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Ben Cowan, the Director of Skills and Talent strategy at Degreed,
helps clients demystify skills strategy and build impactful skills
initiatives. Prior to Degreed, Ben worked as a talent and learning
consultant at ZS Associates, a consulting firm specializing in life
sciences, and was the director of content development at CorpU, a
Philadelphia-based learning technology company. He is passionate
about building environments where all employees feel empowered
to grow their careers and pursue their passions. In his spare time,
Ben loves learning about cooking, music, and the future of work.
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Skills are critical to the success of business objectives,
and skill needs are changing faster than ever

8 In 10 CEOs say lack of key skills IS A
SERIOUS THREAT to their company’s growth

We are not able to innovate effectively

0
53% of talent and HR leaders
Our people costs are rising more than expected believe that between half and all of
their workforce will need to change
Our quality or customer experience are impacted their skills in the next three years

We are unable to pursue a market opportunity
44%

We are missing our growth targets
44%

PwC, 22nd CEOQ Survey: Talent Trends 2019, Upskilling for a Digital World, 2/2019

Deloitte's Global Human Capital Trends Report, Deloitte Consulting LLP, 2020 é deg reed



Most employees are dissatisfied with
current skill development and don’t

feel empowered to grow internally

| am happy with my organization’s investment in
improving my skills and performance (scale, 1-10)

70%
60%

- Happy or satisfied (8-10)

39%

29%
° . Not happy or neutral (1-7)

Executives Employees

“Only 32% of employees worldwide currently
work in an environment that fosters their
development, and only 22% strongly agree
that they are developing and expanding their
knowledge and skills every day...”

Deloitte, “Opportunity Marketplaces” hitps./www?2.deloitte.com/us/en/insights/focus/technolo

-and-the-future-of-work/importance-of-investing-in-employees.html

Is it easier to find a new job inside your
organization or outside your organization?

40%
29%
0,
Inside Equally Qutside Don't know/
easy inside not sure

vs. outside

“Employees also have a "grass is greener"
mentality. An overwhelming maijority of
employees (91%) say that the last time they
switched jobs they left their employer to do so.”
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https://www2.deloitte.com/us/en/insights/focus/technology-and-the-future-of-work/importance-of-investing-in-employees.html

If you aren’t providing skill development
opportunities, your talent will leave

70% of workers said they’d e -

l th 1 1 t If my emp loyer doesn’t lnve8t m me /2 People in IT, marketing, and finance roles are
SavElLl SV ol and the development of my skills, B i e i

fully use their existing skills, e T s sy i

and 65% said they’d leave

, 46% 53% 50% 57% 42% 47%
to learn new skills. Barely | ; ;

half (56%) said they have
opportunities for career
development within their

| @ - -
current organizations. I I

o IBM’ WorkTrends 2016 Global Slll'VeY HR /. MARKETING /i, FINANCE AT SALES OPERATIONS

Degreed, “State of Skills 2021” https:/stateofskills.degreed.com/
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Anxiety about skills is becoming a mental health and

wellnhess issue

* Nearly half (46%) of workers, managers, and business leaders believe their core job skills will be obsolete within five

years. More than 36% expect their core job skills to decay within three years.

» Nearly 6-in-10 (55%) workers, managers, and business leaders said a lack of confidence in their skills makes their job

more stressful. Nearly 4-in-10 (38%) say their mental health suffers.

Inyour industry

When you don’t feel confident in your skills,
how, if at all, does this impact you?

Workers in the healthcare, financial

" services, and retail industries are most

prone to stress. Mental health is most
at risk in the healthcare and business
services sectors.

In your role

When you don’t feel confident in your skills,
how, if at all, does this impact you?

. My job is more stressful . My mental health suffers

56%
: 53%
38%
34%
28%

FINANCIAL TECHNOLOGY AND CONSUMER INDUSTRIAL
SERVICES TELECOMMUNICATIONS AND RETAIL MANUFACTURING

70%
57%

49%

Degreed, “State of Skills 2021” https://stateofskills.degreed.com/

61%

52%

40%

BUSINESS HEALTHCARE
SERVICES

‘ My job is more stressful . My mental health suffers

. HR MARKETING FINANCE T
60% 40% 40% 19% 52% 38% 50% 38%

. People who work in HR, sales, and operations
“* roles are most likely to be stressed. The

mental health of those working in those same
roles is also most at risk.

/. SALES /. OPERATIONS

57% 40% 57% 38%
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Common Skills Strategy Pitfalls

Many attempts to build and execute a skills
strategy falter because they are:

* Not aligned to business strategy and value
« Qverly complex and rigid
 Take too long to implement

 Lack clear action and next steps from
stakeholders

 Disconnected from the day-to-day realities
of employees

\
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In the early stages of your skills journey, keep it
simple to create value quickly and then build
from there

AN
@ Business Aligned
\

|

Successfully
Starting
Your Skills

Journey




What Skills Story Will You Focus

on First?

Empower employees to move up and around the organization
while simultaneously increasing operation effectiveness.

G Build Bench Strength with Deliberate Skill Building

Time to Productivity
Decrease the time it takes to upskill learners in

advanced technical and leadership skills.

Resource Projects Efficiently

Create an inventory of skills and put those skills in the
right place as projects arise.

Find and Recognize Experts

Skill measurement can identify best fit for new projects, experts
for leadership/mentor roles, and find new areas for innovation.

Internal Mobility

Employees can use skill measurement to see where
they stack up for current and aspirational roles.

Quantify the Skills Gap

The presence, absence and levels of skills will unlock
powerful data to translate into targeted training strategies
and talent deployment.

Future Proofing / Workforce Planning

Develop the skills identified as important for the
business, and monitor the progression over time.

&0 degreed



A taxonomy is not a strategy, nor is it a prerequisite
to launching a skills strategy

At some point you will need to align critical skills to roles to enable internal mobility and career pathing,
but there are different ways to get there.

Top-Down Example

Use priorities at the enterprise level to define skills at

Leverage employee skill data to crowd-source critical
the employee level

Skills

Understand or, galgiza;ional goals and job Encourage employees to identify and assess
structure

Skills and priorities through skill campaigns,

coaching conversations, career planning, etc.
Identify the critical skills needed to meet goals

Analyze data gathered from employees to
identify critical skills and validate with

Validate the critical skills with key talent and stakeholders

business stakeholders

Confirm alignment to organizational goals and
Strategy



" When aligning skills to roles, first consider how you will
use this information and what level of detail is necessary
to achieve those goals. The more granular your taxonomy,

the harder it will be to maintain and adjust to changes in

The Challenges
of Custom Skill

,_____________
\—————————————’

TaX()nO oes : the business. ,
» Time consuming
« Limited shelf life Business Unit &
 Difficult to maintan

. Job Family/Persona gl m m m
Often not learner centric
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Whatis a skill?

A skill is learning that is applied. It must be:

Developable Measurable

~
O

Applicable Transferable

Problem Solving

Project Management

BN /g

Data Analysis
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Aligning with the business Ce e e e e e e
to identify the ‘right’ skills I

Business Execution Focused
Strategy Must Attention

Building the
skills your :
needs to succeed Understand and Critical Identify Key Focus Skilling
Dissect Actions Skills Efforts
The business Determine the critical  Identify the key skills Focus your skilling
strategy will inform things that people required to move efforts, learning
the skills strategy, must do to execute forward with the experiences and
but you need to the business actions people need  mobility actions on a
understand the strategy to do to execute the few skills, the ones
business strategy that are truly critical.



Prioritizing skill needs

For many roles, there are likely dozens of skills that are
technically necessary to perform at a high level. Rather than
attempt to create an exhaustive list of every skill, focus on:

 Future proofing: What skills are new to the role or market?

» Close the Gap: What are the skills where there is a known
deficit across the organization?

« High-ROI Skills: What skills are most associated with high-
performers?




Quality Over Quantity

 Improving skills takes time, focus, and opportunities to
practice. Realistically, a learner will only make
meaningful progress on a few skills at a time

« Allowing users to ‘opt in’ to skills based on their personal
goals or coaching conversations creates better
engagement rather than assigning too many skills at
once

» Ensure you are also equipping managers with the
knowledge and skills necessary to coach their team
members and identify opportunities for them to practice

&0 degreed
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» Start with a few critical skills that

An agile approaCh t() building will have the most impact on your

° ° ° : business strategy, then build from
there

priority skills L
. Begin with a targeted and focused

approach on most critical skills first,

Measure & Communicate Progress then build from there
[ J

Measure progress against your targets and ] . ]
be prepared to communicate successes and eevtcoe,, ’ Identify Critical Skills .
iterate strategy based on results. ®e

4 Identify the skills that are critical to
deliver on your business strategy.

Adoption & Change Management

\ Building the

Develop a sustained marketing and change skills your
management strategy for all stakeholder :
groups. All stakeholders need to understand

{

Once you’ve determined the skills

needed, measure your employees
against these skills and establish

Align Resources and Experiences target levels for specific skill groups.

Ensure all learning resources and
opportunities are aligned to your skill strategy
to drive alignment and engagement.




Team & Individual

&y O
%o g o\? g o\? g o\? b o~
({°\? Joe bW bW b Pt { g
Yo' \, _0? % __07 0 o~
{:? {o\? O\:O\? { -07 .o ° ° o. ° ° °
- {0\? Enabling Skill
o~ b ' N eg e
oy O Agility
- ‘{Dj Organizational b/ {‘\? A purely top-down skill strategy is too
{ jﬂq @{Q\? S ~o slow and too cumbersome.
Yo-£ ~° o
{:‘9 £~ &@‘,@ 8 (L L&D and Talent must create an
< S "“}o\ environment where business areas
£ > {°\9 by and individual learners can shape
o e their own skill journeys.
S J {D"*y £y Be clear on what skill challenges
b0 oo Ra e (;f oo must be addressed org-wide and
bJ b (o od (5 L which challenges are best left to
S S A business area L&D and leaders
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An employee centric skills journey should seamlessly
integrate skills at the times and places of employee

need

2

Moving to
next step

| compare the skills |
have to the skills | need
for my next career step
— its easy for me to get
information on the skills

needed for that role

My manager provides
skills-based feedback
and coaching using
my skills profile to
drive the conversation

| gather manager, peer,
and self skills-based
feedback; | add it to my
skills profile to document
the growth of my skills

My hiring process

focuses on my skills, m—
not just my degree, job

titles, personality, or

personal connections

| create a skills
profile that highlights
my strengths and
capabilities

—

Starting
the job

| have access to
mentors, job shadows,
etc. to help me develop
skills for the next step

My manager or talent

partner helps me
understand the process;
internal mobility has a
clear focus on skills
rather than personal
connections, past job

titles, etc.

| complete experiential
opportunities to apply
my learning, including on-
the-job projects, stretch
assignments, etc.

My onboarding experience
highlights critical skills for
mmm—  the organization and my
business area, and how those
skills drive strategic priorities

The application and
process for the internal

=== on the work | have
done to build my
skills

| identify skills-based
learning experiences
that | need to develop
the knowledge | need
to grow my skills

While | onboard, | learn my mss
s role-specific skills, how |

can develop those skills

over time, and available

learning experiences for

those skills

role focuses heavily = w ™

\

| get the job, or I'm told
what specific skills
or experiences are
needed for the role
that | need to develop

«

| meet with my manager to
discuss the skills | need in my
role and skills aligned to my
career goals to guide my
skills-based development



Learner and leaders already have a clear sense of
their skill needs

| know what skills | need to perform - :
better in my current role 5% BSRL 90%

| know where | have skills gaps
today

7% SN 85%

| know what skills | need to

advance my career M 10% 82%

My manager knows what sKills |
have 21% 14%

My manager helps me understand
what skills | need to advance my

39% 21% 40%

career DISAGREE NEITHER AGREE

Degreed + Harvard Business Publishing, How the Workforce Learns, 2019 % deg reed
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Curve

Focus is still on content and
completions over skill development

Skill initiatives are sporadic and not
clearly aligned to business strategy

Skill data is inconsistent or
nonexistent

Employees and their managers do
not have clear guidance on how to
develop and track skills or what skills
are most critical

Skills are prioritized over content
completions

Org-wide skill strategy is clear and
aligned to business strategy, but skill
focus is inconsistent across business
units

Skill data us used to identify gaps and
assess effectiveness of specific
initiatives

Employees and managers engage

with personal skill conversations, but
few and far between

Evolving your skill strategy

Skills are the currency of work

Org-wide and business-area skill
strategies are aligned with each other
and overall business strategy

Data is used proactively to identify
future needs and emerging skills

Skills are embedded into every step
of the talent journey

All employees know priority skills for
current roles and can easily discover
skills needed for next step in career

All leaders and managers actively
leverage skill data to guide decisions

&0 degreed



What does a fully evolved skills strategy look like?

Building skills is a journey, but we need to be clear on the destination

Purposefu| ......................................... Purposeful

.« Priority skills directly connect to

. business strategy

: « Skill priorities are defined for key

:  roles and personas across the

:  organization

: » Clear targets and objectives are set
- for each component of strategy

.« Agile approach with inputs from

. business-area L&D teams and

* Skills are the language of

leaders Embedded Ic_iz\[/)elopment for everyone, not just
® * Integrated into all aspects of the

employee journey (hiring, coaching,
i role definition, career planning, etc.)
: « Clear tools for assessing and

:  recording skill data

* Data is regularly captured and i« Skills data is used to inform learning
realigned with skills/roles i and talent strategy '

» Strategy evolves as business
priorities and market change
» Clear governance to maintain data
while empowering leaders and
learners and to identify new skills
» Volume and accuracy of skill data is
maintained and analyzed in
conjunction with other people and
performance data




An Example Skills Journey

Milestones for accelerating skills in organizations

: Curate targeted : : Enable business =
[ : leaming experiences : areastocurate  : P cenemnnammaannnnnn )
: Identify enterprise- = & for critical skills, P TTTTPIPPPIP PPN T — : leaming . : Ensureall : = Empower 7 senees [RLELE RELELLEEEEN
: wide critical skills = i incorporatingsocial = : Cleanand i & Identifybusiness = i experiencesfor = : employees : I managers, teams, 1} Monitor skills data
: based onbusiness i = and experiential : & analyzeskil I : arealevelcitical : i theircritical skills; 2 messrsreresessssssene . & understandhow ! @ andindividualsto : to analyze skills
: strategyasa : : leaming;encourage i i dataforskills i : skils alignedto i : L&D usesskil- i : Leveragelatest : I oitcalskilsfor i % createleaming i i Supply, detemmining :
: launchingpadfor : i employeestoexplore = & growthand i ! businesstargets : : buildingasbasis : = Skilsdataasinput : I theirroledirecly & @ experiences, : + readiness for :
= skills-focused : + platform for skills : & otherskil i I thatcascadefrom : i forleaming : i fororganizationand i I contributeto : ! cultivatinga D upcoming business  :
i development i development i srgnals : & strategic pnontres : © experiences : : talentdecisions : 1 overal strategy i culture ofleaming & 3 needs _____________ :
grrsssssnsssnnnninnnnnns s geresssessdssessasses  msssessadeessssses  pessessssssbecescesses, T TP S P o TP P n eesssssssisssssessn
« Use standard Skl||S + = Enable managers : Verrfy progress 1 = Align skrIIs tojob : 1 Integrate skrIIs into : : Adapt cntlcal + = Mapskils to + = Embed Skl||S as : i Pulin predlctlve :
: taxonomy at Degreed : : tointegrate skills : againstcritical = 3 profiles or some + & intemal talent : = skillsand : : roles/personas : : thelanguageof i : insightsintoto =
: launch, encouraging : : intodevelopment : : skills using : = roles/personas : : marketplace, : i leamingneeds : i usingemployee- : talentacrossthe & = update critical
+ employees to add + 1 discussions, » & skillsdata : & using workforce : : havingskilsbethe = : basedonskils : = provided skills + . talentlifecycle, 1 skills :
: andselfassesson i i coachingtoskills : “essessssssssssens : trends, and/or : : basis for career : : insights : & data, workforce & + from hiring to SR LLLLELEEEEEEEEEEE
: critical and other skills : = and providing : i organization- : = mobility decisions FORLELEEEEEEELEEEEEE * 1 trends, and/or : = career mobility :
------------------------- o E Skl“'based : E SpeCiﬁCCﬁtel'ia E esssssmmmsmnmnnnnnnna® E Organization- E esssssmmmsmnnnnnnnnna®
. Opportunmes E CEEEEEEEEEEEEEEEEEEEEES . Specrﬁc Cntena .
assssssssssssmEEEEEnE . S sssssssssssssmmmns -
< Typical time to _
< implement .
Immediately Not-too-distant
Future



Questions?

The State of Skills 2021: Endangered

Ultimate Skill Data Handbook l 1
- . .
T -‘_4 "



https://stateofskills.degreed.com/
https://get.degreed.com/skill-data-handbook

