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What does it mean to be a skills-based organization?

The traditional hierarchical organization, with its rigid job descriptions and siloed departments, is
slowly giving way to a new model: the skills-based organization. For Learning & Development (L&D)
professionals, this shift signifies a paradigm change, offering both exciting opportunities

and daunting challenges.

Transformation to a skills-based organization requires a fundamental shift in how companies
think about talent management. Instead of focusing on job titles and hierarchies, skills-based
organizations focus on the skills and capabilities of their employees. This allows them to be more
agile and responsive to changing business needs.

It's important to realize that evolving to a skills-based organization is a journey, not a destination. It
can take time, effort, and commitment from all levels of the organization. However, the benefits can
be well worth it. According to 2022 research by Deloitte, skills-based organizations are 52% more
likely to innovate and 49% more likely to improve processes to maximize efficiency.
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What are the benefits of becoming a skills-based
organization?

Adopting a skills-based approach can help L&D professionals unlock a wealth of benefits. L&D

can become a key driver of business growth by ensuring that employees are equipped with the
skills needed to achieve organizational goals. This agility can help organizations adapt quickly to a
dynamic business environment where skill needs are constantly evolving. Additionally, personalized
learning opportunities offered by a skills-based organization can help individuals focus on their
career growth and improve employee engagement, satisfaction, and motivation.

(Y YR i
A A Attract and retain top talent

A key benefit for skills-based organizations is that they often attract and retain top talent by
offering a dynamic and skill-centric work environment. According to Deloitte’s study, skill-based
organizations are 98% more likely to retain high performers’.

* 79% more likely to have a positive * 47% more likely to provide and
workforce experience inclusive environment

ﬁ Create flexible approach to work

In a skills-based organization, the traditional model of work (defined by job titles and isolated
departments) is deconstructed. Instead of titles and departments, tasks and activities are analyzed,
and the specific skills required to perform them effectively are identified. This can be a more fluid
and flexible approach to work for an organization.

"The Skills-Based Organization, A New Operating Model for Work and the Workforce, Deloitte 2022
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Skills-based organizations are designed to recognize the immense value of individual skillsets,
regardless of job titles. This shift helps encourage collaboration and cross-functionality, as
individuals with diverse skillsets are brought together to work on projects based on the specific
needs of the moment. This fluid talent pool approach can foster innovation and adaptability,
allowing an organization to respond effectively to changing market demands and business

challenges. According to Deloitte skill-based organizations are 57% more likely to anticipate
change and respond effectively and efficiently.

Become more adaptable

|
q \ / () . .
((\2> i? 0//77 Set your organization apart

Upskilling and reskilling have become a common practice to support both individual and
organizational success in a skills-based organization. By fostering a culture of continuous learning,
an organization can position its workforce to remain agile, adaptable, and equipped with the skills
necessary to set itself apart in a dynamic and ever-evolving business landscape.
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The transformation to becoming a skills-based organization
- 5 key steps

In today’s dynamic business landscape, agility and adaptability can be key elements to building
success. Shifting from a job-centric to a skills-based approach can help you unlock a world of
possibilities when it comes to your workforce’s full potential.

1. Define your skills taxonomy

Defining your skills taxonomy is an important first step for building a successful skills-based
organization. It involves creating a structured and comprehensive list of all the relevant skills
needed for your organization’s success, categorized by their importance and function. This should
include both hard skills, such as technical skills and software proficiency, and soft skills, such as
communication, collaboration, and problem-solving.

This taxonomy serves as a roadmap for identifying skill gaps, designing personalized learning paths,
and measuring progress.

2. Assess your employee skills

Once you have defined your skills taxonomy, you need to assess the skills of your current
employees, this is an important component for building a skills-based organization. This step
involves a comprehensive evaluation of the current skill levels across your predefined skills
taxonomy. There are several ways to assess your employee skills:

Surveys: These questionnaires gather information about employees’ self-perceived skills and
identify areas of confidence and knowledge gaps.

Skills tests: Practical assessments help measure expertise in specific skills, providing objective
data to confirm self-reported abilities.

Interviews: Individual or group discussions allow for deeper exploration of skills, uncovering
strengths, weaknesses, and learning preferences.
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By utilizing these methods in combination, your organizations can gain a more comprehensive
understanding of your workforce’s skill landscape. This can help determine how to tailor training
programs, identify optimal skill development paths, and address any critical skill gaps. This data-
driven approach helps ensure targeted and effective skill development, to maximize the potential
of your workforce.

3. Develop a skills map

A skills map is a powerful tool that translates your organization’s skills taxonomy into a visually
insightful chart. This map helps identify both the skills your employees currently possess, and the
critical skills needed for future success. By mapping these two elements, you can pinpoint crucial
skill gaps and develop targeted learning and development programs. This visual representation
facilitates effective resource allocation, allowing you to prioritize training based on the greatest
need and ensuring your employees receive the most impactful learning experiences. Ultimately,

a skills map serves as a strategic guide for bridging the gap between your workforce’s current
capabilities and your organization’s future aspirations, enabling continuous skill development,
and driving sustainable organizational growth.

4. Implement a skills-based hiring process

Traditional hiring practices will need to be re-evaluated in a skills-based organization. Job titles and
past experiences become less relevant, replaced by a focus on demonstrable skills and potential
for growth. Hiring decisions prioritize individuals who possess the specific skills needed for the role,
regardless of their job history or title. This shift opens doors for talented individuals with diverse
backgrounds, fostering a more dynamic and adaptable workforce. By focusing on skills potential,
organizations work to unlock a broader talent pool, and start enriching their workforce with diverse
perspectives and skillsets, ultimately driving towards innovation and success in a rapidly evolving
business landscape.

5. Foster a culture of continuous learning

In a skills-based organization, learning becomes the new way to work. Employees should be
encouraged to develop new skills throughout their careers. This can be done through a variety of
methods, such as formal training programs, mentoring programs, and online learning resources.

Transitioning from rigid job descriptions and titles to a skills-based organization can demand a
fundamental rethinking of L&D practices. That includes developing training that embraces agile
learning solutions, provides data-driven decision-making and leverages technology to help enable
this change in your organization.
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Transitioning from job titles to skills: training for a
dynamic future

In a skills-based organization, the focus shifts from traditional training programs to learning
experiences that cater to individual needs and skill gaps. Here are several approaches to training
that a skills-based organization could consider implementing to position itself for success.

Microlearning

Bite-sized learning modules designed to

focus on specific skills and tasks. Learning
needs to be accessible on-demand, anytime,
anywhere, through mobile devices and learning
management systems (LMS). This type of
training can help lead to knowledge building
and reinforcing newly acquired skills.

Mobile learning

Learning content delivered through mobile
applications allows for flexible and convenient
learning that includes microlearning modules,
videos, podcasts, and interactive quizzes.
This on-to-go type of access is designed to
encourage learning in small bursts throughout
the day, to help maximize engagement

and retention.

Video assessments with Al based
role-playing

Immersing employees in realistic scenarios
through role-playing helps provide an invaluable
hands-on learning experience, allowing them

to practice and refine newly acquired skills in

a safe and controlled environment. This can
help enhance skill mastery and is designed

to facilitate the development of critical thinking, problem-solving, and decision-making skills —
crucial competencies for success in diverse areas, including leadership, communication, and
customer service. By engaging in real-world situations, these training methods help build employees
confidence and competence to navigate complex situations and apply their skills effectively in the
actual workplace.
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Personalized learning pathways

Personalized learning pathways are designed
to empower employees to take charge of their
professional development by offering tailored
learning content and resources that cater

to individual skill levels, learning styles, and
career goals. This personalized approach helps
foster a sense of ownership and engagement,
enabling employees to actively participate in
their own growth and development.

Blended learning

A blended learning approach combines various
learning modalities, such as online modules,
instructor-led workshops, and hands-on
practice, that help cater to diverse learning
styles and preferences. This comprehensive
learning experience is designed to help
everyone optimize their learning journey,
aligning with their goals and addressing
specific skill gaps.

' et N ®  Gamification
\O
N /7 aAMlF\CAT i 8. Incorporating game mechanics such as skill
{ CTE)\/EMENT N badges, points, and leaderboards, into learning
ff———-* experiences helps increase motivation and

EARNlNa - .
L < engagement. These methods are designed to
% make learning fun and interactive, encouraging
. / active participation and knowledge retention.

Gamification can be used for individual learning
or team-based challenges.
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Mentoring and coaching

Through the power of mentoring, experienced
employees can serve as invaluable guides
and sources of support for less experienced
colleagues. This pairing helps facilitate a
smooth transfer of knowledge and expertise,
enabling skill development within a supportive
environment. By nurturing future talent,
mentoring is designed to help foster a culture of continuous learning and growth within the
organization, encouraging everyone to reach their full potential.

On-the-job training

On-the-job training can provide an invaluable
opportunity to learn through real-world
experience, applying newly acquired skills in
an authentic setting. This dynamic approach
can offer immediate feedback, allowing for
continuous improvement and adaptation. By
integrating on-the-job training alongside other
methods, organizations can move towards solidifying learning and skill mastery, empowering
individuals to confidently apply their expertise in the workplace. This practical approach not only
fosters skill development but can also help enhance engagement and motivation, as individuals see
the immediate value and application of their learning within their daily tasks.

|"

It's important to note that there is no “one-size-fits-all” approach to training in a skills-based
organization. The most effective training methods will depend on the specific needs of your
organization, the skills being targeted, and the learning preferences of the employees.

Implementing a diverse and flexible learning ecosystem that incorporates various approaches to
employee training, a skills-based organization can provide the foundation to help equip employees
with the necessary skills to thrive in a dynamic and evolving business environment.
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The role L&D professionals play: a catalyst for the
skills-based transformation

The shift to a skills-based organization presents a transformative opportunity for L&D professionals.
By embracing this change, L&D becomes a strategic driver that can help drive business growth and

organizational success. There are several ways L&D professionals can act as catalysts for

this transformation:

Developing future-proof
talent pipelines

Anticipating future skill needs and designing
programs to upskill and reskill the workforce,
ensuring their preparedness for emerging
challenges and opportunities.

Developing agile learning solutions

Offering bite-sized, just-in-time learning
modules that can be accessed anytime,
anywhere, can help employees acquire skills
relevant to immediate needs.

Driving business growth

Aligning learning and development initiatives
with organizational goals by identifying critical
skills needed for achieving strategic objectives
and design programs that specifically target
those skills.

Quantifying the impact of learning

Utilizing data analytics to measure the return
on investment (ROI) of training programs,
demonstrating the direct link between learning
and business outcomes.

Increasing agility and
responsiveness

Building a culture of continuous learning helps
foster an environment where employees are
encouraged to acquire new skills and adapt to
changing needs.

Leveraging technology to
facilitate learning

Utilizing learning management systems,
mobile learning applications, and other
technologies to provide employees with
personalized learning experiences.
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Enhancing employee engagement

Tailoring learning programs to individual needs and career aspirations can help unlock immense
potential in employees. This personalized approach fosters ownership and engagement in the
learning process, motivating employees to actively participate and acquire new skills that align with
their personal goals and professional ambitions.

Employees can also be empowered to take control of their own professional development when
they are equipped with the tools and resources needed to assess their skills, identify gaps, and
set independent learning goals. This self-directed approach fosters a sense of autonomy and
accountability, encouraging employees to take charge of their professional development and
actively seek opportunities to grow their skillsets.

Creating a culture that recognizes and rewards employees for their learning achievements is crucial
for sustained motivation and engagement. L&D can implement programs that celebrate individual
successes, acknowledge progress, and offer incentives for continuous learning. This positive
reinforcement loop reinforces the value of learning and motivates employees to strive for excellence
in their professional development journey.

Attracting and retaining top talent

Building a reputation as a skills-centric organization can also have a positive impact on your
organization. According to a 2022 study by Deloitte, skills-based organizations are 98% more
likely to have a reputation as a great place to grow and develop. By showcasing your organization’s
commitment to employee development and skill acquisition, you can work towards increasing the
number of high-performing individuals that are attracted to your organization who are seeking
growth opportunities. Adopting flexible work models and diverse career paths can help you attract
and retain top talent by catering to individual skillsets, interests, and work-life balance needs.

This strategy fosters employee satisfaction, engagement, and ultimately, a more highly skilled and
resilient workforce. It positions the organization as an employer of choice in a competitive

talent market.
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Nurturing a dynamic and collaborative work environment can help attract and retain high
performers who thrive in such settings. L&D can achieve this by fostering a culture where
employees feel empowered to utilize their diverse skillsets, actively contribute to projects, and
collaborate effectively with colleagues. This creates a powerful synergy that not only benefits
individual development and satisfaction but also drives innovation, problem-solving, and overall
organizational performance. In essence, L&D can play a crucial role in building an ecosystem that
attracts and retains top talent by cultivating an environment where collaboration can flourish, and
individual skills can be celebrated and utilized to their full potential.

By embracing these opportunities and proactively leading the skills-based transformation, L&D
professionals can significantly impact their organizations. They can become strategic partners with
business leaders, drive organizational agility and performance, and empower employees to achieve
their full potential in a rapidly evolving world.

Skills-based organizations
are 98% more likely to have a
reputation as a great place to

grow and develop*

*Deloitte, 2022
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While the potential benefits of becoming a skills-based organization can be substantial, L&D
professionals can also face several challenges in implementing the skills-based approach.

This might include shifting mindsets and breaking down traditional job-focused structures and
fostering a culture of continuous learning can require a significant change in mindset for both
L&D professionals and the organization as a whole.

Another common challenge in many businesses is building a robust data infrastructure and
implementing appropriate technologies. Technology is often a key necessity to support skill
assessment, learning delivery, and data analysis.

Effective collaboration between L&D, HR, and business leaders is also necessary to ensure
alignment. Successful implementation can often be a challenge in the shift to becoming more
skills focused.
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Conclusion: embracing a skills-based transformation

The traditional organization, structured around rigid job titles and isolated departments, is evolving -
and many businesses are moving towards becoming a skills-based organization.

By transitioning to a skills-based approach, organizations work to unlock numerous benefits that
include increased agility and responsiveness, enhanced employee engagement, attracting and
retaining top to name a few.

L&D professionals can play a crucial role in facilitating this transformation and journey to
becoming a skills-based organization. It's a journey that requires dedication and commitment
from both L&D professionals and the rest of the organization. However, the potential benefits of
this transformation can be substantial, leading to a more agile, adaptable, and ultimately, more
successful organization.

This evolution presents L&D professionals with a unique opportunity to become strategic partners
in driving business growth and empowering individuals to thrive in a rapidly changing world. By
embracing the challenges and actively leading the skills-based transformation, L&D can become the
catalyst for a more dynamic and successful future for their organization.

Get started today!
phoenix.edu/workforce-solutions.html
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