Navigating the Shift

An Evidence-Based Guide to Skills-Based Talent Management

Based on the research and frameworks presented in "Navigating the Shift to Skills-Based Talent Management: Evidence-Based Strategies for Organizational Success”

by Jonathan H. Westover, PhD, Human Capital Leadership Review. £ NotebookLM



The Ground is Shifting Beneath Us

The traditional employment compact, built for decades on job titles and hierarchical stability, is becoming
inadequate. A confluence of four major forces is disrupting the very foundation of how we organize work and talent.

Evolving Employee

W Technological Disruption: Expectations:
éﬂ Al, automation, and digital The modern workforce prioritizes

platforms are fundamentally continuous skill development and
altering required capabilities career mobility over simple job
across all industries. security.

' Demographic Shifts: Business Model Disruption:

The half-life of job-specific skills
knowledge gaps while intense IS shrinking, demanding a more
competition for skilled talent agile and cost-effective response
continues to grow. to changing business needs.

Retiring experts create
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The Destination: An Agile, Adaptive Organization

A skills-based approach reorients the organization around discrete capabilities, not fixed roles.
This shift unlocks latent potential and creates a more fluid, responsive talent ecosystem.

Job-Based System Skills-Based System
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~ i Teams Improved Talent Mobility Faster Time-to-Productivity
Match people to opportunities based Quickly deploy individuals with relevant
T on skills, not just titles, leading to existing capabilities instead of relying
i higher performance and longer tenure on slow external recruiting cycles.
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< - Enhanced Development Efficiency Optimized Workforce Costs
Fixed Job a o Fluid Align learning investments with Reduce recruiting expenses and
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P P on training budgets. better utilization of existing talent.
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The Risk: Navigating the Human Element

The transition is fraught with risk to your most valuable asset: trust. Poorly managed, this shift is
not a process improvement; it's a potential betrayal of the employee relationship, leading to the
exact opposite of the intended outcomes.

“When organizations reshape their talent systems without
adequate transparency, support, or trust-building, employees
may experience the change as a betrayal of prior commitments.”

Erosion of the Psychological Contract: Unilaterally Career Ambiguity & Anxiety: The loss of traditional
changing the “rules of the game” can be perceived as a career paths can leave employees feeling unmoored
breach of unwritten agreements. and uncertain about their future.

Perceived Inequity: Without careful design, systems Talent Loss & Disengagement: The most talented

can amplify existing biases, giving preferential access individuals may seek more stable situations elsewhere,
to opportunities to the well-connected. undermining the entire initiative.
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Charting the Course: Five Evidence-Based Pillars

A successful transition is not accidental. It requires a deliberate, interconnected strategy built on five
foundational pillars of infrastructure, process, and communication. This is the bridge from Peril to Promise.
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\ 3. Capability-Building

\ 2. Robust Skills Investment 4. Internal Opportunity

J Infrastructure Marketplace

1. Transparent
Communication

5. Fair & Competitive
Compensation

& NotebooklLM



Pillar 1: Build Trust Through Radical Transparency

The perceived fairness of the process is paramount. Honest, ongoing communication about
what'’s changing, why, and what it means for employees is the bedrock of a successful transition.

<}; Acknowledge the Change Explicitly: Leaders must clearly state the shift in talent
(E‘s philosophy. No quiet, behind-the-scenes rollouts.

Explain the ‘Why’: Connect the shift directly to business challenges like competitive
\ pressures or changing customer needs.

4'\”{ Address Ambiguity Honestly: Directly discuss challenges like less predictable career paths
while explaining what will replace that predictability.

T Create Ongoing Dialogue: Use regular updates and forums for questions, not just a one-time
:r' announcement.

2 Show Leadership Commitment: Senior leaders must visibly participate in and discuss their
ﬁﬁg own skill development.
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Pillar 2: Create a Reliable Skills Currency

A skills-based system is only as good as its data. This requires a robust and
trustworthy infrastructure for assessing, defining, and governing skills information.

Assess

Use multi-source inputs
(self-assessment, manager
validation, peer input) to
create a complete and
balanced skills profile.

Define

Establish clear, consistent
proficiency levels (e.g.,
novice, intermediate,
advanced, expert) for each
skill to ensure data quality.

Update Govern
Implement frequent, Be transparent about data
lightweight mechanisms for usage. Clarify who has
updating skills data to access and how it will be
avoid it becoming stale. used for development and

opportunity matching, not
for punitive decisions.
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Pillar 3: Fuel the Journey with Genuine Investment

You cannot create an expectation of continuous skill development without providing the
infrastructure, time, and resources to support it. Investment is the ultimate signal of commitment.

Experiences:

Go beyond courses. Offer structured
skill-building through stretch
assignments, rotational programs,
project-based learning, and
mentoring.

Resources:

Provide on-demand, curated
ibraries of high-quality digital
earning content.

Reinforcement:
Recognize and celebrate skill

Time:

Make it official. Implement policies
that explicitly allocate a development milestones in
percentage of work time (e.g., up to performance discussions and
10%) for skill development. internal communications.
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Pillar 4: Unlock Mobility with an Internal Marketplace

Skills frameworks are academic exercises without systems to connect capabilities to opportunities.
An internal talent marketplace makes mobility transparent, accessible, and data-driven.

 Total Opportunity Visibility:
@ Make projects, gigs, and
N short-term assignments
visible to all employees.

Project Opportunity Matching Talent

Project titie
Project Phoenix: Market Entry
Analysis

Description

Cross-functional team to analyze new
market viability for Q4 launch.

Required Skills

Data Analytics (Advanced)

Stakeholder Management

Financial Modeling

Presentation Design (Intermediate)

Potential Contributors

I;gl Anya Sharma .
‘&% Current Role: Marketing Strategist

Strong match on Data Analytics & Financial Modeling

/7" David Lee
Y Current Role: Finance Analyst

Strong match on Financial Modeling & Data Anslytics

T " Maria Garcia
"\-\.::g -~/ Current Role: Product Manager

{} Manager Incentives: Reward

@ managers for developing and exporting
talent, not just for hoarding it.

Skills-Based Matching:

Use algorithms to surface
non-obvious candidates
from across the organization
(e.g., a finance employee
with analytics skills for a
marketing project).

&1 NotebookLM



Pillar 5: Address the Question Everyone is Asking: “What About Pay?”

Compensation must be addressed head-on. Whether you adopt direct skills-based pay or use skills
data to inform a job-based structure, the philosophy must be clear, transparent, and defensible.

External Market Competitiveness:
Ensuring pay for critical, scarce skills
IS competitive, regardless of an
employee’s job title.

Internal Equity: Ensuring the logic of
the pay system is fair and consistent.

Key Policy Considerations
» Philosophy Transparency: Explicitly state how skills relate to compensation.
» Protect Lateral Moves: Guarantee pay maintenance for employees moving laterally to build new skills, removing
financial penalties for growth.
e Targeted Skills-Based Pay: Consider direct skills-based pay for specific technical roles where proficiency is
rigorously assessed and market-valued.
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Making it Stick: From Initiative to Culture

A successful skills-based system isn't just a new set of HR tools; it's a fundamental shift in
the organization'’s culture. Long-term success depends on embedding this new way of

thinking into the fabric of daily work.

1. Recalibrate the 2. Develop Distributed 3. Foster a Continuous
Psychological Contract Stewardship Learning Ecosystem
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From ‘Job Security’ to ‘Employability Security’

This is a fundamental renegotiation of the employer-employee relationship.
The shift to a new psychological contract must be explicit, not assumed.

The Old Deal The New Deal
Employer Offers: Predictable /I o’ _ Employer Offers: Continuous :
career progression & job ’_‘_I_,_r -ﬂ_@: skill development &
security. /T v opportunity mobility.

In exchange for:

In exchange for: S
@ Employee Offers: Loyalty & O @LB Employee Offers: Adaptability :@;
adequate performance. & self-directed learning. ==

"This shift must be made explicit and negotiated, not assumed."
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It Takes a Village: Stewardship is a Shared Responsibility

HR can design the system, but its success depends on distributing accountability for skKill
development and deployment across the entire organization.

[*
1
Leaders

Must model the way by discussing
their own skill development and
championing the transition.

&
Managers

Must be trained and
incentivized to coach for

skills, enable talent flow, and

make talent decisions
based on capabilities

NN
HR
Must act as the architect and
facilitator of the ecosystem,

designing the frameworks and
enabling the other groups.

Employees

Must be empowered to take
ownership of their development
journey, with access to the righ
tools and opportunities.
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The Way Forward is with Intention

A skills-based transformation is a strate
employment relationship, not a technical
collaborative, multi-year journey, it builds the adaptability

required to thrive.
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Peril

S

S
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Execute with transparency to build and maintain trust.
Invest meaningfully in the infrastructure for skills, learning, and mobility.
Design for equity and inclusion from day one to avoid amplifying bias.
Recalibrate the psychological contract explicitly and collaboratively.

i
Promise
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Begin the Conversation

For a deeper dive into the Questions for Our
research: Leadership Team:

Westover, J. H. (2025). Navigating the Shift 1.0n a scale of 1-10, how well are we

to Skills-Based Talent Management: positioned today to manage a shift to a
Evidence-Based Strategies for skills-based model?

Organizational Success. Human Capital

Leadership Review. 2.What is the single greatest ‘Peril’ or risk

for our organization in this transition?
3. Of the five strategic pillars, which one

requires our most immediate and
significant attention?
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