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Changing business strategies, organizational transformations, and new realities of work are driving 
a “global reskilling revolution”

World Economic Forum, July 2019

Skills, not job titles, are the new metric for the 
labour market
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These organizations meet business needs 

and better compete in this new world of 

work by unleashing the full potential of the 

workforce to build a more resilient 

organization.

Improve career mobility opportunities

Provide data needed to drive workforce decisions

Enable rapid assessment and deployment of skills

Empower the workforce to own their development

Skills-based organizations use 
skills as the fuel for a wide 
range of talent and business 
decisions, accelerating
business agility and growth
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Building a skills-based organization means creating a shared “hub” as well as integrating skills 
through the “spokes” of various talent processes

Workforce Planning and Job Architecture 

Talent Acquisition

Learning & Development

Leadership & Succession Planning

Opportunity Marketplace

Rewards

Performance Management

Diversity, Equity & Inclusion 

S K I L L S  “ H U B ” “ S P O K E ”  I N T E G R A T I O N  P O I N T S

S K I L L S  F R A M E W O R K  +  C O M M O N  
L A N G U A G E

A common language for skills and framework for skills across the 
organization – including human and specialized skills

T A L E N T  P H I L O S O P H Y

A shared approach across the organization regarding the value and 
prioritization of skills as the “red thread” of talent management –
and how they will inform key talent decisions

D A T A  +  T E C H N O L O G Y  E N A B L E R S

A single source of truth regarding skills data – and a common and 
integrated suite of tools that enable you to sense evolving skill 
needs, track and evaluate skill levels in your workforce, match skill 
supply and demand, and develop and grow abilities

… And others, including Organizational Design and Culture

G O V E R N A N C E

A clear understanding of skills “ownership” across the enterprise, 
along with the structures and processes to enable skills-based 
organization adoption and drive change management efforts

1

2

3

4



5 | Copyright © 2022 Deloitte Development LLP 

Key Considerations: Talent Philosophy

A shared approach 
across the organization 

regarding the value 
and prioritization of 

skills as the “red 
thread” of talent 

management – and 
how they will inform 
key talent decisions

SKILLS “HUB” DEEP DIVE

Traditional BoldDeveloping Integrating

Talent processes are 
designed and conducted 
in silos without an 
overarching philosophy 
or approach

Talent processes are 
designed with a 
consistent talent 
philosophy in mind – but 
still operate without a 
clear “through line”

Some talent processes 
are connected and 
dynamic – but decisions 
are still based on static 
elements such as roles, 
rather than dynamic 
business and talent needs

Talent processes are 
deeply interconnected, 
with skills as a key data 
point weaving together 
the talent experience 
and informing key 
decisions 

Talent Philosophy

Talent Philosophy Maturity Continuum

Organizations with a more mature skills-based talent philosophy:

• Develop an increased visibility and understanding of their workforce by assessing and 
incentivizing multidimensional skill-building

• Apply workforce strategy to drive business outcomes and create additional value

• Create the right governance processes to provide strategic direction, maintain alignment, 
and ensure cross-functional synergy 

• Place skills at the center of the employee value proposition and use skills as an enabler of a 
broader workforce ecosystem

• Embed purpose and/or diversity, equity, and inclusion into skills-based talent practices
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SKILLS “HUB” DEEP DIVE

A shared approach 
across the organization 

regarding the value 
and prioritization of 

skills as the “red 
thread” of talent 

management – and 
how they will inform 
key talent decisions

Talent Philosophy

How We Can Help

Imagine the possible
future of skills and define the 
talent philosophy

Activate prioritized 
initiatives and iterate on 
processes

Measure and track 
success in order to 
improve

▪ Look inside-out: Understand 
future-state strategy, business 
drivers, and target outcomes to 
identify required shifts in the 
workforce / skills landscape

▪ Design: Create skills activation 
playbook, including detailed 
deployment roadmap(s), MVP 
learning pathways, and workforce 
development considerations

▪ Prep: Review existing 
curricula and ecosystem 
relationships to inform 
content build / buy strategy 
in support of prioritized 
upskilling needs

▪ Sense: Benchmark client 
progress against strategic 
goals and industry standards
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Talent philosophy to determine 
how to achieve organizational 
objectives through the growth, 
skills, and contributions of the 

workforce 

Talent roadmap and action plan 
to prioritize intersectional skills 

initiatives, identify barriers 
/enablers, and understand what 

decisions need to be made

Workforce sensing to 
understand the ‘pulse’ of the 

organization and leverage key 
stakeholder insights to refine 

talent philosophy
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Organizations with a more mature skills framework:

• Introduce a cohesive language for skills that anticipates how work and skills will evolve

• Formalize a skills framework and common language that includes both human and 
specialized skills and a process to evaluate each type of skill using different approaches

• Assess and measure the workforce’s ability to deliver

• Activate the workforce architecture needed to create new value

• Communicate broadly about the differences between each type of skill and how they should 
be measured and developed differently, and manage updates through a central governing 
body

Key Considerations: Skills Framework

A common language 
for skills and 

framework for skills 
across the organization 
– including human and 

specialized skills

SKILLS “HUB” DEEP DIVE

Traditional BoldDeveloping Integrating

While many parts of the 
organization have created 
skills frameworks, there 
is not a consistent 
approach, language, or 
method of application

A common skills 
framework, including 
both capabilities and 
skills, is consistently 
applied to talent 
management activities

Some attempts have been 
made to define a 
common language and 
skills framework –
including both skills and 
capabilities 

Common, consistent 
framework and language 
across the organization, 
woven into talent 
processes and used by 
leaders, managers, and 
workers

Skills Framework

Skills Framework Maturity Continuum
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How We Can Help

Understand current state 
and explore art of the 
possible

Define governance 
and framework

A common language 
for skills and 

framework for skills 
across the organization 
– including human and 

specialized skills

SKILLS “HUB” DEEP DIVE

Skills Framework

▪ Scan outside-In: Conduct 
benchmarking of skill supply / 
demand in to inform future skills 
framework 

▪ Identify: Visualize current state 
skills inventories and future state 
gaps across business units, roles, 
skills, and individuals to provide 
quantitative inputs into strategic 
decision making 

▪ Strategize: Leverage inside-out and 
outside-in research and current state 
assessments to align on a skills  
along-term strategic vision and MVP 
requirements for a skills program

▪ Refine taxonomy: Iterate on 
existing framework and 
detail skills hypothesis based 
on outside in / inside out 
findings 

▪ Communicate: Conduct 
change management efforts 
to align on a skills language 
and governance

Set an enterprise-wide 
strategy 

Benchmarking report to 
understand how your 

organization ‘s skills compare to 
your competitors and/or across 

industries
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Common language framework 
and skills framework to develop 

a consistent story for how skills 
integrate and build on each other 

across the enterprise

Strategy and visioning sessions 
to educate stakeholders on skills 

research, conduct human-
centered exploratory activities, 

and prioritize MVP requirements
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Key Considerations: Data and Technology

A single source of truth 
regarding skills data –
and a common and 
integrated suite of 

tools that enable you 
to sense evolving skill 

needs, track and 
evaluate skill levels in 

your workforce, match 
skill supply and 

demand, and develop 
and grow abilities

SKILLS “HUB” DEEP DIVE

Traditional BoldDeveloping Integrating

Skills data is unavailable 
or inconsistent for most 
workers

There is an integrated 
approach to capturing 
skills data and making it 
available to the business 
and individuals in order to 
create better visibility 
across the organization

While skill evaluations and 
some skill data are being 
captured, there is not a 
consistent approach to 
gathering and 
leveraging skills data

There is a single source 
of truth regarding skills 
data – which allows for 
sensing evolving skill 
needs, evaluating skill 
levels, and matching 
supply and demand, often 
through AI and ML

Data and Technology

Data and Technology Maturity Continuum

Organizations with more mature skills-based data and technology:

• Architect an experience-based skills technology stack that enables the full adoption of skills 
across all talent processes and enhances the talent experience / value proposition

• Integrate technology partners that provide real intelligence around internal and external 
skills, enabling job matching and broad-ranging talent insights 

• Place an emphasis on leading, future-focused skills data and sensing over lagging indicators 
of skills supply / demand 

• Demonstrate the value of skills data to the business to drive decision-making 

• Create meaningful, strategic data and technology governance to drive outcomes 
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How We Can Help

Conduct skills and 
capabilities assessment

Optimize, pilot, and 
implement 

A single source of truth 
regarding skills data –
and a common and 
integrated suite of 

tools that enable you 
to sense evolving skill 

needs, track and 
evaluate skill levels in 

your workforce, match 
skill supply and 

demand, and develop 
and grow abilities

SKILLS “HUB” DEEP DIVE

Data and Technology

▪ Conduct skills mapping: Align 
roles to target future-state skill 
proficiencies and relevancies 

▪ Assess skills: Configure, test, 
and deploy Deloitte’s Skills & 
Capabilities Assessment to 
measure current to future state 
gaps across jobs, role families, 
and skill domains

▪ Create: Skills technology strategy 
focusing on employee experience 
and end-to-end data flows

▪ Define: Define technology skills 
requirements across the skills / talent 
lifecycle; assess against current state

▪ Assess: Scan and assess potential 
vendors against requirements and 
future state capability 

▪ Optimize: Explore opportunities 
to optimize existing HR systems 
and platforms to activate skills 
strategy (e.g., Workday, Oracle)

▪ Implement and integrate: 
Implement optimization 
recommendations to existing 
systems or pilot new / add-on 
solutions (e.g., Workday Skills 
Cloud)

Build skills technology 
strategy 

Technical skills requirements and 
vendor landscape analysis

Define future state vision for skills  
technology and assess gaps; evaluate 

vendor solutions 

Technical skills architecture 
and data flow

Optimize and integrate new / 
existing skills technologies 
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Skills and capabilities 
assessment to identify your 

workforce’s current skill 
proficiency and map against 

future state goals to identify gaps
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Key Considerations: Governance
SKILLS “HUB” DEEP DIVE

Traditional BoldDeveloping Integrating

Skills ownership is non-
existent, without key 
stakeholders or decision-
making processes 
identified

Skills ownership is clear 
but highly decentralized 
by business unit/function

Skills ownership is 
unclear; some key 
stakeholders are 
identified but decision-
making processes are 
inefficient and/or 
ineffective

Skills ownership is very 
clear and centralized 
across the organization, 
with robust processes, 
communications, and 
accountability 
mechanisms

Governance

Governance Maturity Continuum

Organizations with more mature skills-based governance:

• Prioritize skills transparency and information sharing throughout the organization

• Make clear, centralized decisions around skills based on work outcomes with representation 
from each business unit/function

• Take a future-focused approach to owning and managing skills

• Drive impact and adoption of skills-based approaches throughout the organization

• Involve key stakeholders with decision-making power to influence business and talent 
decisions 

• Engage with market alliances and partners outside of the organization to inform decisions
A clear understanding 
of skills “ownership” 
across the enterprise 

along with the 
structures and 

processes to enable 
skills-based 
organization 

adoption and drive 
change management 

efforts
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How We Can Help

Design Skills Center of 
Excellence 

Create skills 
processes 

▪ Design: Define Operating Model, 
including capabilities, scope of 
services, and roles and 
responsibilities for an enterprise  
Skills Center of Excellence

▪ Implement: Stand-up Skills CoE, 
including business stakeholder 
management, workforce 
transition, knowledge transfer, 
and change and communications 
to drive adoption  

▪ Create: Create guardrails and 
processes for skill identification, 
definition, evaluation, and 
activation

▪ Clarify: Define role of 
stakeholders involved in skills-
related processes

▪ Document: Detail processes, 
including activities, key 
stakeholders, enabling tools and 
resources, and interaction model 

Develop skills 
governance architecture  
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SKILLS “HUB” DEEP DIVE

Governance

A clear understanding 
of skills “ownership” 
across the enterprise 

along with the 
structures and 

processes to enable 
skills-based 
organization 

adoption and drive 
change management 

efforts

▪ Define: Articulate governance 
use cases and scenarios

▪ Design: Leverage a scenario-
based approach to design and 
test interim governance 
architecture / model  

▪ Operationalize: Design and 
activate governance structures 
(e.g., Steering Committee, 
Working Group) required for 
scaling and success 

Skills process and 
interaction model

Define processes and 
stakeholder involvement

Skills use cases and 
governance model 

Architect required 
governance structures

Skills Center of
Excellence design 

Create operating model and 
design scope of services 



13 | Copyright © 2022 Deloitte Development LLP 

LEVEL 1: Traditional

• Talent Philosophy: Talent 
processes are designed and 
conducted in silos

• Skills Data: Skills data is unavailable 
or inconsistent

• Skills Framework: Not a consistent 
approach, language, or method of 
application around skills

• Skills Governance: Skills ownership 
is non-existent, without key 
stakeholders or decision-making 
processes identified

LEVEL 2: Developing

• Talent Philosophy: Some talent 
processes are connected, but 
decisions are still based on static 
elements such as roles

• Skills Data: Some attempts have 
been made to define common 
language around skills

• Skills Framework: Some skill data is 
captured, but there is no consistent 
approach around data

• Skills Governance: Skills ownership 
is unclear; some key stakeholders 
are identified but decision-making 
processes are inefficient and/or 
ineffective

LEVEL 3: Integrating

• Talent Philosophy: Talent 
processes are designed with a 
consistent talent philosophy in 
mind, but still operate without a 
clear “through line”

• Skills Data: A common skills 
framework is consistently applied to 
talent management activities

• Skills Framework: There is an 
integrated approach to capturing 
skills data and making it available to 
the business and individuals in 
order to create better visibility 
across the organization

• Skills Governance: Skills ownership 
is clear but highly decentralized by 
business unit/function

LEVEL 4: Bold

• Talent Philosophy: Talent 
processes are deeply 
interconnected, with skills as a key 
data point informing decisions 

• Skills Data: Common, consistent 
framework across the organization, 
woven into talent processes 

• Skills Framework: Single source of 
truth regarding skills data – used for 
skill needs, evaluating skill levels, 
and matching supply and demand, 
often through AI and ML

• Skills Governance: Skills ownership 
is very clear and centralized across 
the organization, with robust 
processes, communications, and 
accountability mechanisms

Skills-based organization maturity model aligned to “hub” components

“I don’t have visibility into the 
degree to which my current skillset 
is a match for my current role or any 

other role I might want to pursue. 
When I think about my organization’s 
approach to skills, it feels like a black 

box.” 

“I do a skills assessment once a year, 
but I have no idea where that data 

goes or how it informs my 
experience at my organization. Is 

this even worth doing if I can’t 
understand the value of it?”
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… “I understand how my current skills 
map to the next level in my current 
career progression, but I do not have 

visibility into how that aligns to 
another position in a different part of 

the organization.” 

“I have a skills passport that I can 
use to understand how my current 

set of skills aligns to any other 
opportunity in the organization. I 

know how my organization is using 
my skills data to predict and inform 

business decisions.”
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Where to start: skills-based organization roadmap to “spoke” components

Transform talent management into a new skills-based operating model   

Progress toward a skills-based organization by expanding into talent adjacencies  

Inch toward a skills-based organization by transforming core talent practices  

Targeted upskilling and reskilling development 

experiences based on data-driven skills 

assessment and gap analysis

Learning & Development Talent Acquisition
Accessing talent to fill skills gaps, and selecting 

based on verified skills, capabilities, and potential

Mobility and Careers  

Continuous skills planning based on more 

granularly predicting what skills and work will 

be needed in the future

Workforce Planning Job Architecture & Levelling Leadership & Succession Planning

Career exploration of opportunities – including roles, 

projects, mentors, and tasks – based on skills and 

enabled through marketplaces

1
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4

Flexible work and skills architecture based on a 

simplified set of fewer and broader roles and 

levels based on type of work and skills 

Continuous, data-driven, transparent, 
and inclusive identification of potential 
leaders

Data-driven, flexible, continuous, and 

development-oriented performance management

Performance Management Rewards Culture and DEI 

Work Re-Architected 
Rearchitecting work for purpose, 

potential, and perspective 

Workforce Ecosystems Stakeholder Capitalism 

Skills-based pay and rewards with frequent 

adjustments as skill and work needs evolve

Democratized opportunity, greater equity, and a 
more human-centric, diverse culture that better 
unleashes purpose 

Work performed by a plurality of 

resources based on skills required to 

achieve work outcomes 

Creating value for all including workers 

as human beings, enabled by skills 

development 

Strategy and Risk 
Skills inform strategy; the Board risk 

Committee oversees risks related to 

skills gaps

Actualize the skills-based organization to reimagine the future of work and society 

Leveraging Skills to 
Transform Talent 

Strategies

Igniting the 
Future of Work 
through Skills 

Using Skills to 
Inform Talent 
Management



Sample Skills-Based 

Organization Journeys
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A global food corporation is on a journey to becoming a skills-based organization that will leverage skills as the foundational 

core to enable the seamless matching of talent supply and demand.

P H A S E  1  
(Jan – March 2021)

P H A S E  2  
(April – July 2021)

By making this shift, this organization hopes to unleash the full potential of their workforce – lowering recruiting and external 

labor costs and unlocking productivity gains, while better engaging their people by tapping into their strengths and growing their 

careers.

Design a common language 
around skills and a scalable 
approach to defining priority 
skills and evaluating employee 
skill levels 

Create a roadmap to integrate 
skills across talent processes 
and activate skill definition and 
evaluation as a key capability –
while evaluating and designing the 
technology ecosystem that will 
be enable the opportunity 
marketplace vision

Refine talent processes with skills 
at the forefront, launch new 
approaches to “activate” skills, and 
stand up governance to drive 
adoption, while piloting opportunity 
marketplace solutions designed to 
match skill supply and demand and 
deliver the skill data needed to drive 
business decisions

Design a “skills engine” ecosystem 
– including data strategy, data 
management, and enabling 
capabilities – while activating 
Cargill-wide Skills across talent 
processes and finalizing opportunity 
marketplace pilots to drive 
decision-making on a potential 
vendor partner 

P H A S E  3  
( July – Oct 2021)

P H A S E  3 . 5
(Nov 21 – Jan 2022)

Case Study #1: Global Food Corporation
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Case Study #2: Financial Services Organization

S k i l l s - B a s e d  O r g a n i z a t i o n  A p p r o a c h

Phase 1:  Strategy Phase 2:  Design Phase 3:  Build Phase 4:  Launch

Define our ambition on 
why and how Skills should 
enable a next generation 
talent experience and the 
work ahead to bring it to 

life

Architect the framework 
under which Skills will be 
managed throughout the 

HR function and talent 
process

Activate Skills content, 
processes, and enabled 
programs, supported by 

Change Management, 
bringing new experiences 

to managers and the 
workforce 

Develop the skills and 
job catalogs under the 
new framework that will 
be loaded into Workday 
(or other platforms) and 
the enabling processes 

and technologies

Where they are nowWhat they’ve accomplished so far

This organization is investing the time to build their skills framework and common language in order to build the skills “thread” 

they need into their systems of record and use skills to inform talent decisions from talent acquisition to career mobility to 

learning and development.


