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"The True Cost Calculator”

Instructions: This calculator reveals the actual financial impact of your hold-back decisions.
Use real numbers from your organization—no estimates or assumptions. The results will be
uncomfortable, but they're necessary for making rational business decisions about talent
advancement.

Part 1: Direct Replacement Cost Analysis
For each high-performer you're holding back:
Basic Replacement Costs:

Employee's current annual salary: $

Replacement cost range (50-200% of salary): $ to $
Recruitment fees (typically 15-25% of salary): $

Training and onboarding costs (typically 10-20% of salary): $
Total Direct Cost if they leave: $

Productivity Loss During Transition:

Time to fill position (average 16 weeks): weeks

Lost productivity percentage during vacancy (typically 50-75%): %
Revenue/value this employee generates annually: $

Productivity loss cost: $

Part 2: The Ripple Effect Calculator
Team Morale Impact:

High turnover linked to 28% decrease in employee morale

Number of team members affected:

Average team member salary: $

Estimated productivity decline (5-15%) due to morale drop: %
Annual morale-related productivity loss: $

Health and Wellness Cost Explosion:

Healthcare cost increase per remaining employee (23-46%): %
Current annual healthcare cost per employee: $

Number of employees affected:

Stress-related absenteeism cost ($3,600 per employee): $

Total health impact cost: $
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Part 3: Competitive Disadvantage Analysis
Innovation and Growth Loss:

Projects delayed due to talent stagnation:

Estimated revenue impact of delayed projects: $

New opportunities missed due to lack of developed talent:
Innovation opportunity cost: $

Recruitment Brand Damage:

e Only 28% would recommend their organization when advancement blocked
e Quality candidate application reduction (35-50%): %

e Increased recruitment costs due to brand damage: $

e Time-to-fill increase due to reduced candidate quality: weeks

e Brand damage cost: $

Part 4: The Multiplication Factor
Future Talent Pipeline Destruction:

Other high-performers watching this situation:

Over 70% of employees leave for career advancement
Potential additional departures triggered:

Cascading turnover cost (using Part 1 calculations): $

External Leadership Development Costs:

Cost of hiring external leaders vs. developing internal: 3x higher
Leadership positions that could be filled internally:

Premium paid for external leadership hires: $

Leadership development failure cost: $

Part 5: The Advancement Investment Comparison
Cost of Actually Advancing Them:

e Additional compensation for promotion: $

e Training/development costs for advancement: $
e Temporary coverage costs during transition: $
e Total advancement investment: $
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ROI of Advancement vs. Hold-Back:

Companies with high retention see 22% increased profitability
Projected retention improvement with advancement: %
Projected productivity increase with engaged advancement: %
Annual value gain from advancement: $

Part 6: The Bottom Line Reality
Total Cost of Hold-Back Behavior:

Direct replacement costs: $

Ripple effect costs: $

Competitive disadvantage: $

Future pipeline destruction: $

TOTAL ANNUAL COST OF HOLDING BACK: $

Total Investment Required for Advancement:

e Advancement investment: $
NET SAVINGS FROM ADVANCING TALENT: $

The ROI Calculation:

e Return on advancement investment: %
e Payback period: months

Closing Reality Check: Every day you delay advancement, you're burning money. The "cost"
of promoting high-performers is actually an investment with measurable returns. The real cost is
keeping them stagnant while your competition develops the leaders you refused to create. 42%
will leave if not promoted—can you afford to lose $ because advancement felt
"expensive"?



