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Episode 1: Why we talk about skills



Welcome the rise of the 

relatable organization

Insight into the latest market thinking
There is a sense of urgency to re-think the way we organize work
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10,910 
employees, HR 
professionals, 
and executives

Global Talent 
Trends Study 

2022, conducted

by Mercer

Covering 16 
geographies and 

13 industries

Work without jobs, new 
work operating system

Frameworks and 
tools to help you 
move to a skills-
based 
organization



Organizations and employees need to

bridge the gap to build capability and prosperity for all

HR priority for 2022 is to design #2 talent processes around skills

98% of HR
say their 

company has 
significant

skill gaps

91% of 
employees 

recently tried
to learn a
new skill

agenda item for executives #1 in 2022 is reskilling
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The two most pivotal questions for us

How will we re-envision the talent 
experience to meet all talent where 
they are and on their terms?

How will we re-design work to 
enable talent to flow to it as 
seamlessly as possible while 
enabling its perpetual reinvention?
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The Great Reset…
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Four principles of the New Work Operating System:

Organizational agility and the fluidity of modern work and working arrangement

Start with the work 
(current and future 

tasks) and not the 

existing jobs

Achieve the optimal 
combination of 

humans and 

automation 

Consider the full array of 
human work engagements 
(e.g., employment, gig, 

freelance, alliances, 

projects, other alternative 

arrangements, etc.) 

Allow talent to “flow” 
to work versus being 

limited to fixed,       

traditional jobs

Source: Work Without Jobs, Ravin Jesuthasan and John Boudreau, MIT Press, 2022
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The New Work Operating System



Employees in flex roles that 
are partially fixed, but can 

flow to work as needed

Employees in fixed roles
Employees fully flow to 
tasks, assignments, and 

projects

Employees in fixed roles Employees in flexible roles Employees flow to work

Pre-pandemic

Post-pandemic

Future?

Source: Jesuthasan and Boudreau, Sloan Management Review, Spring, 2021

While most of the work is still organized in fixed jobs, this is changing fueled by the pandemic and 
need for greater organisational agility

Increasing focus towards more flexible work arrangements
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Supporting 
Technology

AI & 
Automation

Person Job Skills Work 

• Employee

• Single job

• Linear career path / experiences based on skills required 

by job (demand)

• Technology built to support people in jobs

• Internal and external talent 

• Jobs, work tasks, projects 

• Variety of experiences based on skills required for work 
(demand) and skills and interests of person (supply)

• Automation becomes a “work partner” to substitute, 
augment and transform work

Skills and tasks as the new guiding element
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The changes are driving organizations to rethink the supply and demand equation
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Episode 2: Where to start – Building 
your skills data 



Maturity of skills data 

10

Most organizations are at the beginning of their skills data journey

47% 
are yet to develop an approach to 
classifying skills at any level of their 
company.

8% 
of companies report that they 

formally monitor the market 
demand or availability of skills. 

82% 
have a customized in-house 
developed skills framework.

84% 
use technology to manage skills.

47% 
of companies say their HR 
systems is where most up to 
date skills data exists.



Different approaches to build skills data
While there are different approaches to start building skills data a taxonomy is needed at one point

TAXONOMY APPROACH:

Linking skills data to Job Architecture 

Employees build their own profile

AI used to assess skills for whole 

organization
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Employee skill accuracy & visibility 

A phased approach to maturing your skills data
A phased approach allows to unlock 80% of skills data in phase one

Existing Skill Data Market Derived Skill Data / Taxonomy Self-Reported Skill Data Aspirational SkillsFuture Skills

Java

MySQL

Front End 

UI/UX Business Intelligence C++

Market Research Application Engineering

iOS Development Data Management

Ruby on Rails Excel Agile Development

Systems Integration Team Management

Project Management

Photography

Graphic Design

Audio Engineering

German

Data Lake

SiSense

Machine Learning

Tensorflow

PyTorch

Visibility Today

Typical Phase 1 Target

Target State. Includes real time maintenance
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Skills library as enabler
Skills library linked to a Job Architecture can help build the 80% data set needed



Episode 3: Applying skills to talent 
practices
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Integrated skills talent practices
Skills become the binding element across all talent practices



Talent marketplace as enabler for integrated skills practices
A real-time, two-sided marketplace, connects employee and business needs
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Project

Mentorships

& More

S k i l l s O p p o r t u n i t y

V i s i b i l i t y V i s i b i l i t y
Learning

Full-time Jobs

Employee

Digital Engineer LeadHR – Managers -
Leadership

We get visibility of available skills and 
talent!

I understand available opportunities!



The pay for skills rewards framework ensures Skye 

is rewarded appropriately and the transparency for Skye 
builds her engagement with the organization

Getting the right 

EXPERIENCES
Developing 

SKILLS
Building 

NETWORKS

1

Looks on the talent marketplace
system and sees she is matched 
to a “Design the Future of 
Data Science Services” 
project role

2

Her manager encourages her to apply to work on the project as they know Skye 
is looking to expand her skills and career options. After an interview with 
the project manager, she joins the project 1 day per week

The project is managed using agile methods and 

Skye is coached during the project. She loves the 

collaborative nature of working with a network of 

different colleagues across the business

4

The project shows how automation and AI are going to be designed 
and implemented within data science services. Skye realizes that she 
will need to gain more skills post implementation if she wants 

to continue with this career path

5

6

The system recommends several learning 
modules for her to build proficiency and shows her 

new career paths she'd not considered before

7

Skye has now curated her career development on the 

talent marketplace and is actively managing her own 

career by undertaking various assignments with the 
support of her manager

3
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Deep dive skills-based career planning
A marketplace enabled by a Job Architecture gives guidance on future career opportunities based on 
skills and aspirations
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Deep dive skills-based learning
The marketplace connects people with learning opportunities based on skills
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Capability Approach

Skill Premiums 

Pay Review

Pay Agility

All employees in a role have a single job code and aligned base salary. 

Variable pay based on skills and projects completed. 

Skill data informs in “real time” where organization 
need to increase reward or go outside of current framework to remain 

competitive to hire and / or retain talent. 

Market data informs how an individual skill within a role can have a 

premium and increase the total reward.

Skills data used as an input into the decisions of allocating reward 

increase budget or bonuses. 

Deep dive pay for skills options
Pay for skills can be leveraged in multiple ways

20



21© 2022 Mercer LLC, All Rights Reserved.

Skills Pay PlannerSkills Pricer

Deep dive pay for skills technology enablers
Technology can enable skills-based pay practices



Episode 4: Pillars of success



What does success look like
Creating benefits for employees and business

Up to 60% increase in talent retention

Up to 50% reduction in talent acquisition costs

Up to 30% increase in organization-wide engagement within the first 
12 months

Up to 55% higher workforce mobility over two years

Up to 150% increase in workforce productivity

Significant increase in number of roles filled by internal candidates
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Sources: 2021 Mercer Global Talent Trends and public data AI-based talent and skill management tools (e.g., Fuel50, Gloat or EightFold)

BENEFITS



… to build a common 
language and connect
skills across platforms 
and applications.

ONTOLOGY 
(DATA)

PSYCHOLOGY 
(CHANGE)

TECHNOLOGY 
(DIGITAL)

ORGANIZATION 
(OD)

… to engage and enable 
employees and 

managers to operate as a 

skills-based organization.

… to create experience 
and provide destinations 
for skill management.

… to ensure policies and 
structure do not hinder 
you.
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And how to get there
Four pillars to ensure success



Contact details



We are happy to connect on this topic
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Paul Habgood

European Subject Matter Lead Workforce 
Transformation and Skill Management

Peter Stevenson

Go to Market Leader Skills Edge 
Products

# Skills the new 

currency
#Passionate 

about digital
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Contact details

paul.habgood@mercer.com peter.stevenson@mercer.com




