energized, stretched or fatigued by 
these changes?

	» Understand where AI fits into your mandate. Are you 
expected to lead workforce transformation, co-lead it 
with the CTO or serve in a supporting role? Ambigu-
ity is one of the most common sources of frustration 
for new CHROs.

	» Prepare for how you plan to introduce yourself to 
your team. Be candid about who you are, what moti-
vates you and excites you about this opportunity, 
what they can expect from you, and what you hope 
the team can accomplish together. 

	» Continue to share your leadership philosophy to set 
the tone for your change agenda and align with your 
team on important norms and behaviors.

	» Host one-on-one meetings with critical stakehold-
ers and pose key questions to ensure your strategic 
agenda reflects the institutional knowledge, insights 
and perspectives of your team.  
 
Potential questions include:

	– What are the five most important things to pre-
serve about the company, and why?

	– What are the three most important things we  
need to change within our function and across  
the organization?

	– Where is AI already having an impact within the 
team and organization?

	– What advice do you have for me?

	– How can I help you be more successful?

Putting AI to work — align expectations
	» Turn conversations into commitments. Following each expectation-setting discussion, use an AI 

assistant to convert your notes into a crisp written summary of goals, success measures and deci-
sion rights to share with your boss for their feedback.

	» Find the “common ground” from your one-on-one conversations. Feed your notes from stake-
holder interviews into an AI assistant to surface recurring themes, contradictions and outliers. 
Validate this assessment with your own judgment.

	» Challenge the mandate via the AI assistant. Ask the assistant to play a results-impatient CEO to 
challenge your draft mandate: What is vague? What will be hard to measure? Where will the plan 
collide with the CFO’s mandate? 
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3. Shape your HR team
	» Assess the team against what’s required in the 

future. The modern HR team needs talent analytics 
depth, AI and digital fluency, organization design 
capability, and change leadership alongside the time-
less strengths of judgment, empathy and business 
acumen. Honestly assess which capabilities you 
must build, buy or borrow.

	» Strive for a diverse team that matches the  
company’s challenges and reflects the workforce  
and customers you serve. Teams with genuinely 
different perspectives and experiences consistently 
make better decisions.

	» Determine what motivates the individuals on  
your team and uncover whether they are spending 
their time in ways that make best use of their abili-
ties. Align on clear expectations and document  
these discussions. 

	» Rethink your HR operating model. AI is automating 
significant portions of transactional HR work, creat-
ing a genuine opportunity to redirect your function’s 
capacity toward higher-value advisory and strategic 
work. Make the HR function the proof point for 
thoughtful, human-centered AI adoption within  
your organization.

	» Think about how to communicate with your team. 
What is the right cadence of meetings? Are there sub-
team meetings you should join? How often should 
you have one-on-ones and what are the objective of 
these conversations. 

	» Be aware of how you show up across platforms. 
Make sure your messaging and behavior align 
regardless if yoi are communicating in-person, virtual 
or in writing.

Putting AI to work — shape your HR team
	» See the team you actually have. People analytics platforms provide a data-grounded view of capa-

bility, capacity and attrition risk, and they span layers in the function. These tools are more reliable 
for team decisions than relying on first impressions.

	» Map skills against the future model. Skills-intelligence tools can infer the skills your HR team has 
today, but more importantly what your target operating model requires in the future.

	» Scenario-model the operating model. Organization design platforms allow you to model alterna-
tive HR structures, costs and spans before you commit to a specific model.

	» Automate the transactional tier — visibly. AI service agents can absorb a large share of tier 1 HR 
inquiries, freeing up your team for advisory work and giving you a credible, visible early proof 
point for human-centered AI adoption.

	» Hire for the new profile. AI-enabled sourcing and talent intelligence tools help you find the hybrid 
profiles — people analytics plus business acumen plus change leadership — that conventional 
searches often miss.
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4. Craft your strategic agenda
	» Build your strategic plan as a team. Find the right 

balance between a compelling picture of where you 
want to lead the group and the flexibility to adapt as 
you go.

	» Diagnose the HR team’s opportunities by listening to 
constituents. Use this diagnosis to build your man-
ageable, short-term strategic agenda, making sure to 
under-promise and over-deliver.

	» Adopt a “now-next” structure. Define how you will get 
the most from your function over the next 12 months, 
alongside the deliberate moves in skills, organization 
design and technology that will inflect outcomes over 
the next one to three years. Pace matters: skill sets are 
changing faster than ever before. 

	» Use your strategic agenda to help you and the HR 
organization make decisions, see what’s working and 
what’s not, and adjust as needed. Expect some level 
of pushback on your agenda but, rather than resist, 
coalesce that input in a positive way to maximize 
buy-in.

	» Secure some early wins. Look for flaws in the orga-
nization and fix them quickly to establish your 
credibility as a leader and change agent.

	» Connect with the rest of the C-suite. Along with the 
CEO, you will need the support of the entire C-suite 
to be successful.  
 
Questions that may prove useful with this important 
group include:

	– How can HR help the company be more successful 
and thrive?

	– How can HR help specific functions be more  
successful and thrive?

	– What are the most important areas where we  
can collaborate?

	– How is AI changing the work and the talent and 
development needs in your function — and how 
can we get ahead of it together?

	– How do you think my experiences or perspective 
could be most useful to our management team?

Putting AI to work — craft your strategic agenda
	» Ground the “now-next” plan in labor-market reality. Workforce-intelligence providers show how 

the skills your strategy depends on are priced, where they are concentrated and how quickly 
demand is shifting. Your talent strategy rests on data, not an anecdote.

	» Critique your agenda before your stakeholders do. Use AI to review your draft and ask what is 
missing, what is sequenced wrong, where you need to tweak timing, etc. Use this same tool to 
produce a tailored “one-pager” for each critical stakeholder.

	» Model the scenarios behind each option. Workforce planning tools let you simulate the cost, head-
count and skills implications of each strategic path, so that when you present the agenda, you can 
validate the budget behind it.

The CHRO Playbook: Getting Off to a Strong Start in the Age of AI
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5. Lead the AI and workforce transformation agenda
	» Establish where the enterprise actually stands. Develop 

a clear-eyed view of AI adoption across the company: 
where is it happening “top down” and where it is 
happening independently; where it is creating value 
and where it is creating risk. Resist the bias to over- or 
underestimate adoption within your organization.

	» Anchor AI work in real business problems, not 
abstract pilots. The organizations moving the fastest 
and most efficiently start with specific, valuable use 
cases and study how all functions are applying AI in 
practical ways, reducing risk while accelerating impact. 

	» Co-own the operating model with your technology 
partner. Decide together with the CIO/CTO who 
owns tool selection, workforce impact assessment, 
reskilling and the employee experience of AI. Ulti-
mately, the CHRO’s distinctive contribution is at the 
functional level and enterprise level.

	» Build a skills-based view of the workforce. You cannot 
redesign work around AI if you only understand your 
organization through job titles and headcount. Invest 
early in workforce intelligence: what skills you have, 
what skills the strategy requires, and where AI will 
substitute, augment or create demand.

	» Make reskilling a system, not an event. One-off 
training programs will not keep pace. Build dura-
ble mechanisms in the flow of work, internal talent 
marketplaces and redeployment pathways so the orga-
nization can continuously absorb new capabilities.

	» Put governance and ethics on the agenda early. 
Partner with legal, risk and technology leaders 
on responsible-use principles: transparency with 
employees about how AI is used in decisions that 
affect them (especially hiring, performance and pay), 
human oversight of consequential decisions, and 
compliance with the fast-evolving regulatory land-
scape across your jurisdictions.

	» Be honest about workforce impact. The CHROs who 
maintain trust are those who tell the truth early, invest 
visibly in transition support and redeployment, and 
treat affected people with dignity. Your handling of this 
will define you and your company culture for years.

	» Keep people at the center. The goal is not adoption for 
its own sake. Measure human outcomes — engage-
ment, capability growth, internal mobility and trust 
— with the same rigor as productivity outcomes.
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Putting AI to work — lead the AI and workforce 
transformation agenda
	» Use AI to understand your skills baseline. Skills-inference platforms build a living skills inventory 

from the work data your organization already produces — the foundation without which no credi-
ble redeployment or reskilling plan is possible.

	» Make redeployment a reality. Internal talent marketplaces match people to projects and and open 
roles. This practical machinery lets you honor a promise to redeploy before reducing headcount.

	» Reskill the flow of work. AI-enabled learning platforms personalize pathways at scale, and gener-
ation tools collapse content production time. Pair them with manager-led support and real work 
assignments. Platforms alone do not change behavior.

	» Stand up real governance infrastructure. AI governance platforms help you inventory use cases, 
document risks and evidence compliance. This matters more every quarter. 

	» Measure real adoption, not licenses. Usage analytics show where AI is genuinely changing  
work versus merely being a line item in the budget. This enables you to redirect resources to 
where they are needed.

	» Let the listening data speak. Modern engagement platforms use AI to summarize thousands of 
open-text comments into themes to produce a faster and richer diagnosis of the employee experi-
ence than topline scores alone.

The CHRO Playbook: Getting Off to a Strong Start in the Age of AI
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10 tips for building a strong team in a hybrid, 
AI-augmented workplace 
1.	 Increase the frequency of your communication and messaging through all 

available channels. Remember that in an age of AI-generated content, your 
authentic, personal voice is more important than ever.

2.	 Share with your team why you became a CHRO and ask them what moti-
vates them about their work.

3.	 Your words are powerful. Ensure communication is deliberate, consistent 
and clear.

4.	 Create rapport in team meetings by starting with a personal check-in and 
sharing your personal experiences.

5.	 When hosting town halls, provide real opportunity for questions so that 
employees feel heard.

6.	 Balance organic relationship building with structured processes to  
ensure you are checking in, coaching and developing your leaders equitably. 
Use your engagement and performance data to spot cohorts that are strug-
gling and treat analytics as a prompt for human conversation, never  
a substitute for it.

7.	 Encourage informal interactions, both virtual and in person. Join these 
gatherings where appropriate.

8.	 Be explicit about expectations, about what tools are sanctioned and about 
how performance will be judged in an AI-augmented environment.

9.	 Get the most out of your meetings. Use the right forum for the right pur-
pose. Do I need this meeting, or can it be accomplished another way?

10.	Drive outcomes. Make sure your team metrics and incentives reinforce 
delivery of outcomes, not hours spent to complete the objective.

The CHRO Playbook: Getting Off to a Strong Start in the Age of AI
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6. Start transforming culture
	» Work to understand the culture of the company and 

the HR organization, identifying how “things work 
around here.” Diagnose if any type of significant 
change is required. Look across other functional areas 
to see where your HR team will need to lead and 
where it should follow others that are working well.

	» Search for the key influencers, decision-making pro-
tocols, and the unwritten and unspoken conventions 
that influence the organization’s culture. Look for 
clues about how things get done, while listening  
and learning. 

	» Watch for culture atrophy. In today’s hybrid, technol-
ogy driven workplaces, culture no longer transmits 
itself through osmosis. The organizations that sustain 
strong cultures are those that deliberately embed 
desired norms into daily work from how meetings run 
and how decisions get made to how feedback flows 
rather than relying on offices, events or slogans.

	» Make your first moves count. People are most 
receptive to change early in your tenure. Whether 
you are making structural changes or people moves, 
secure the buy-in of the key power center (along 
with your CEO).

	» Help the organization make change routine. Change 
is no longer an event with a beginning and an end; 
it is the operating condition. Equip leaders and 
managers to make steady progress visible, to reset 
expectations honestly and to protect their teams 
from change whiplash rather than relying on one 
more burst of inspiration.

	» Address the organization’s cultural legacies. Pace 
yourself, continually assess the tolerance of the orga-
nization, get feedback and adapt along the way. 

Putting AI to work — start transforming culture
	» Listen continuously, not annually. AI-driven listening platforms turn always-on feedback, pulse 

surveys and open text into themes you can act on between survey cycles so you can anticipate  
culture drifts in weeks, not years.

	» Find the real network. Organizational network analysis reveals the influencers, knowledge  
brokers and silos the org chart hides. There is no better input for choosing your culture  
change champions.

	» Translate culture goals into daily behavior. Behavioral nudge engines prompt leaders toward  
small, repeated actions, which is precisely how culture embeds into daily work.

	» Draw a bright line on surveillance. Use aggregated, anonymized data; be transparent about what 
is collected and why; and never let “culture analytics” slide into productivity policing. How you 
use these tools is itself a cultural statement.
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7. Managing your boss and board
	» Share your onboarding plan with your boss to ensure 

alignment with your mutual goals. Given their broad 
mandate, be succinct in how your plan reinforces 
your boss’s strategic priorities and how it will drive 
profitable growth across the enterprise, understand-
ing the stated and unstated motivations.

	» Keep your boss aware of each phase of your initial 
plan. Many skilled CHROs have faltered by not keep-
ing their boss engaged during each phase.

	» Establish your credibility by having a sound strategic 
agenda. Be proactive, focused on top of the details of 
the business and implementing an effective commu-
nications protocol. 

	» Prepare for key conversations with the board and CEO. 
Boards and CEOs now routinely ask CHROs about 
workforce readiness, AI-driven productivity and the 
talent implications of technology strategy. Be ready to 
answer these questions with a point of view, grounded 
in data and a candid about the risks and rewards.

	» Connect with the board as early as possible in your 
tenure particularly around C-suite succession, exec-
utive compensation and sharing what is really going 
on within the organization.

	» Establish a discipline of collecting regular feedback 
from your boss. When it comes to the board, encour-
age “executive sessions” where the board discusses 
your performance in your absence.

Putting AI to work — manage your boss and board
	» Arrive with answers, not anecdotes. Conversational analytics let you query workforce data in plain 

language and bring CEO-ready numbers on attrition, hiring, skills and cost to every conversation.

	» Build better board materials faster. Turn your data and narrative into crisp pre-reads and then 
apply your own judgment. The board is looking to you for answers, not the tool that helped you 
reach your conclusions.

	» Anticipate the toughest questions from the board. Have an AI assistant generate the toughest 
questions a board could ask about your people strategy, succession plans and AI adoption. 

	» Never miss a commitment. AI meeting summaries paired with a simple tracking discipline keep 
every promise made to your CEO and board visible. 

The CHRO Playbook: Getting Off to a Strong Start in the Age of AI
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8. Communicate
	» Tailor your message to your audience. Stakeholders 

will want to hear your ideas and it is key you are con-
sistent and continually reinforce your messages to get 
your plan embedded with these respective audiences.

	» Be conscious of the signals you are sending in the 
first 100 days. Every move you make is being closely 
watched. Both explicit messages and implicit signals 
will have an impact.

	» Play to your natural strengths when it comes to 
communication. Use modern approaches in your 
communication while remaining true to your 
authentic self. 
 
 
 

	» Don’t act like you have all the answers. In your 
communications, quote key leaders in the company 
or offer ideas captured from your customers or 
consumers. This will build credibility, trust and stake-
holder engagement.

	» Be direct and honest. Transparency is a must when 
it comes to AI. When employees ask "What does 
this mean for me?" they deserve a direct answer. Tell 
them what you know, what you don’t know and when 
you will know more. 

	» Get the information out as quickly as possible during 
crisis. Acknowledge the challenges of the situation to 
establish credibility. Act as a bridge between uncer-
tainty and employees’ desire for stability.

Putting AI to work — communicate
	» Draft with AI; finish with your voice. AI assistants excel at first drafts, tightening and tone-check-

ing, but you will be judged by the finished product. Employees are increasingly adept at spotting 
AI-written content. You risk your credibility if you fail to embed your own style and voice into your 
communications.

	» Reach a global workforce. AI translation tools can make truly multilingual communication a con-
sistent part of your communications efforts.

	» Target and measure what lands. Employee communications platforms optimize which messages 
most effectively reach your audience, providing you with analytics about which messages were 
never received, which were unopened, which were read, etc.

	» Scale the Q&A during change. An AI assistant grounded strictly in approved FAQs can answer the 
long tail of employee questions consistently, around the clock and in any language, freeing you 
and your leaders to devote time to questions that require an actual conversation.

The CHRO Playbook: Getting Off to a Strong Start in the Age of AI
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9. Avoid common pitfalls
	» Lacking a formal plan. The most successful  

CHRO transitions have a plan for the first 100  
days and beyond.

	» Making rash decisions. New CHROs have more 
capacity to respond to various issues. Don’t be afraid 
to pause and listen, develop a plan, and then test the 
approach before fully committing.

	» Delegating AI to the technology function. If HR 
hands over the people agenda when it comes to AI 
decisions about work, skills and employees will be 
made without genuine people perspective. Ultimately 
the CHRO will inherit the consequences of AI-led 
decisions.

	» Chasing tools instead of outcomes. AI strategy that 
begins with vendors rather focusing on the busi-
ness objectives first is set up for failure. Technology 
choices should be based on strategy, not the other 
way around.

	» Failing to connect with the board. Delaying interaction 
with your board early in your role, particularly around 
C-suite succession, will limit your role and influence 
in navigating talent efforts for the organization.

	» Living in the past. Continually sharing what you did 
at your previous company will cause your current 
team and stakeholders to eventually stop listening.

	» Becoming trapped in an ivory tower. CHROs who 
lack visibility are often perceived as being inaccessi-
ble and out of touch. Visibility must be engineered; 
you cannot simply assume it will happen organically.

	» Stifling dissent. Being defensive or shutting down 
discord will cost you some of your most valuable 
team members. Skeptics of your transformation 
agenda are often your most valuable assets in pre-
empting possible issues.

	» Overplaying the CEO relationship. As CHRO, you 
serve multiple stakeholders. Attention needs to be 
appropriately balanced among these stakeholders.

	» Misreading power sources. Gauging the true source 
of power in your organization is critical in the early 
days, but it’s also important to refresh your assess-
ments as you move forward.

	» Picking the wrong battles. Avoid focusing on issues 
that ultimately have little impact on the CHRO role, 
pulling your attention away from critical priorities.

	» Not being transparent with your team. Articulate 
clear expectations with team members and the  
function more broadly. How your team executes your 
initiatives enables your impact and long-term suc-
cess as CHRO.
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• • •
Today’s CHRO jobs are more complex than ever, and it will be the 
same tomorrow and in the following days. The most successful 
CHROs are not those who arrive on day one believing they already 
have all the answers. True leaders bring disciplined curiosity, move 
with both urgency and humanity, and build organizations that keep 
adapting long after their first 100 days are over. 

The best leaders and thinkers also understand their path is not a solo 
effort. They lean into a supportive peer group, seek out a coach when 
needed, and, most importantly, lean on the strength of their teams.

Putting AI to work — avoiding the pitfalls 
	» Make AI your devil’s advocate. Regularly ask an AI assistant to argue against your plan, and to 

identify blind spots and which perspectives are missing from your plan. 

	» Watch the leading indicators. Sentiment, adoption and attrition analytics from AI platforms can 
cause complacency, change fatigue or a misreading of the power structure long before they show 
up as regrettable departures.

	» Protect the data. You and your team must only use enterprise deployments with contractual data 
protections when sharing confidential employee or company data. 

	» Verify before it travels. Anything AI-assisted that reaches your CEO, your board or your workforce 
— in other words any of your critical stakeholders — must be verified by you.

	» Never outsource judgment. The moments that will define your tenure — who you promote, how 
you restructure, what you say when things are hard — require real, genuine leadership. AI can 
inform the decision, it cannot own it.
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Continuing the journey: Spencer Stuart’s CHRO 
Xcelerator Fellowship
Much of what this playbook recommends — a confidential peer network, 
experienced coaching, world-class faculty and a disciplined rhythm of 
reflection that extends well past day 100 — is exactly what our CHRO 
Xcelerator Fellowship is designed to provide.

The CHRO Xcelerator Fellowship is an invitation-only development 
experience designed for first-time CHROs who aspire to lead boldly and 
effectively at the enterprise level from day one.

Fellows engage in a highly curated 12-month journey that combines 
multiple immersive, in-person convenings, personalized coaching and 
virtual master classes focused on the most critical issues facing today's 
HR leaders.

Fellows also gain exclusive access to the Wharton CHRO Leadership 
Forum, a premier annual gathering of Xcelerator Fellows and alumni, as 
well as ongoing counsel from Executive in Residence Lucien Alziari, 
former CHRO of Prudential Financial. Through a trusted peer cohort, 
world-class faculty and seasoned practitioner guidance, Fellows build the 
perspective, confidence and network needed to accelerate their impact as 
true enterprise leaders.

New cohorts launch every six to nine months. For more information, visit 
https://www.spencerstuart.com/chro-xcelerator.

The CHRO Playbook: Getting Off to a Strong Start in the Age of AI
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About Spencer Stuart
Privately held since 1956, Spencer Stuart is a leading global advisory firm 
specializing in people, team and organizational performance — spanning 
more than 60 offices, over 30 countries and more than 50 practice specialties. 
Boards and executive leaders consistently turn to Spencer Stuart for senior-
level executive search, board recruitment, board effectiveness, succession 
planning, executive assessment and development, culture change and 
performance acceleration for senior leadership teams. For more information 
on Spencer Stuart, please visit www.spencerstuart.com.
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