
2025 STATE OF
TALENT ASSESSMENT
STRATEGY
The New Way Of Utilizing Assessments To
Build High-Performing Teams



As organizations face mounting pressure to win the talent war, assessments
have become essential tools for staying competitive. But are you making the
most of them? Our exclusive survey of 155 talent leaders uncovers surprising
insights into how top organizations are leveraging assessments to drive
results—and where others are falling short.
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INTRODUCTION

Emerging trends shaping the future of assessments.

This report provides an insider look at:

Effective strategies that maximize ROI.

How to align your assessment strategy with business goals.

Learn how leading organizations are using assessments as a competitive
advantage—and how you can do the same to thrive this year and in the future.
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Leaders across organizations recognize the
transformative impact of a well-executed assessment
strategy. Among the key benefits cited, three stand
out as critical drivers of organizational success.

ASSESSMENTS DRIVE
RESILIENT, HIGH-
PERFORMING TEAMS



48% 48% acknowledged the importance of assessments in
identifying skill gaps and tailoring development efforts,
ensuring employees are equipped to meet evolving
business challenges.
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66% 66% of leaders reported this as the most significant
benefit, highlighting how assessments create
actionable insights that empower individuals to excel in
their roles.

Improved Employee Performance:

51% 51% emphasized the role of assessments in fostering
stronger interpersonal dynamics, enabling teams to
navigate conflicts more effectively and maintain
productivity.

Enhanced Conflict Resolution Skills:

Effective Training And Development:
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These findings underscore the value of integrating assessments into broader talent
strategies, reinforcing their role in building resilient, high-performing teams.
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Benefits Of A Behavioral Assessment Strategy

66% Enhancing Employee
Performance

51% Enhancing Conflict
Resolution Skills

48% Enhancing Training
And Development

42% Facilitating Leadership
Development

38% Increasing Employee
Engagement

37% Strengthening
Organizational Culture
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Organizations increasingly rely on talent assessments
to build resilient, high-performing teams. In fact,
around 80% of Fortune 500 companies use
assessments for coaching, development, and team
building. Yet, while many address foundational
aspects, significant gaps in strategy maturity remain.

THE HIDDEN COSTS
OF A MISALIGNED
ASSESSMENT
STRATEGY
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https://www.psychologytoday.com/us/blog/credit-and-blame-at-work/200806/the-use-and-misuse-of-personality-tests-for-coaching-and#:~:text=Around%2080%20percent%20of%20the%20Fortune%20500%20companies%20use%20personality%20tests.


Only nine of these tools are purchased centrally by departments
such as Talent Management or Leadership and Development.

On Average:

The average use of assessment tools in organizations with over 1,000 employees is
strikingly diverse and decentralized. These companies deploy at least 20 different tools
across functions such as hiring, development, and workforce planning. However,
centralization remains a significant challenge.
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This fragmented approach leads to inefficiencies, diminished coherence in strategy, and
limited visibility for key talent management leaders. Without centralization, organizations
often face higher costs due to unnegotiated rates and lack of oversight into total spend.
Additionally, a primary benefit of investing in assessments is creating a shared language
and experience across the organization. This is undermined when teams independently
select different tools.
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An additional six are acquired independently by various
business lines, often bypassing central oversight.6
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For organizations aiming to optimize their talent development investments, this lack of
centralization highlights the need for integrated solutions that provide a unified, strategic
approach to assessments and workforce development.
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Average Number Of Assessments Used By Company Size

The Key Elements Of A Talent Assessment Strategy

74%
Use Cases For
Assessments

54%
Alignment Of

Tools To Needs

73%
Assessment
Data Usage

34%
Formalized

Procurement Process

31%
Assessment
Standards

31%
Ethical

Guidelines
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74% of organizations align assessments with key stages like hiring,
onboarding, and workforce planning, but just over a quarter fail to
connect assessments to these fundamental areas.

Foundational Usage:

73% of organizations use assessment data to help guide decision-
making and generate workforce insights. While promising, this leaves
over a quarter missing out on the full value of their assessment
investment—highlighting the need for better data integration to drive
results.

Data Utilization:

Our survey of HR professionals highlights a mixed landscape in how organizations are
leveraging talent assessments. While many have established foundational practices, critical
areas remain underdeveloped, limiting the full potential of these tools.

THE GAPS IN HOW ASSESSMENTS
ARE USED TODAY
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54% of organizations match assessments to business goals, but many
fail to align them with employee career stages, limiting their
developmental impact.

Aligning Tools To Needs:
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Only 34% of organizations have formalized procurement processes,
leading to inefficiencies, duplicated tools, and wasted resources.
Without a structured approach, organizations also risk investing in
assessments that lack validation, undermining their credibility and
reducing actionable value.

Procurement Processes:

A mere 31% incorporate EEOC or ethical guidelines into their strategies,
exposing organizations to legal risks and potential loss of employee trust.

Compliance Considerations:

Only 31% ensure assessments are administered by certified
practitioners or validated tools, increasing the risk of misinterpretation
and undermining credibility.

Certification Standards:
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To realize the full potential of assessments, organizations must view
them as strategic tools, not standalone exercises.

Remember:
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Talent assessments offer immense potential to drive
workforce development and business success, but
organizations face significant challenges that limit
their effectiveness. Based on survey data, the
following represent the top challenges faced by talent
leaders—and solutions to address them effectively.

TACKLE TALENT
ASSESSMENT
CHALLENGES WITH
CONFIDENCE
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17% STRUGGLE TO ALIGN ASSESSMENTS WITH
ORGANIZATIONAL GOALS
The Challenge: Many organizations struggle to connect assessments to overarching
business priorities, such as improving retention or enhancing collaboration. Without clear
alignment, assessments risk becoming siloed and underutilized.

Solution: Centralized Governance

Insight For Success: Budgeting for assessments should be treated as any other strategic
investment, such as leadership training or an LMS. A well-defined budget and plan prevent
disruptions caused by year-to-year fluctuations and ensure that assessments remain a
cornerstone of talent strategy.
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TOP 5 TALENT ASSESSMENT
CHALLENGES

Establish a centralized assessment procurement and management
strategy to eliminate redundancies, streamline costs, and align tools
with broader organizational objectives.

Action Step:
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In instances where full centralization isn't feasible, communities of practice provide a
valuable alternative. These groups, brought together by shared interests in talent strategies,
help drive consistency, solve problems collaboratively, and promote best practices across
departments. According to survey respondents, nearly two-thirds of companies utilize
communities of practice, with HR managers playing a pivotal role.

No
66%

Yes
34%

Have A Community Of Practice
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11% FACE CHALLENGES ENSURING
CONSISTENT AND FAIR APPLICATION
The Challenge: Inconsistent application of assessments across departments creates
perceptions of unfairness, reduces credibility, and limits trust in the process.

Solution: Strong Data Privacy Practices

Insight For Success: Data privacy builds employee trust while protecting organizations from
legal risks. With just 31% addressing compliance considerations, prioritizing clear standards
is essential for credibility and ethical application.
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Adopt consent-driven approaches that give employees control over
their data while ensuring compliance with international privacy
regulations like GDPR.

Action Step:
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3.8% HAVE DIFFICULTY TRACKING AND
MEASURING ASSESSMENT IMPACT
The Challenge: Organizations struggle to quantify the ROI of assessments, making it
difficult to secure leadership buy-in and demonstrate their value.

Solution: Define and Track Impact Metrics

Organizations often struggle to demonstrate the ROI of assessments, which can hinder
leadership buy-in. Connecting assessment strategies to measurable talent outcomes—like
improved retention, engagement, and performance—can bridge this gap.

Insight for Success: Using team-level data enables personalized coaching that addresses
specific team dynamics.

Clearly define which assessment data is necessary for tracking current
skills, competencies, and leadership effectiveness.

Action Step:
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https://cloverleaf.me/blog/the-roi-of-human-skill-development/
https://cloverleaf.me/blog/personalized-coaching/
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7% LACK VALIDATION FOR THE EFFECTIVENESS
OF ASSESSMENT TOOLS
The Challenge: Without proper validation, organizations risk using tools that fail to provide
accurate or actionable insights, undermining the credibility of their strategies.

Solution: Demonstrate Scientific Validation

Insight For Success: Validated assessments provide confidence that the tools are not only
credible but also effective at delivering meaningful insights. Ensuring scientific rigor,
organizations strengthen the quality of decision-making, build trust in the tools, and
maximize the ROI.

17

Ensure that all assessment tools used in the organization meet
rigorous validation standards, including evidence of reliability, accuracy,
and relevance to organizational needs. Partner with reputable
assessment providers who can demonstrate validation through peer-
reviewed research or industry-recognized certifications.

Action Step:
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6% STRUGGLE TO GAIN BUY-IN FROM
LEADERSHIP
The Challenge: Securing leadership support remains a critical barrier, as some leaders
struggle to see the direct connection between assessments and organizational priorities.

Solution: Leadership Engagement and Alignment

Insight For Success: Leverage the influence of HR managers, department heads, and
executive sponsors to act as champions. Their advocacy reinforces the strategic value of
assessments, fosters alignment, and ensures smoother adoption across the organization.
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Facilitate strategy alignment workshops where leaders can clearly see
how assessments align with and drive key business outcomes, such as
improved performance metrics, leadership development, and team
collaboration.

Action Step:
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THE FUTURE OF
TALENT
ASSESSMENTS:
FROM STATIC TOOLS
TO TRANSFORMATIVE
GROWTH ENGINES
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