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Editor’s Note
by Jonah Shepp and Carolina Valencia

“Be more strategic.” Chief HR officers have been 
hearing this message for years from their CEOs, 
mentors, peers and expert advisors. To be taken 
seriously as a center of value in the organization, 
HR needs to evolve from a service provider to a 
strategic partner and demonstrate the critical 
role of talent in every business strategy. Today, 
HR’s strategic mandate remains as relevant as 
ever; the pandemic, global social upheavals 
and mounting economic uncertainty make it 
increasingly urgent.
However, building a strategic HR function is 
easier said than done. Old habits die hard, and 
changing deeply ingrained practices can be a 
major challenge, requiring new structures and 
new skills. Our latest research into HR functional 
strategy and management has approached this 
challenge via two essential elements: the HR 
operating model and the competency model  
for HR business partners (HRBPs). 
To succeed in this dynamic, uncertain, hybrid, 
virtual-first environment, HR leaders need to 
separate their functions’ transactional and 
supportive tasks from their growing strategic 
portfolios and streamline both sides of the 
operation. HRBPs will take on more strategic 

work, requiring new skills and support systems. 
But not every HRBP will be ready for this change.
This issue of HR Leaders Monthly offers a 
sampling of our most innovative insights 
regarding HR strategy and staff effectiveness. 
We discuss the importance of having a talent 
strategy and delve into what that really means. 
We introduce our CHRO strategic roadmaps, 
an ongoing series of guides for CHROs facing 
today’s most common business challenges. 
We offer advice on building and managing an 
HR problem-solver pool, a key element of the 
HR operating model of the future. We also look 
at how HR budgets are responding to growing 
economic uncertainty and the threat of a global 
recession. On the changing role of HRBPs, we 
cover how to unleash their strategic impact and 
build their change management skills, as well as 
how large-scale trends in the future of work will 
further impact their roles. 
Although these articles are directed primarily 
at HR leaders to guide them in setting their 
employees up for success, we also recommend 
them to HRBPs themselves so they can better 
anticipate the ways their jobs will change in  
the coming months and years.
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Many HR leaders struggle to develop and articulate a clear 
and compelling talent strategy. This research will help them 
build their talent strategy by guiding them to prioritize 
HR and talent initiatives and translate their organizational 
strategy into talent imperatives.

Chief HR officers (CHROs) and talent 
management leaders are increasingly being 
asked to develop and clearly articulate their 
organization’s talent strategy. These leaders are 
moving from “order takers” to “strategic value 
providers” — from simply managing a reactive, 
lean service center to developing a robust plan 
for competing for and retaining talent in this 
ever-changing talent landscape. Indeed, the 
mandate to develop a clear, compelling talent 
strategy has never been greater, given that talent 
shortages and gaps may be enduring challenges 
in a world of permanently higher employee 
expectations and increased hybrid and remote 
work. This in turn increases turnover by lowering 
the frictional cost of switching employers. 

Build a Winning Talent 
Strategy for the New 
Talent Landscape
by Sasha Tuzel & Rishika Deswal

However, many HR leaders cannot develop and 
articulate a clear and compelling talent strategy 
because they struggle to narrow the scope of the 
exercise or translate their organizational strategy 
into talent imperatives. Moreover, as leaders build 
on their talent strategy, many struggle to prioritize 
HR and talent management initiatives to address 
these new talent imperatives. This research 
addresses these challenges by answering the 
following questions:
• What is a talent strategy?
• What key questions should a talent 

strategy address?
• How should HR leaders identify 

talent imperatives?
• How should HR leaders prioritize talent initiatives? 
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What Is a Talent Strategy?
A talent strategy defines your plan to optimize 
the value of your talent assets. Talent strategies 
should be informed by (and inform) your 
organizational strategy. Ideally, they will address 
why and in what ways the organization must 
attract, engage, retain and develop talent, and 
drive continuous performance improvement. 
A more progressive talent strategy might also 
address the importance of mobilizing and 
empowering talent, optimizing the employee 
experience and improving equity. 
Clients often ask how talent strategies can be 
differentiated from HR and talent management 
strategies. The truth is, the differences between 
these plans may be nominal. All should 
articulate critical talent outcomes aligned to 
the organization’s strategy, mission and vision. 

However, an HR strategy will also typically include 
information about functional updates planned or 
needed to produce talent outcomes. For example, 
an HR strategic plan might outline changes to 
the HR operating model critical to accelerating 
recruiting and reducing time to fill.
Similarly, a talent management strategy may 
include information about talent management 
process updates critical to achieving talent 
outcomes (e.g., how performance management 
must be adjusted to support a culture change). 
However, organizations must create a talent 
strategy to focus most on critical talent outcomes 
(e.g., employee performance) and initiatives, 
not on describing talent management process 
updates or HR functional updates needed Talent 
strategies share characteristics of other strategies 
and may inform your talent management or HR 
strategy (see Figure 1).

Source: Gartner

Figure 1. Differentiating Talent Strategies

Key Characteristics Talent  
Strategies

Talent Management 
Strategies

HR  
Strategies

Align to the organization’s strategy, 
mission and vision.

Identify and articulate critical talent 
outcomes.

Articulate a limited number of priorities 
critical to meeting organizational 
objectives.

Include a description of current state, 
future state and measures  
of success.

Identify and articulate key talent 
management process updates.

Identify and articulate key functional 
updates (e.g., changes to the HR 
operating model).
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Figure 2. Key Questions a Talent Strategy Should Address

Source: Gartner

To Achieve the Organization’s Strategy:

What organizational design 
elements must we maintain?

What culture and ways of 
working must we co-create?

What skills and capabilities must 
we build, buy or borrow? 

What leadership mindsets and 
behaviors must we foster?

What employee experience 
and EVP must we deliver?

What Key Questions Should  
a Talent Strategy Address? 
Talent is an essential organizational asset. Most 
organizations’ strategic plans include a “talent 
pillar” that specifies the talent requirements 
for achieving organizational objectives. A 
best-in-class talent strategy builds upon that 
core assumption and establishes what talent 
outcomes or “talent enablers” will be needed to 
achieve the organization’s strategy (see Figure 2). 
These include:
• Skills and capabilities 
• Talent segments and roles 
• Organizational design elements 
• Leadership mindsets and behaviors 
• Culture and ways of working 
• Employee experience and employee value 

proposition (EVP)
To achieve the desired talent outcomes, HR 
leaders must understand the organization’s 
maturity, the current talent landscape and the 
organization’s competitive environment:
How mature is your organization from a life cycle 
perspective? Is it a growing startup, successfully 

capitalizing on rapid innovation but struggling to 
build operational norms? Or is it a large, mature 
enterprise, with a slow growth rate and complex 
organizational structure, struggling to balance 
operational efficiency with more risk taking? This 
question should especially inform your evaluation 
of organizational capability, design, leadership 
and culture needs.
In what talent landscape is your organization 
operating? Most organizations are now operating 
in tight labor markets, but specific talent risks 
and needs will differ by geography and across 
workforce and talent segments. This question 
should inform your evaluation of critical talent 
segments and roles, as well as key employee 
experience and EVP needs.
What is your competitive environment? Can 
you share talent pools with competitors, or 
do you need to compete fiercely to secure an 
exclusive commitment from talent? Are you in a 
crowded marketplace of similar employers or in 
an undefined space? This question may inform 
your evaluation of culture, employee experience 
and EVP needs.
Once you consider these elements, you 
can identify talent enablers specific to your 
organization’s context.

HR Leaders Monthly | September 2022 6



How Should HR Leaders 
Identify Talent Imperatives?
Often, CHROs and talent management  
leaders take a bottom-up approach to building 
their talent strategies and identifying talent 
imperatives. They reflect on the state of 
the function and identify opportunities for 
improvement, then consider ways to address 
those opportunities. In this approach, the 
connection to organizational objectives is 
typically an afterthought. 
For example, an HR leader might identify a need 
to improve their organization’s performance 
management processes and enhance manager 
training, so they tie that initiative to an 
organizational objective of increasing division 
productivity or product quality. While this can be 
a valid approach, it can also result in voluminous 
strategic plans that miss the mark and fail to 
articulate clear talent imperatives.
The problem with the bottom-up approach is that 
it often doesn’t diagnose the root causes of the 

issues the talent strategy is meant to address. 
Consider the hypothetical example above: What 
does the organization really need to increase 
division productivity or product quality? Is it 
truly an organizationwide update of performance 
management processes, or is that a solution in 
search of a problem? Some HR leaders also fall 
prey to the “shiny object” trap and base their 
talent priorities on emerging trends. These 
trendspotters often have great talent acumen 
and perspective on the external landscape, but 
they struggle to achieve buy-in for their talent 
strategy because it is fundamentally misaligned 
with the organization’s needs and level 
of maturity. 

Instead, we recommend working backward 
from the organization’s strategy. HR leaders 
should thoroughly understand the organization’s 
priorities, identify associated long-term “talent 
enablers” and medium- or short-term talent 
challenges that impact those priorities,  
and then identify their top talent imperatives  
(see Figure 3).

Figure 3. Translating Organizational Priorities to Talent Imperatives

Source: Gartner

Organizational Priorities Key Talent Enablers

Key Talent Risks

Talent Imperative

Strengthen the leadership 
bench and global 

leadership capabilities

Effective global 
leadership

Weak leadership 
benches

Market expansion
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Any given organizational priority can have a 
myriad of potential associated talent imperatives. 
HR leaders can use a simple set of diagnostic 
questions to narrow focus to the most relevant 
talent imperatives. For example:
• From a talent perspective, what must be 

true for the organization to achieve its 
objectives? What, if put in place, would 
significantly accelerate achievement of goals 
or enhance the organization’s ability to execute 
its strategy?

• What are the greatest talent challenges 
preventing achievement of the organization’s 
objectives? Which challenges are significantly 
slowing achievement of goals or degrading the 
organization’s ability to execute its strategy?

• Considering different talent risks, what is the 
degree of impact and likelihood of risk for each 
talent risk? Which risks have both the highest 
impact and the highest likelihood of occurring?

• What talent issues would both leaders and 
employees agree must be addressed for the 
organization to succeed?

HR leaders should work with a broad array of 
stakeholders to inform their identification of 
potential talent imperatives. To learn more about 
how to engage with this variety of stakeholders, 
see Focus on Agility and Coordination to 
Integrate Your Talent Management Strategy  
With the Business.

How Should HR Leaders 
Prioritize Talent Initiatives? 
Once leaders have identified key talent 
challenges and imperatives, they can prioritize 
potential imperatives by considering their:
• Organizational impact — The extent to 

which the initiative will positively impact the 
organization and create value

• Complexity — The extent to which the 
initiative requires coordination and buy-in

• Investment — The extent to which the initiative 
requires resources or adjustments to team 
responsibilities

Using these dimensions, you can separate 
initiatives into four categories (see Figure 4):
1. Actionable initiatives — Initiatives that 

should be prioritized for execution and given 
preference for resource allocation

2. Priority initiatives — Initiatives that should be 
prioritized based on availability of resources 
(people, money, time)

3. Initiatives for careful consideration — 
Initiatives that require careful consideration 
for timing and sequencing based on capacity 
to complete the work

4. Parking lot initiatives — Initiatives that 
should be deprioritized or shelved for future 
consideration

Figure 4. Initiative Prioritization Exercise

Source: Gartner
a Complexity and Investment reflect a function of independent evaluations.

High

Medium

Low

Bu
si

ne
ss

 Im
pa

ct

Complexity and Investmenta

Actionable

Actionable: These initiatives should 
be prioritized for execution and given 
preference for resource allocation.

Priority: These initiatives should be 
prioritized based on availability of 
resources (people, money, time).

Careful Consideration: These initiatives 
require careful consideration about the 
timing and sequencing for action based  
on the capacity needs to get the work done.

Parking Lot: These initiative should be 
deprioritized or put in the parking lot for 
future consideration.

Resource 
Trap

Parking 
Lot

Careful 
Consideration

Low Medium High
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Conclusion
HR leaders now have an unprecedented 
opportunity to redefine their role and build 
their reputation as proactive, strategic leaders. 
To do so, they must avoid common planning 
pitfalls and establish a clear and compelling 
talent strategy — one that clarifies how best to 
optimize the value of the organization’s talent 
assets by focusing on a limited set of strategy-
aligned talent imperatives.

HR Leaders Monthly | September 2022 9



© 2022 Gartner, Inc. and/or its affiliates. All rights reserved. EVTM_950_1883187

Join the premier conference for  
CHROs and their HR executive teams
Access actionable insights and real-world examples on how HR can  
get employees pulling in new directions, finding greater authenticity,  
creativity and connection amid digital fatigue, elevated turnover and  
political polarization.

You’ll learn how to:

•    Attract, engage and retain a diverse workforce aligned to achieve  
the organization’s social purpose and financial targets.

 
•    Build social and emotional connection into the employee experience  

for a fast-changing, distributed workforce.
 
•    Cultivate both emerging microcultures and broad networks across  

collaboration platforms to drive innovation and change.
 
•    Complement analytics with human judgment to make principled  

business decisions in the face of polarization.

Gartner ReimagineHR 
Conference 2022

Brian Kropp, Conference  
Chair, Distinguished VP  
and Chief of Research

Learn More
October 24 – 26, 2022  |  Orlando, FL

Save $500 with 
code HRLEADERS

Learn More

https://www.gartner.com/en/conferences/na/human-resource-us?utm_medium=asset&utm_campaign=EVT_GB_2022_GTR_NPP_IA1_HRLEADERSMAG&utm_term=hr-leaders-mag
https://www.gartner.com/en/conferences/na/human-resource-us?utm_medium=asset&utm_campaign=EVT_GB_2022_GTR_NPP_IA1_HRLEADERSMAG&utm_term=hr-leaders-mag


Building a human capital strategy is often a difficult task 
for CHROs and their teams, and lessons learned from 
falling back on shared experiences from peer CHROs 
and other HR leaders are rarely captured and shared. 
Therefore, we offer the CHRO Strategic Roadmap series.

Plan Your Human Capital 
Strategy With CHRO 
Strategic Roadmaps
by Gaston Gomez Armesto
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Chief HR officers (CHROs) and their teams often 
struggle to build a human capital strategy for critical 
moments — from picking the best format in which 
to share a strategy to selecting what to prioritize 
based on the organization’s specific situation. Often, 
CHROs are presented with challenges they and their 
organizations are facing for the first time, such as 
being prepared for and handling an extended period 
of hypergrowth, going through an integration post-
M&A or the ongoing widespread challenge of hybrid 
work. Sometimes, leaders have already contended 
with one of these scenarios at some point in their 
professional lives, but the context of their current 
situations may challenge their experience and 
expertise. Such doubt makes them seek reassurance 
on whether their proposed strategy is the optimal 
one or whether it will work at all.

Source: Gartner

Figure 1. Strategy on a Page for Hybrid Workforce Implementation

• Regrettable turnover
• Intent to stay
• Inclusion index
• ...

State of HR Now

• Set targets for 3+ years
• ...

State of HR in 
the Next Years

CHRO Strategic Roadmaps
The CHRO Strategic Roadmaps series shares 
a plan of action to help CHROs craft a human 
capital strategy in a specific setting for their 
organizations. Each edition of the series distills 
lessons and experiences from extensive qualitative 
interviews with CHROs and HR leaders who have 
created human capital strategies under identical 
circumstances. It also shares their advice in a 
simple and visual format: a strategy on a page 
(see Figure 1). In this way, the roadmaps provide 
CHROs with prioritized strategies for specific 
organizational situations to help them craft  
human capital strategies contextualized for  
their organizations.

Top Human Capital Strategic Initiatives

Define behavior norms for meetings

Market the flexible work policies

Shift performance management from inputs 
to outcomes

Identify and address potential sources  
of bias

Define “job of the office” 

Focus on feasibility and portability

Focus on flexibility

Underlying Beliefs and Assumptions

• The CEO has committed to hybrid/remote work.
• The organization has set a date for employees to return to the workplace.
• ...

HR Strategy for Hybrid Work: Your organization is shifting to 
full-time hybrid/remote work for some, if not all, employees.
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The strategy on a page covers all the essential 
elements of a strategic plan, including: 

• Scenario — A brief description of the setting 
the organization is facing

• Underlying beliefs and assumptions — Set 
elements the CHRO can’t change and that 
enable and reinforce the purpose of the 
strategy (for example, a company’s strategy)

• Top human capital strategic initiatives — 
Focus on what the CHRO and HR senior 
leadership team are responsible for and can 
control via the HR strategy (versus designing 
an entire company strategy, which is an input 
for the HR strategy)

• KPIs — How to measure the impact before and 
after as well as track impact (see “State of HR” 
on far left and far right in Figure 1)

• Rationale — Bullet points explaining the 
reasons for selecting each priority

So far, the CHRO Strategic Roadmaps series 
has covered several challenging scenarios that 
many CHROs are dealing with today: hybrid 
work, hypergrowth and post-M&A integration. 
This research outlines the key structure of these 
roadmaps. More details can be found in the 
individual roadmaps. As this series continues, 
forthcoming roadmaps will cover other scenarios.

Scenario: Developing  
a Hybrid Work Strategy
Many organizations are implementing a full-time 
hybrid/remote work strategy for some, if not all, 
of their employees. This shift enables HR leaders 
to build upon the successes of the past two years 
while addressing some of the very real risks to 
attracting prospective employees and retaining 
existing ones. We have identified seven key 
strategic initiatives for CHROs designing a hybrid 
work strategy:

1. Elevate your strategy to focus on flexibility — 
Focus your strategy on flexibility so you do 
not exclude site-dependent personnel or risk 
creating a culture of “haves” and “have-nots.”

2. Focus on feasibility and portability of the 
specific tasks that employees perform — 
When evaluating eligibility for remote/hybrid 
work, focus on employees’ specific tasks — 
not their roles.

3. Define the “job of the office” in a hybrid work 
environment — Define what the job of the 
office is so employees understand why you’ve 
asked them to return and what they can 
expect to do while there.

4. Identify and address potential sources of 
bias against remote/hybrid employees — 
One way to continue making progress toward 
your diversity, equity and inclusion goals is to 
pinpoint and address any potential sources of 
bias against remote/hybrid employees.

5. Shift the focus of performance management 
from inputs to outcomes — Move the focus 
of performance management from inputs 
to outcomes so managers can evaluate 
their teams on the quality of the work they 
produce — not the amount of time they spend 
in the office.

6. Define behavior norms for in-person and 
virtual meetings — Create a more positive 
experience for all employees and a more 
inclusive environment for remote/hybrid 
employees by defining the behavior norms 
for meetings.

7. Market the organization’s flexible work 
policies more broadly — Communicate 
and champion your organization’s flexible 
work policies to more broadly enhance 
your employment brand and avoid costly 
salary premiums.

(For the full roadmap, see CHRO Strategic 
Roadmaps: Hybrid Work.)
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Cont'd photo

Scenario: Organizations  
in Hypergrowth
Organizations in hypergrowth mode are 
experiencing a need to abruptly increase their 
operations and resources because of market 
expansion, a new product launch or other 
reasons. This roadmap addresses organic growth 
only, not growth by mergers and acquisitions, 
which is covered in a separate roadmap 
discussed below. The following are the top 
human capital strategic initiatives for CHROs  
in a hypergrowth setting:

1. Develop a dynamic strategic workforce 
planning capability — Create a strategic 
workforce plan (SWP) that defines the roles, 
skills and competencies required at each 
phase of growth to support the evolving 
organization’s needs.

2. Develop future-state organizational 
design — For each phase of growth, create 
an organizational design with a future-
state outlook. Consider changes in levels, 
capabilities, operating models and functions.

3. Revisit and sharpen culture — Revisit and 
hone company culture so there is clear 
guidance on how to manage cultural tensions. 
Provide teams and leaders with a strong 
understanding of the expected values, 
mindset and behaviors in a fast-paced, 
changing environment.

4. Relaunch your employee value  
proposition — Restarting or reinvigorating 
your employee value proposition (EVP) 
presents a differentiated deal that attracts the 
right candidates and generates strong pools

of talent while retaining the right employees by 
consistently delivering on that deal.

5. Embrace a robust talent acquisition function 
and capability — Ensure your organization 
has a robust talent acquisition function with 
corresponding capabilities. Equip your talent 
acquisition function with frictionless and 
efficient processes, technology and resources 
to achieve superior recruitment outputs in terms 
of quantity, quality and speed of recruiting to 
deliver on ambitious recruiting targets.

6. Enhance internal mobility, and explore 
alternative employment model options — 
Amplify internal mobility opportunities and 
explore alternative employment options to allow 
for the right mix of build, buy and borrow in 
the human capital strategy. Having alternative 
resources and employment models that add 
flexibility and contingency helps mitigate risk 
during growth.

7. Recalibrate your rewards plan — Revisit  
and revise your employee rewards plan to 
include benefits that address the symptoms  
of burnout. Use project-based bonuses, long-
term incentives (LTIs) and multiplier plans to 
drive retention and foster growth goals.

8. Overinvest in change management — 
Significantly invest in change management 
efforts to shape, communicate and generate 
feedback loops. Such efforts result in every 
associate understanding the company’s vision 
and having a chance to provide feedback on 
where the organization is headed, the agility to 
adjust along the way and knowledge of what is 
expected of them.

(For the full roadmap, see CHRO Strategic 
Roadmaps: Hypergrowth.)
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Scenario: Post-M&A 
Integration
Companies going through an integration post-
M&A need to sort out processes, systems, ways 
of working and culture sustainably and as quickly 
as possible. However, this process tends to be 
confusing and difficult to navigate, especially 
considering both organizations are trying to fulfill 
their day-to-day responsibilities. CHROs can 
manage post-M&A integration more effectively 
with the following strategic initiatives: 
1. Create an HR integration and business 

alignment team — Build a team that can 
shape and communicate the integration 
plan, stating key milestones to provide clear 
meaning and purpose for every company 
member of the merger’s current and future 
direction. Clear meaning and purpose also 
focuses on a constant alignment check 
between the HR and business strategies. 
When building your team, keep these 
points in mind.

2. Assess talent risks and attrition risks for 
indispensable knowledge — Assess your  
key talent situation and address retention  
of indispensable knowledge against deal-
specific criteria for key talent to avoid losing 
strategic capabilities and value to the newly 
formed organization.

3. Develop a coordinated workforce plan  
view — Create an SWP view that provides 
guidance and clarity on the workforce supply-
and-demand curves, as well as gaps and areas  

for efficiencies, based on the new portfolio  
of products/services.

4. Outline a new organizational design — 
Outline your new organizational design 
and reporting lines to bring initial clarity to 
workflows, headcount and roles to avoid 
duplication and set clear dispute approvals 
and governance for each business unit.

5. Align the HR team’s design and operating 
model to a common philosophy and 
principles — Align the HR team’s design and 
operating model to a common philosophy and 
principles aligned with critical HR services 
in focus to achieve homogeneous offerings 
of talent products, services, processes and 
targeted efficiencies.

6. Understand both cultures, and agree on a set 
of core values and behaviors — Take the time 
to gather knowledge and insight about the 
existing and acquired companies’ respective 
cultures. Also, agree on a set of core values 
and behaviors that will help managers and 
employees clearly manage cultural tensions, 
while forging together the “new” culture.

7. Harmonize compensation, benefits and 
contracts — Harmonize compensation, 
benefits, contracts and all aspects within 
the total rewards and contractual terms and 
conditions space to achieve an externally 
competitive and internally equitable total 
compensation approach.

(For the full roadmap, see CHRO Strategic 
Roadmaps: Post-M&A Integration.)
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Rising economic pressure requires CHROs to rethink their 
budget decisions amid hypercompetition for talent. This article 
provides insights about current HR budget trends, highlights 
the steps of a structured HR budgeting roadmap and reveals 
three keys to budgeting success.

How to Create an 
Effective HR Budget
by Hanne Nieberg

Current HR Budget Trends
Just as many countries began recovering from 
COVID-19 impacts this year, the hypercompetitive 
talent landscape as well as geopolitical and 
socioeconomic uncertainties are impacting how 
CHROs allocate their resources. HR leaders are 
indicating a less positive outlook for 2023 HR 
budgets. While two-thirds (66%) of HR leaders 
planned to increase their function’s budget 

last year, early indications for 2023 show that 
only 39% of HR leaders plan budget increases. 
One-third state they will need to decrease their 
budgets, while another third plan to keep their 
budgets at the previous year’s level.1 
Considering the current economic development, 
HR leaders must act now by preparing for the 
potential need to reprioritize their budgets and 
proactively identifying items to cut in response 
to rising macroeconomic pressures.
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Top Investment Areas
The current top three areas for HR investment 
are HR technology, staffing and recruiting, and 
diversity, equity and inclusion (DEI) (see Figure 1).

1. HR Technology
Every second HR leader (54%) plans to increase 
investments in HR technology.1

Based on the 2022 Gartner CEO and Senior 
Business Executive Survey, growth- and 
technology-related activities are the top two 
business priorities for CEOs for 2022 and 2023.2 
While CEOs continue their digital focus, most  
HR functions adapt too slowly, showing low 
maturity in the HR technology space (with an 
average maturity of 2 out of 5 in our functional 
maturity assessment).3

Evolving hybrid work strategies have changed 
employee expectations, which demand 
enhanced HR technology solutions. HR 
technology investments must address HR’s 

greatest challenges of sourcing and developing 
critical skills now and for the future, designing 
adaptive work and delivering a world-class 
employee experience centered on equity, 
heightened personalization and radical flexibility.

2. Staffing and Recruiting
Recruiting leaders today are at the intersection 
of surging talent demand and tight labor supply. 
On the demand side, as businesses recover and 
transform, they are adding more headcount and 
requiring newer types of skills. On the supply 
side, recruiting leaders need to cope with rising 
attrition and mass turnover risks across all 
talent segments. 
Candidates are fundamentally rethinking 
the place of work in their lives. Social justice 
movements, burnout and long-term remote work 
have left candidates demanding radical flexibility 
and more fairness in the workplace. As familiar 
tools prove ineffective or inadequate in today’s 
hypercompetitive labor market, 48% of HR 
leaders plan to increase their recruiting budgets.1

n = 43 HR leaders
Source: 2022 Gartner HR Budget and Efficiency Benchmarking Survey

Figure 1. Top HR Investment Areas
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3. DEI
Increasing investments in DEI have continuously 
been on HR leaders’ agenda in recent years. In 
2022, almost half of HR leaders (43%) plan to 
increase DEI investments — for many reasons.1

Organizations encounter mounting pressures 
to improve DEI efforts not only internally 
from employees and boards of directors but 
also externally from shareholders, customers 
and communities. While many organizations 
have made heightened commitments to DEI 
in the workplace, we still see low diversity in 
the leadership pipeline, as underrepresented 
talent segments experience slower rates of 
promotion and lower perceptions of their 
leadership potential.4

The hybrid work environment is creating 
new DEI problems. Underrepresented talent 
is more likely to work remotely, with limited 
visibility to managers. They both perceive that 
on-site workers are more productive and more 
committed — despite evidence to the contrary  
— leading to biased performance assessments.5 

Virtual communication channels also provide 
aggressors with “shelter” from disapproving 

looks or reactions, making it easier to express 
hostility.6 With online harassment and incivility 
on the rise overall, it’s not surprising that these 
problems are disproportionately affecting 
women, Black, Asian, Latinx, multiracial and 
LGBTQ employees.

How to Design Your  
HR Budget
A well-planned HR budget is essential for 
building a business case for HR investments 
to help organizations succeed in a 
hypercompetitive talent landscape marked by 
resignations, hiring slumps and mass-turnover 
threats. This requires CHROs to select a suitable 
budgeting model, follow a structured budgeting 
roadmap and pay attention to budgeting 
success keys.

Prevalence of Different 
Budgeting Models
The most common budgeting models used  
in HR are historical budgeting, rolling-forecast-
based budgeting and zero-based budgeting  
(see Figure 2).

n = 101
Source: 2022 Gartner HR Budget and Efficiency Benchmarking Survey

Figure 2. Most Common HR Budgeting Models

ADD LINE ART
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Used by 43% of HR functions Used by 38% of HR functions Used by 19% of HR functions
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• Historical budgeting — Budgets are based  
on historical spending, with adjustments 
made for factors such as expected growth and 
market shifts. This budgeting approach is most 
suitable in mature, cash-rich businesses or 
longer-cycle businesses that are not subject  
to short-term volatility.

• Rolling-forecast-based budgeting — Budgets 
are updated regularly throughout the year to 
reflect changes in the industry or economy 
and include potential resourcing needs beyond 
the current year. This budgeting technique is 
most common in fast-growing and dynamic 
businesses, as well as established businesses 
that are at risk of financial pressure.

• Zero-based budgeting — Budgets require 
justification for any expense in a particular 
cost center, department or business unit for 
every new period. This helps ensure a strong 
budget alignment to strategic HR and business 
priorities. Businesses driven by innovation or

Source: Gartner

Figure 3. Steps to Create an HR Budget
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• Step 3: Draft budget based on (shifting) 
organizational priorities. Allocate resources 
accurately to support key organizational, 
business and HR objectives. Build a 
contingency plan with dedicated opportunities 
to save cost. Highlight how the HR budget will 
change if the macroeconomic environment will 
impact organizational revenue negatively. 

• Step 4: Finalize and communicate budget 
with stakeholders. Iterate the budget draft 
with all relevant stakeholders, negotiate budget 
items, adapt the budget according to their 
feedback and eventually share the finalized 
budget with the broader HR team.

• Step 5: Monitor budget performance and 
change needs. Regularly review the planned 
budget and determine triggers for an 
immediate budget review or course correction. 
Identify improvement opportunities to increase 
the effectiveness of the budgeting process.

Three Keys to a  
Successful HR Budget
Finally, these three easy-to-apply tips will  
help CHROs increase their budgeting success. 
Each tip can be used independently or in 
conjunction, based on the maturity of the  
current budgeting process:

Align spending decisions with business 
priorities — HR leaders need to engage

with business leaders early in the planning 
process to more closely link HR’s budget 
plans to the broader business strategy. 
This approach helps HR prioritize budget 
initiatives and gather business leaders’ 
support for implementing them.

Build flexibility into the budget to 
respond to current macroeconomic 
developments — Budget owners need 
to carefully monitor how the current 
macroeconomic environment influences 
their organization’s business. They should 
also prepare contingency plans to allow 
timely adjustments to the budget, make 
appropriate cost cuts and ensure critical 
budget initiatives are not underfunded.

Involve the right stakeholders at the 
right time — Even if CHROs are solely 
accountable for the HR budget, creating 
the budget behind closed doors increases 
the risks of it being inaccurate, misaligned 
with strategy or rejected by the 
organization. Therefore, CHROs need to 
make sure their finance team is providing 
them with templates and necessary 
expert support. Also, they need to involve 
the HR leadership team to generate 
subfunctional budget plans. Finally, they 
must communicate the budget plan to  
the broader HR team when it is ready.

1 2022 Gartner HR Budget and Efficiency Benchmarking Survey: This research contains results from more than 414 organizations from across the 
Americas (76%), EMEA region (16%) and APAC region (8%) that participated in this survey, which was conducted from January through July 2022. 
Participating organizations represented all major industries, revenue sizes and organization sizes.

2 2022 Gartner CEO and Senior Business Executive Survey: This survey was conducted to examine CEO and senior business executive views on  
current business issues, as well as some areas of technology agenda impact. The survey was conducted from July 2021 through December 2021,  
with questions about the period from 2021 through 2023. One-quarter of the survey sample was collected in July and August 2021, and three-quarters 
were collected in October through December 2021. In total, 410 actively employed CEOs and other senior executive business leaders qualified and 
participated. The research was collected via 382 online surveys and 28 telephone interviews.

 The sample mix by role was CEOs (n = 253); CFOs (n = 88); COOs or other C-level executives (n = 19); and chairs, presidents or board directors (n = 50). 
The sample mix by location was North America (n = 176), Europe (n = 97), Asia/Pacific (n = 86), Latin America (n = 40), the Middle East (n = 4) and South 
Africa (n = 7). The sample mix by annual revenue was $50 million to less than $250 million (n = 58), $250 million to less than $1 billion (n = 81), $1 billion 
to less than $10 billion (n = 212) and $10 billion or more (n = 59). 

 Disclaimer: Results of this survey do not represent global findings or the market as a whole, but reflect the sentiments of the respondents and 
companies surveyed. 

3 Gartner HR Score: This research draws from data obtained from Gartner’s HR Score, HR Score for Recruiting, HR Score for Learning and Development, 
and HR Score for Talent Analytics in 2019 and 2020. Heads of the three HR functions and their leadership teams used the assessment to evaluate the 
effectiveness of their respective functions using objective, peer-based performance standards.

4 2021 Gartner Leadership Progression and Diversity Survey: This survey was conducted in February 2021. It polled over 3,500 employees from 24 
industries and 21 functions around the world.

5 2020 Gartner Improving Employee Engagement in a Remote Work World Survey: This survey was administered in September 2020 to 5,000 full- and 
part-time employees across North America, South America, EMEA, Asia/Pacific, Australia and New Zealand. Respondents worked at large enterprise 
organizations of over 1,000 employees. The survey included employees working on-site, remotely and a combination of both during September 2020. 

6 Workplace Harassment in the Age of Remote Work, The New York Times.
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How to Implement 
and Manage a Pool of 
HR Problem Solvers
by Jonah Shepp

An HR problem-solver pool enables CHROs to dedicate part of 
their teams exclusively to strategic work. CHROs can follow this 
guide to set up a problem-solver pool of their own and learn 
from the experience of other organizations that have explored 
this approach.
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Changes in the business environment have 
required chief HR officers (CHROs) to shift their 
priorities toward a greater focus on agility, 
operational efficiency and strategic alignment 
with the business. To meet these objectives, 84% 
of HR functions have restructured in the past two 
years, are in the process of restructuring or are 
planning to restructure over the next two years. 
For many HR leaders, the strategic component  
is the most challenging of these priorities to 
realize. More than half find it hard to free up  
their teams’ time from transactional tasks, and 
over a third say their teams just don’t have the 
skills to provide that kind of strategic support  
for the business.1 

Gartner’s HR Operating Model of the Future 
addresses these competing needs for greater 
operational efficiency and strategic impact by 
separating strategic from transactional tasks and 
assigning these responsibilities to different teams 
within the function. Optimizing operational work 
through a more efficient and effective service 
delivery model frees up more capacity and 
enables CHROs to dedicate part of their teams 
exclusively to strategic work.
One innovative approach to tackling that work 
is to establish an HR problem-solver pool: a 

group of HR team members who are dynamically 
deployed to work on a variety of projects 
using agile methodologies (see Figure 1). This 
approach leverages a wide range of skill sets 
from across the organization to best meet the 
needs of a given project or issue. Members of 
the pool are deployed to these projects based 
on their expertise and where they can add 
the most value.
A key benefit of a problem-solver pool is that 
its agile structure makes it more capable of 
adapting and responding to fast-changing needs 
and challenges than the traditional, hierarchical, 
process-oriented HR structure. The model also 
allows for flexibility in how the pool is structured, 
staffed and managed.

Is an HR Problem-Solver Pool 
Right for Your Organization?
Not every organization needs or is ready 
to establish an HR problem-solver pool. 
Implementing an HR problem-solver pool entails 
committing to an agile way of working that may 
not work for every organization. Before setting 
out to build a problem-solver pool, HR leaders 
should ask:

Source Gartner

Figure 1. The HR Operating Model of the Future and the HR Problem-Solver Pool
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• Why? What are the pool’s objectives and 
its expected business impact? Is your 
organization growing significantly while talent 
processes aren’t keeping up? Or do you need 
to change the way work gets done to meet 
business needs more quickly? 

• What? What types of projects do you envision 
the pool taking on? Will these projects be long- 
or short-term? Are you planning on making the 
pool a permanent fixture, or is it a temporary 
means of addressing a specific set of issues?

• Who? How many people are you willing and 
able to allocate to the pool? Do you envision 
growing your headcount to build it? Does your 
current HR staff have the skills and capabilities 
to do this job, or would you need to find those 
skills externally?

• How? How will you define and measure the 
pool’s success? How will you ensure it stays 
on target for its objectives? Finally, how will 
you monitor and manage the pool’s project 
portfolio? Do you have the capability and 
capacity to do so? 

Figure 2. Duration Versus Intensity Factors for a Problem-Solver Pool
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Short-Term Pool
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Design an HR  
Problem-Solver Pool
When building a problem-solver pool, HR leaders 
should consider two key factors — its duration and 
its intensity:
• Duration — How long the pool is set to last. 

Will it be a short-term pool to address a 
temporary rise in HR demands, or a long-term 
pool that becomes a permanent feature of your 
HR structure? 

• Intensity — How much time your HR problem 
solvers will spend in the pool. Will this be a part-
time activity in addition to other work, or will 
they work full-time in the pool? 

Depending on these parameters, CHROs can 
design different problem-solver pool structures, 
which have different strengths and weaknesses 
(see Figure 2). A temporary staffing model involves 
full-time staffers working in a temporary pool. This 
enables full dedication to the project(s) and the 
flexibility to quickly add or reduce staff resources. 
However, this model can make the pool overreliant 
on specific individuals for certain tasks or skills. 
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A parallel staffing model, by comparison, entails 
a permanent pool with part-time staffing. This 
model allows problem solvers to do multiple 
kinds of work, thus providing more development 
opportunities. It also enables greater exchange 
of ideas throughout the HR function and beyond. 
Without support, however, it could lead to time 
management issues as problem solvers are 
expected to complete projects on top of their 
full-time workload. 

Ellie Bertani, SVP of HR transformation at Wells 
Fargo, has experience building HR problem-
solver teams at both Wells Fargo and her 
previous employer, Walmart. In a recent webinar, 
Bertani compared how the two companies 
approached the design of their teams: “Both 
opted to use permanent, full-time pools, rather 
than temporary or part-time pools … However, 
the two organizations took very different 
approaches in other ways. Walmart aligned each 
team or portfolio of teams to a specific domain 
area, such as recruiting, performance and L&D. 
Teams stayed focused on innovating products 
and services in their areas and thus gained 
significant depth of expertise in their domains. 

Wells Fargo, on the other hand, has opted for 
a more flexible, generalist model. Teams might 
be engaged on any number of problems to 
solve, from strategic organizational design to 
reimagining talent mobility for the company to 
redesigning our offboarding experience.”

Define Roles and  
Build the Team
Once you have decided on a model for your 
HR problem-solver pool, the next steps are 
determining what roles it will include, sourcing a 
team to fill those roles and establishing the skills 
that team will need. A prototypical HR problem-
solver pool structure includes:
• HR leaders
• Problem-solver pool leaders who manage  

the portfolio of products
• Project leaders who manage the  

individual projects
• People managers who help oversee 

career development
• Project staff and subject matter experts
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In this structure, HR leaders set the priorities for 
the organization, which the problem-solver pool 
leadership uses to set the pool’s priorities and 
choose projects. They choose teams for those 
projects, which are led by project leaders. Those 
project teams develop and implement the projects 
(usually supported by product owners or subject 
matter experts). The pool leadership will then 
evaluate the pool’s success and share those results 
with HR leadership (see Figure 3).

Not every pool structure needs to look like this. 
For a smaller organization, many of these roles will 
likely be combined. The critical point is that you 
need to be realistic about how many people you can 
have in your pool and how to define the roles and 
responsibilities accordingly to yield the best results. 

Figure 3. The Problem-Solver Pool Roles in Action

Source Gartner
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CHROs can source problem solvers from a  
wide range of options: HR staff you already have, 
external hires with HR backgrounds or those with 
non-HR backgrounds, such as agile or scrum 
expertise. For example, in hiring for its People 
Agile Team, S&P Global focuses on consultative 
skills such as project management, collaboration 
and continuous learning. This competency model 
offers a stark contrast with many traditional HR 
roles, as deep HR expertise is not necessarily a 
requirement for the job. Deep agile expertise is 
also not a mandatory requirement. S&P Global 
believes it is more important to source critical 
thinkers, who can then develop HR and agile 
expertise on the job.
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1 2021 Gartner HR Function Structure Survey. This survey was conducted to understand the HR function structure and operating model at 
organizations. The research was conducted online from 27 September 2021 to 29 October 2021 and contains responses from 341 CHROs with 
representation from various geographies, industries and functions. The survey was designed and developed by Gartner’s HR practice research team.

Bertani also considers a diverse skill set 
advantageous in staffing an HR problem-solver 
pool. “My biggest advice is to get a healthy mix 
of backgrounds and experiences; diversity is 
key to the creative process,” she said. “I’ve seen 
success in mixing those with traditional HR 
roles, internal employees from other parts of the 
business and external talent that brings a fresh 
perspective to the organization.”

Manage a Problem- 
Solver Pool
Finally, you need to decide how your HR 
problem-solver pool will manage its portfolio of 
projects, as well as the individual projects within 
that portfolio. These projects might include 
revamping the onboarding process, refreshing 
competency models, updating the EVP or 
implementing a diversity recruiting strategy. 
An agile problem-solver pool can take on these 
types of cross-functional projects that involve 
a variety of stakeholders. However, juggling a 
variety of projects requires effective portfolio 
management. This includes:
• Deciding which projects to take on and in what 

order of priority
• Ensuring each project is aligned to the 

business’s priorities and strategic objectives

• Assessing progress against success metrics  
as appropriate for a given project

• Reviewing projects continually to ensure they 
remain valuable and viable

When managing individual projects, HR problem-
solver pools use agile methodologies to design 
evolving solutions. They start with a significantly 
impactful challenge, test several possible 
solutions and scale later. Execution involves 
launching a minimum viable product (MVP), 
then iterating upon it before fully rolling out a 
usable product. 

BBVA, for example, has a full-time dedicated pool 
of problem solvers that manage projects using 
the agile methodology. They hold daily, 10- to 
15-minute standups each morning where they 
discuss “doing, to do, done” on a physical board. 
Scrum masters help clear roadblocks of work 
that isn’t done. Every two weeks, they conduct 
sprint reviews, wherein the project teams review 
and assess their progress with stakeholders. 
During demo days, project teams share a demo 
of their solution with the CHRO — and the entire 
HR function. Finally, performance is evaluated 
every quarter upon each project’s completion, 
and all project members are evaluated on the 
same criteria around the successes of the project 
and its team. 
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A changing work environment requires HR 
leaders to rethink their HR functional priorities 
and build a compelling case for why certain HR 
services require further investment to accelerate 
business success and protect long-term growth 
capabilities. At a time when HR leaders are also 
under pressure to cut costs, knowing which 
HR services have the biggest impact on critical 
talent outcomes can help HR leaders reset their 
priorities, make the right investment decisions 
and defend their budgets.

The 2021 Gartner Preferences for Future HR 
Priorities Survey finds that HR operations is the 
category of HR services with the greatest impact 
on both manager discretionary effort  

and manager performance. Managers who 
rate the effectiveness of their organization’s 
HR operations highly show up to 20% more 
discretionary effort and up to 15% higher 
performance than those who do not (see Figure 1). 
To upgrade the capabilities of their HR operations, 
HR leaders should take an “HR operations first” 
approach by building a dedicated team to:
• Service managers with proper  

technological infrastructure
• Support them with transactional HR services
• Act as people relations advisors
• Provide relevant talent intelligence that enables 

managers to make effective people decisions

Quant Corner 
The Impact of HR Services 
on Critical Talent Outcomes
by Seyda Berger-Böcker

Figure 1. Maximum Impact of HR Services on Manager Outcomes

n = 1,706 managers and executives
Source: 2021 Gartner Preferences for Future HR Priorities Employee Survey
Note: Results represent the maximum impact a category effectiveness can have. They are calculated using multivariate regression 

models controlling for variances in employee and organizational demographics, such as organization size, industry and region.
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Today’s workplace is hybrid by default.
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Although HR leaders and HR business partners aim to have a 
strategic impact on the business, three critical barriers prevent 
HRBPs from serving as true strategic partners. This research 
offers chief HR officers a set of solutions for identifying and 
overcoming these barriers at their organizations.

How to Identify and 
Overcome Barriers to 
Strategic HRBP Impact
by Liana Passantino

For decades, HR leaders have tried to maximize 
the strategic impact of HR business partners 
(HRBPs), but many of these efforts have 
not been fully successful. Chief HR officers 
(CHROs) often attribute this to the burden of 
operational work that HR must complete and 
to the HR function structure. However, our 
research has found that regardless of operating 
model and organizational structure, three key 
barriers prevent HRBPs from reaching their full 
strategic potential:

• HRBPs’ interests, skills or role expectations are 
unclear or misaligned.

• Tactical or operational work takes precedence 
over strategic initiatives. 

• HR and business unit leaders are misaligned.

Underlying each of these barriers is the inherent 
difficulty in changing deeply ingrained habits 
and processes.
To increase HRBPs’ strategic impact, CHROs must:
• Manage and assess HRBPs’ interest, skills 

and role expectations through candid 
conversations and timely training.

• Ensure the right HR systems and processes are 
in place to support HRBPs in their work.

• Empower and support HRBPs in clarifying their 
partnership with the business, and hold both 
managers and HRBPs accountable for outcomes.

• Leverage best practices in change 
management, understanding that the shift in 
HRBPs’ roles and expectations toward more 
strategic work will take time.
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Five Questions for 
Diagnosing Barriers to 
Strategic HRBP Impact
CHROs can ask the following questions to 
identify which of these barriers are preventing 
their HRBPs from maximizing their strategic 
impact. Working through these questions 
in this order leads to different solutions 
depending on the location and complexity  
of the barriers they face (see Figure 1).

Figure 1. Diagnostic Questions to Identify Barriers to Maximizing Strategic HRBP Impact

Source: Gartner
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Question 1: Does the HRBP 
Have an Interest in Strategic  
or Operational Work?
Shifting the HRBP role to more strategic work is 
important, but not all HRBPs may be interested 
in or qualified for a more strategic role. CHROs 
must consider whether their staff are interested 
in strategic work, whether they have the skills 
and capabilities required and whether they 
understand the new expectations. We often 
hear that “HR is full of people pleasers.” The 
truth is, many HRBPs may enjoy the immediate 
gratification of resolving problems for employees 
and would not enjoy the longer-term projects of 
a strategic role that are more removed from daily 
employee interaction. 

If HRBPs are not keen on shifting into a more 
strategic role, HR leaders must have candid 
conversations to understand the type of work 
each individual is interested in. For some 
individuals, internal mobility to a role in shared 
services may actually be more welcome than 
expecting them to become more strategic. If 
no role within HR would be appropriate, work 
to identify if any roles outside of HR might 
be a good fit.

Question 2: Does the HRBP 
Have the Skills and Abilities  
to Be Strategic?
Once you have established that an HRBP is open 
to more strategic work, ensure they have the 
right skills and capabilities — or that you are 
providing training for them to increase their 
proficiency in core competencies. Unfortunately, 
only 39% of HR leaders believe their organization 
provides development that is designed to close 
HR staff skills gaps.1

In today’s hypercompetitive talent market, 
organizations must not only demonstrate their 
willingness to invest in their HRBPs’ ongoing 
development but also equip them with the 
specific skills they need by providing tailored 
and timely training. Although many HRBPs may 
lack the necessary skills, given sufficient interest, 
training and support, they can become valuable 
strategic contributors to the function. 
By this point in the process, HR leaders should 
understand which of their HRBPs are well-suited 
to strategic work based on their interests and 
abilities. Having categorized HRBPs by their level 
of interest and strategic skills, HR leaders can 
then determine what to do next with those who 
fall into each category (see Figure 2):

Figure 2. Mapping Strategic HRBP Interest and Skills
Identifying Talent for Strategic HRBP Roles
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Highly Skilled

Train and Support
Have career conversations, 

clarify strategic responsibilities 
and provide training and support

Strategic HRBPs
Core HRBPs with the skills, 

abilities and interest to 
serve in strategic role

Strategic HRBP role is not a 
good fit; other roles in HR or 
org may be more appropriate

Functional Turnover
Have career conversations, allow for job 
crafting, involve in change management 

and keep for transition period

Keep Temporarily or Convince to Stay

Source: Gartner
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• High skill, high interest — These core HRBPs  
are ready to serve in strategic roles.

• Insufficient skill, high interest — Target these 
HRBPs for career conversations, clarify strategic 
responsibilities, and provide training and 
support to help them build the skills they need.

• High skill, low interest — Have career 
conversations with these HRBPs as well. 
Consider involving them in change 
management processes to leverage their 
skills in the transition to a more strategic HR 
function. Then, either convince them to stay on 
as strategic HRBPs (perhaps by allowing them 
to shape their role through job crafting) or help 
them transition into more suitable roles. 

• Insufficient skill, low interest — Strategic HRBP 
roles are not a good fit for these employees. 
Steer them toward more suitable roles elsewhere 
in the HR function or the organization.

Question 3: Does the 
HRBP Understand the Role 
Expectations?
Even with an interest in more strategic work 
and proficiency in critical skills, HRBPs often 
struggle to act strategically because they do 
not fully understand the expectations that come 
with the role. When managing changes to roles, 
CHROs must ensure clarity and transparency 
in communications. Leaders often refer to 
their strategic HRBPs as “unicorns” because of 
how infrequently they observe truly strategic 
work in practice, but leaders are unable to 
define or communicate their expectations for 
strategic work.
For example, many HRBPs may think sharing 
information about diversity, equity and inclusion 
(DEI) initiatives is strategic, given the importance 
of these initiatives to the organization’s goals 
and priorities. In reality, this task is quite 
transactional. Through training and support,  
an HR leader could guide the HRBP toward more 
strategic actions. In this example, a strategic 
HRBP would instead focus on adapting the 
organization’s DEI goals and programs to their 
business unit or auditing HR processes, such  
as performance management, to mitigate bias. 

Question 4: Does the HRBP 
Have the Necessary Time and 
Support for Strategic Work?
All too often, HR leaders focus on the tasks that 
must be completed and upskilling individual 
HRBPs. However, ensuring HRBPs have a 
supportive ecosystem surrounding them is 
critical in enabling them to act strategically. This 
means HRBPs must have the systems, processes 
and data that allow them to focus their time most 
efficiently on strategic work. 
According to HRBPs, the most common barrier 
to doing more strategic work is the burden of 
transactional work. In fact, 67% of HRBPs report 
that they often help managers with tasks they 
could complete themselves via self-service 
tools.2 The immediate nature of many operational 
requests means HRBPs will prioritize requests 
from the line over longer-term strategic projects. 
This is problematic because over 70% of HR 
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leaders believe completing transactional work 
takes away from the function’s ability to act 
strategically and provide value to the business.3

To provide an enabling ecosystem for strategic 
HRBP work, HR leaders should:
1. Ensure employee self-service systems are 

user-friendly — Identify the highest-volume 
transactions HRBPs are handling, and determine 
whether these processes can be completed via 
self-service systems. If the HR function already 
has an HRIS or HCM, find out why managers are 
not using the self-service tools, and consider 
ways to make the system more user-friendly 
(e.g., by adding functionality such as a chatbot).

2. Leverage shared services to take on more 
transactional work — HRBPs may be unwilling 
to redirect the business line to shared services 
or share work with COEs, often because they 
are unsure of the capabilities of other areas 
of HR or their service levels. HR leaders must 
ensure all staff across the functional areas of HR 
understand HR’s priorities and each functional 
area’s responsibilities. Developing transparent 
service-level agreements (SLAs), RACI matrices 
and clear processes for handing off work can 
help address some of these concerns. 

3. Provide easy access to data — To efficiently 
monitor talent within the business unit, HRBPs 
must be able to easily review key metrics. 
Yet 40% of HRBPs report that they don’t have 
the data or dashboards they need to provide 
strategic support to the business.2 HRBPs often 
find that they need to regularly manually check 
and download data or that they are unsure about 
where to get the most accurate information 
when multiple systems exist. To identify a single 
source of truth for data and create user-centric 
dashboards, HR leaders should facilitate 
coordination between HRBPs, shared services, 
HR technology and talent analytics.

Question 5: Does the  
Business Expect Strategic 
Insight and Support?
To act strategically, HRBPs must have trusted 
relationships with their business leaders. 
However, just 58% of HR leaders believe their 
function is viewed as a strategic partner to the 
business.4 This means that business leaders often 
do not expect strategic insights from HRBPs. 
However, HR leadership must also empower  
and incentivize HRBPs to act more strategically: 
First, ensure HRBPs know how the HR function’s 
priorities and actions are connected to the 
business unit strategy and priorities they support. 
HRBPs should be able to tie their day-to-day work 
to these priorities. 
Second, encourage HRBPs to use their 
business acumen to challenge business 
leaders’ assumptions, ask probing questions, 
present data along with explanations and teach 
business leaders about the talent impact of their 
business decisions. 
Finally, collect performance feedback by asking 
business leaders more targeted questions, such 
as: “How has your HRBP helped your business 
unit achieve its strategic priorities?”
Despite encouraging HRBPs to challenge 
business leaders and push back against 
transactional requests, performance 
management processes often measure HRBP 
performance by soliciting quantitative and 
qualitative feedback from the business about 
its satisfaction with the help the HRBP has 
provided. This means HRBPs will be reluctant to 
tell a leader that they have to use the self-service 
tools or contact shared services for fear of being 
perceived as unhelpful and receiving a lower 
performance rating at year-end. 
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Conclusion
To increase HRBPs’ strategic impact,  
HR leaders must:
• Manage and assess HRBPs’ interest, skills 

and role expectations through candid 
conversations and timely training.

• Ensure the right HR systems and processes  
are in place to support HRBPs in their work.

• Empower and support HRBPs in clarifying 
their partnership with the business, and 
hold both managers and HRBPs accountable 
for outcomes.

• Understand that HRBPs’ shift in roles and 
expectations to more strategic work will take 
time, but leveraging change management best 
practices is critical.

1 2022 Gartner HR Score Diagnostic; n = 4,431 HR leaders
2  2021 Gartner Future of HRBPs Survey; n = 156 HRBPs. Scores were taken 

in aggregate to analyze the HR business partner (HRBP) viewpoint of 
transactional and strategic responsibilities in their role. Cross-tabs and 
analysis of variance (ANOVA) were used to compare frontline HRBPs 
to those at the manager level or above regarding role preferences, 
responsibilities and barriers to performing strategic responsibilities.

3 2021 Gartner HR Priorities Survey; n = 128 HR leaders
4 2019 Gartner HR Structure Survey; n = 104 HR leaders
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HR business partners have a large role to play in change 
management. To turn their HRBPs into effective change 
leaders, HR leaders should revisit the design of the HRBP 
role, offer accessible training and tools and consider 
establishing a change management center of excellence.

Equip HRBPs to 
Effectively Lead 
Change Management
by KaJaiyaiu Hopkins

HR Professionals Need to  
Be Effective Change Leaders 
In a dynamic, high-turnover business 
environment where significant organizational 
changes such as restructures, expansions 
and M&A are common, HR leaders believe 
effectively managing change is an increasingly 
important component of the HR professional 
role. Seventy-three percent of HR leaders 
say HR business partners (HRBPs) at their 
organization should spend more time on 
change management.1 For HRBPs to effectively 

accommodate leading change, HR leaders 
must provide simple and accessible resources 
that support implementation of change 
management capabilities.
The majority of organizations (68%) practice  
a top-down approach to change management,  
in which leaders primarily:
• Determine the changes organizations 

need to make.
• Create implementation plans for the 

workforce to follow.
• Communicate the “what” and “why” of change 

clearly to the workforce.2
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However, our research has revealed a more 
effective approach to managing the nonstop 
changes organizations are undergoing. When 
organizations follow an open-source approach  
to change management, leaders actively:

• Involve employees in co-creating 
change strategy.

• Adopt a “talk” approach that prioritizes 
two-way communication about change.

• Move ownership of implementation plans to 
teams doing the work.

An open-source approach makes change up to 
14 times more likely to succeed and reduces the 
likelihood of change fatigue by up to 29%.3 

HRBPs’ primary role in facilitating change 
management is ensuring leaders and managers 
use best practices to guide employees through 
change (see Table 1). The good news for HRBPs  
in organizations that approach change in a top-
down fashion today is that progress in any single 
element of open-source change increases the 
likelihood of change success.

Enable HRBPs’ Change 
Management Capability 
While HR leaders agree that HRBPs are key 
stakeholders to execute effective change 
management, change management activities 
are often crowded out by HRBPs’ expansive set 
of responsibilities. Often, HRBPs simply don’t 
have the time to undertake extensive change 
management training and develop foundational 
skills before there is an urgent demand for  
these capabilities. 
To enable HRBPs’ capability as effective change 
management leaders, HR leaders should focus on 
developing a consistent organizational approach 
that is easily accessible for time-pressed or 
novice change management leaders. A robust 
offering of in-depth training is also beneficial, 
particularly for HRBPs and other change leaders 
interested in developing more advanced change 
management skills. 
However, HR leaders can impact all skills 
and interest levels at scale with centrally 
created “quick-start” tools and templates that 

Table 1. HRBPs’ Role in Leading Open-Source Change

Source: Gartner

Open-Source 
Change Approach HRBP Role

Co-create Change 
Decisions

• Leverage their position as close partners with business leaders to identify 
which employees are best-positioned to provide high-value perspectives 
(e.g., Who is likely to be outspoken? Are specific demographics more likely 
to be impacted? Who would be surprised by the change?).

Two-Way 
Communication

• Equip managers to handle difficult conversations (e.g., when employees 
are anxious about the personal implications of the change).

• Create forums (online or offline) to connect with impacted employees for 
feedback or listening sessions.

• Foster a psychologically safe environment for employees to speak up.

Employee-Owned 
Implementation 
Planning

• Present the business case to leaders to try the approach.
• Help managers run effective implementation planning sessions 

with their teams.
• When necessary, directly assist employees with clearly understanding 

overall organizational priorities and translating those priorities into 
customized individual goals.
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provide simplified, accessible training on the 
fundamentals of change management. When 
HRBPs are given accessible tools to lead change 
management, they can more easily leverage the 
connections and trust they’ve built within the 
business to effect positive change outcomes. 
HP, for example, conducted an internal review 
of past organizational changes and found that a 
critical barrier to deploying consistent, effective 
change management was the dearth of scalable, 
easily accessible resources for change leaders 
to use. HP then derived a quick-start guide to 
change management (see Figure 1), with an 
emphasis on: 
• Self-service training tools with easy-to-follow, 

step-by-step instructions
• Guidance on seeking support or 

input from peers
• A target number of resources (e.g., tools, 

templates, training) to ensure novices 
aren’t overwhelmed

Figure 1. Example Cover Page of HP’s Quick-Start Guide

Source: HP
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HR leaders should also create a dedicated 
change management center of excellence 
(COE). A change management COE leverages 
experienced change management leaders’ 
expertise and sets the change management 
standards at the organization by establishing 
the concepts, policies and processes needed 
for HRBPs to contribute to change management. 
Change management skills are a critical enabler 
of the effective HR problem-solver pool in 
Gartner’s HR Operating Model of the Future 
(see Figure 2).

Not all HR leaders can free up funding for a 
change management COE immediately. HR 

leaders can get started on these early questions 
for a COE before securing the budget:
• Does the organization have an established 

perspective on an effective change 
management approach?

• How consistently are change management 
standards applied across the organization?

• Are there policies that help HRBPs determine 
the right balance of change management 
work to take on?

• Are there existing change management 
resources that can be repurposed into a 
scalable quick-start guide?

Figure 2. Establishing a Change Management COE to Set Standards

Source: Gartner
a Organization Design
b Organizational Effectiveness

COE embeds skill 
set into problem-
solver pool and 
talent leaders, and 
disbands/shrinks 
to 1-3 FTEs.

Human Capital Intelligence

HR Technology Team

People Relations Managers

Shared Services

HR Operations and 
Service Delivery Team

HR Problem-Solver Pool

Next-Generation COEs

OEb COE

Strategic Talent Leaders

Head of HR

HR COO

Change/ODa/OEb 
COE establishes 
and scales skill sets 
and reputation.
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1 2021 Gartner HR Function Structure Survey. This survey was 
conducted to understand organizations’ HR function structure 
and operating model. The research was conducted online from 27 
September 2021 to 29 October 2021 and contains responses from 
341 CHROs with representation from various geographies, industries 
and functions. The survey was designed and developed by Gartner’s 
HR practice research team.

2  2020 Gartner Workforce Responsiveness Survey for HR Leaders. This 
survey was conducted to understand the kind of interventions that 
HR leaders are making to improve their organizations’ responsiveness 
to changes. The study was conducted online from 17 December 2019 
to 23 January 2020 and contains responses from 66 HR leaders with 
representation from multiple industries and regions. The survey was 
designed and developed by Gartner’s HR practice research team.

3 2021 Gartner Change Management Employee Survey. This survey 
was conducted to understand the effectiveness of organizations’ 
change management initiatives. The research was done online from 
24 May to 11 June 2021 and contains responses from 3,351 employees 
with representation from multiple regions, industries and functions. 
The survey was designed and developed by Gartner’s HR practice 
research team.

The final step HR leaders can take to unleash 
HRBPs as change champions is to address the 
design of their roles. Traditional role design 
incentivizes HRBPs to spend most of their 
time on transactional activities, not change 
management. HR leaders can change role 
design by first measuring HRBPs’ performance 
on strategic skills such as change management. 
Second, they can create capacity in HRBPs’ daily 
workflows for change management activities 
by moving transactional activities to dedicated 
shared services.

Upcoming 
Virtual Events

Gartner regularly hosts 
virtual events across 
a variety of Human 
Resources topics. These 
webinars present an 
opportunity for you to gain 
insights from our research 
experts on making better 
decisions for your function 
and organization. 

The Changing Experience of Culture 
 in a Hybrid World 

Create Empathetic and Flexible Leaders 
to Retain Talent

Ask the Experts: Navigate Risk With 
Labor Market Insights 

Attract Critical Talent With 
Flexible Work Models 

Gartner Panel: New Opportunities for 
Talent Analytics in the Hybrid World
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The future of work has many implications for the HRBP role. 
HRBPs and HR leaders must understand the trends that will 
shape the way work gets done in the future, as well as the key 
actions HRBPs will take to support the line in operationalizing 
these trends.

What Does the Future 
of Work Mean for HR 
Business Partners?
by Russ McCall

Pandemic-driven flexible work models, 
empowered employees and societal debates 
have pushed the topic of the future of work to 
the forefront for HR professionals and business 
leaders alike. HR business partners (HRBPs) must 
widen their understanding of the future trends 
that will impact work along with how that impact 
will shape the support they provide to the line. 
The future of work goes beyond the question 
of where work is done to broader questions 
like how new technologies can enhance our 
workflows, how well-being can enrich our 

work lives and even how employers can help 
employees cultivate more meaning in work itself. 
HRBPs will play a pivotal role in operationalizing 
these trends.

We have identified the future-of-work trends 
that will likely have the greatest impact on 
organizations in the years to come. (For a 
complete discussion of these trends, view our 
webinar, 11 Trends That Will Shape Work in 2022 
and Beyond.) Most of these trends, whether 
individually or in combination, will impact HRBPs 
in the following ways.

HR Leaders Monthly | September 2022 41

https://www.gartner.com/webinar/4010295
https://www.gartner.com/webinar/4010295


Fairness and Equity Become 
Top Priorities, but Hybrid 
Harms DEI Efforts
HRBPs will be pivotal in understanding and 
addressing the tensions surrounding fairness 
and equity that impact employee experience in a 
hybrid work environment. They will need to listen 
more closely to employees to understand how 
they experience and perceive business decisions.

Actions to Take
• Narrative creation — HRBPs will need to tell 

the story of how the organization’s investments 
connect to individual employees’ needs at 
scale to shape perceptions of fairness. They 
will also use non-data-driven arguments to  
help managers recognize their own biases 
toward in-person work and its association  
with high performance.

• Employee listening — HRBPs will use 
innovative employee listening techniques to 
determine acute challenges related to fairness 
and equity. They will move beyond the annual 
engagement survey and focus groups to seek 
out real-time data from pulse surveys, data 
scraping and sentiment analysis.

• Internal mobility process redesign — HRBPs 
will experiment with alterations to the 
processes that result in perceptions of inequity, 
especially internal mobility and recognition. 
They will work with line leads to create tools 
that increase transparency in the promotion 
process. They will also measure overall equity 
in promotions, paying particular attention to 
the differences among remote, hybrid and 
on-site employees.

Employers Trade  
Hours for Pay
As organizations move from flexibility  
around where work happens to flexibility  
around how much work is done (reduced working 
hours, shortened workweeks), HRBPs will be 
tasked with proving the value of these new ways 
of working. They will also need to adjust key 
talent management processes to increase line 
managers’ acceptance of a reduced workweek.

Actions to Take
• Experimental design — To prove that giving 

employees more flexibility in the amount of 
work they do has a return on investment and 
does not disrupt business outcomes, some 
HRBPs will deploy A/B experiments, comparing 
the outcomes of employees within a given 
cohort who do and do not have this type of 
flexibility. Others will leverage the natural 
experiments that have developed through 
variation among business units and individual 
leaders’ decisions.

• Business case generation — HRBPs will  
have to prove to stakeholders that a change 
in work hours uniquely contributes to positive 
talent and organizational outcomes. Data-
driven business cases will be important in 
convincing business leaders of the need to 
experiment further.

• Outcome-driven performance  
management — With increased flexibility 
around how much employees work, HRBPs will 
have to help their business units conceptualize 
and operationalize a performance management 
system that prioritizes outcomes over inputs.
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Hybrid Drives More Turnover
As flexible working weakens employees’ social 
ties to their organizations and more remote 
opportunities reduce the cost of switching jobs, 
HRBPs will focus on isolating and correcting the 
causes of heightened turnover. They will use data-
driven and emotive-based tools to identify these 
causes, and they will humanize elements of the 
employee value proposition (EVP) to mitigate them.

Actions to Take
• Employee journey mapping — HRBPs will 

use journey mapping to understand how 
employees interact with their organizations 
during different life- and work-related 
moments. They will use this analysis to 
empathize with different employee groups  
and discover unmet needs and pain points.

• Data collection and analysis — To analyze 
the causes of heightened turnover, HRBPs 
will collect and interpret data to understand 
the nuanced reasons behind each employee 
exit and determine whether these reasons 
are shared among a specific employee 
segment or persona.

• Rebalance the EVP — HRBPs will work with  
line leaders to humanize aspects of the EVP  
to counteract turnover. They will apply insights 
gathered during the discovery phase to better 
respond to employee needs during and outside 
their workdays.

Automation Changes  
the Manager Role
HRBPs will work with managers to reshape 
their roles, skills and behavioral competencies 
as emerging technology automates most 
managerial tasks. HRBPs will spotlight empathy 
as the key capability for people leaders to 
succeed in their roles, and they will update the 
ways organizations select, promote and evaluate 
leaders in line with empathetic management.

Actions to Take
• Organizational design and role scoping — 

HRBPs will work with managers to determine 
which tasks are ripe for automation and which 
can be resourced at scale through a COE. 
HRBPs will reconstruct the manager profile  
to target empathetic and human management, 
detailing the underlying competencies that are 
new and expiring.

• Revamp successor mapping — Given the 
updated scope of people leadership, HRBPs 
will adjust high-potential employee selection 
criteria and successor matching to prioritize 
human leadership skills.
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Hybrid Tech Becomes 
Performance Tech
The connection, sharing and communication 
software that employees use today in flexible 
work environments will become embedded 
with tracking technology to evaluate employee 
performance, pushing HRBPs to become well-
versed in data ethics and the impacts of data 
misuse. They will employ change management 
tactics to ensure these emerging technologies 
target employee performance instead of 
monitoring employees’ activities.

Actions to Take
• Data ethics — As flexible work spurs on the 

creation of a larger data-tracking provider 
market, HRBPs must be fluent in ethical data 
usage and aware of trends and changes in 
employee acceptance of tracking. For example, 
they will evaluate questions around the purpose, 
amount and fairness of the data being collected. 
They also must be equipped to challenge line 
requests by discussing the pros and cons of 
these tools and how to leverage them, if at all.

• Change management — To successfully deploy 
these new data tools, HRBPs must co-create the 
purpose behind their usage with employees, 
bring employee voice into the technology 
rollout and increase general employee 
awareness of these tools and their benefits.

• Performance design — As technology evolves 
and widens the possibility of performance 
inputs, HRBPs must consider how to incorporate 
these inputs into performance systems and 
assess the weight they should carry.

Wellness Becomes the 
Newest Metric, While Sitting 
Becomes the New Smoking
HRBPs will seek to understand how employee 
needs connect with organizational well-being 
investments to increase participation in well-
being benefits and prevent negative health 
outcomes related to flexible work. HRBPs 
will nudge managers toward recognizing the 
importance of greater involvement in their  
direct reports’ well-being.

Actions to Take
• Data collection — As more organizations invest 

in broader well-being interventions, HRBPs 
will seek out passive data and proxy data to 
help prove the return from these investments. 
They will use these resources to measure small 
improvements and gain buy-in from skeptical 
line leaders to do more advanced tracking.

• Manager training — HRBPs will work with total 
rewards leaders to craft training that enables 
the mindset and skill set shifts necessary for 
managers to become effective stewards of 
employee well-being.

• Employee journey mapping — As flexible 
work arrangements become permanent, 
HRBPs will seek to understand how employees’ 
interactions with work have shifted, including 
how much time they spend sitting versus 
standing or moving around. HRBPs will use 
this information to recommend tactical 
solutions to “sitting disease” such as walking 
meetings, reduced virtual meeting time and 
virtual nudges.
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Rise of the Chief  
Purpose Officer
Employees continue to expect greater 
organizational involvement in societal and 
cultural issues. As organizations respond to 
these expectations, HRBPs will find themselves 
in a critical position between employees 
and leadership. As a result, HRBPs will be 
fundamental in understanding employee 
sentiment in real time as societal flashpoints 
emerge and in using employee voice to act  
on these issues.

Actions to Take
• Employee listening — As social and cultural 

debates emerge, HRBPs will need to use 
more sophisticated listening techniques to 
gauge employee sentiments and expectations 
regarding emerging issues. HRBPs will present 
their findings to the line to gain consensus on 
taking action.

• Network enablement — As organizations 
take stances on societal and cultural debates, 
HRBPs must find, engage and leverage 
segments of employees disproportionately 
impacted by the emerging issue. They must 
bring these groups of employees into the 
process of determining concrete actions the 
organization can take in response.
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Reshma Saujani
Founder of Girls Who Code 
& Marshall Plan for Moms
Reshma Saujani is a leading activist  
and the founder of Girls Who Code and 
the Marshall Plan for Moms. She is the 
author of “Pay Up: The Future of Women 
and Work (And Why It’s Different Than 
You Think).” Saujani is also the author of 
the international bestseller, “Brave, Not 
Perfect,” and her influential TED talk, “Teach 
girls bravery, not perfection,” has more 
than five million views globally. She began 
her career as an attorney and Democratic 
organizer. In 2010, she surged onto the 
political scene as the first Indian-American 
woman to run for U.S. Congress.

Interview
Redesign Work  
With Women in Mind: 
An Interview With 
Reshma Saujani
by Caroline Ogawa

Reshma Saujani, author 
and founder of Girls Who 
Code, details how women 
face unique barriers 
in the workplace. She 
argues that instead of 
encouraging women to 
work harder to clear those 
hurdles, organizations 
should remove them 
and redesign work with 
women in mind.
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Reshma Saujani recently joined the Gartner 
Talent Angle podcast to share the ways 
organizations can reshape work to better support 
women. The following insights are excerpted 
from that conversation. To hear the full interview, 
listen to this episode on Gartner’s Talent Angle 
Podcast: Rethinking Corporate Feminism, With 
Reshma Saujani.
What led you to start thinking that skills and 
mentorship might not be enough to set women 
up for long-term success at work?
I found myself in the pandemic with two little 
kids, running an organization — Girls Who Code 
— and it nearly broke me. And I have resources. 
I learned the hard way that having it all is just a 
euphemism for “doing it all.” You can’t just color-
code your calendar or delegate or mentor your 
way to equality.
Everything we tell women and girls is: “Read 
the confidence code. Lean in hard. Just do a 
power pose.” We’re constantly giving women 
the message that, “If only you fix yourself, you 
could get that corner office. You could get 
that promotion. You could start that company.” 
And we’re wrong, and the pandemic proved 
we were wrong.
We have to stop trying to fix the woman and 
fix the structure. It was a big departure from 
everything that I believed. I remember when 
I’d speak at a conference, and I may have just 
come from the green room breastfeeding my 
son. I’d get to the Q&A, and a young woman 
would ask me a question: “Mrs. Saujani, how 
do you balance being a mom and running an 
organization?” I would literally wave my hand. 
“Don’t worry about it. Just keep working hard.”
I’m so embarrassed looking back at that because 
that’s not true. I believed the big lie. I bought 
into corporate feminism. Now, I think we must 
really shift everything about our women’s 
empowerment programming and keep our 
singular focus on the structure.
What do you mean when you call on 
organizations to “pay up”?
I think organizations have to pay up and build the 
structures. Seventy-five percent of high school 
valedictorians are women. Fifty-seven percent 
of college graduates are women. The majority 
of those getting their master’s and Ph.D.s are 
women, aside from a handful of STEM degrees, 

which are changing by the minute. But that’s not 
reflected when you look at the Fortune 100, Wall 
Street, Congress, those getting venture capital 
funding, those starting small businesses. It 
doesn’t make sense.
Women are then made to believe they’re the 
problem because all of a sudden they lost their 
confidence. All of a sudden they stopped leaning 
in. All of our energy and effort has been on trying 
to fix ourselves and beat ourselves up.
When we think that we can’t balance having it all, 
we think that’s a personal problem, rather than a 
structural problem. But workplaces were never 
built for women. We have workplaces that are 
9:00 to 5:00, even though school days are 8:00 
to 3:00. We have after-work drinks and networking 
conferences that we can’t go to because we have 
this entirely other caregiving responsibility.
We don’t have affordable child care. Child care 
is not a benefit. The No. 1 reason why women 
either downshift their careers or are not able to 
fully participate in the workplace at their fullest 
potential is because child care is so expensive. 
That is what I mean by “pay up.”
What are some of the recommendations for 
organizations when it comes to supporting 
women with regard to caregiving?
First, we need to start subsidizing child care. 
We just recently launched a national coalition 
of companies that are starting to provide child 
care benefits. Right now, 10% of companies 
do. I want to get to 100% in the next three to 
five years. Forty-nine percent of women leave 
the workforce, choose between employers or 
downshift their careers because of child care.  
It’s either unavailable or too expensive.
If women are a “must have” and not a “nice 
to have” in the workforce, then child care is 
an economic issue, and it’s something that 
companies have to support. The child care model 
in our country is broken, and the only way that 
this is going to be solved is by the private sector. 
In the middle of the “Great Resignation,” this is a 
benefit that you provide to win the talent war.
The second thing is around flexibility and remote 
work. We have got to stop trying to just go back 
to the old normal, which was five days a week. 
We’ve learned that all employees — men, women, 
Black, white, gay, trans, nonbinary — want to 
have flexibility.
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Over the next year, we must think, “What could 
a productive hybrid workplace look like? How 
do I build it? What technology should I use? 
How do I make sure performance reviews don’t 
penalize people who choose to take advantage 
of flexibility?”
The third thing is mental health. Fifty-one percent 
of moms report being anxious and depressed 
after the pandemic. We should start allowing 
moms to be valued not just for their output but 
for prioritizing their wellness.
Have you seen any organizations who have 
successfully made the business case to fund 
these efforts?
I think Etsy is a gold standard in how they provide 
benefits for families. They’ve realized that it makes 
business sense because they have really low 
attrition rates. The cost of providing these benefits 
actually doesn’t supersede the cost of attrition. 
We know the most expensive thing is to hire and 
replace. If providing these benefits lowers your 
cost of attrition, then that makes business sense.
Can you share more about what you learned 
regarding women’s unpaid labor at work?
Who organizes the book club? The Christmas 
party? The holiday party? The baby showers? 

The DEI session? It’s women. Women do nearly 
all the unpaid labor at work, and we’re not 
compensated for it.

This is the first thing that needs to change at 
companies, and some companies are doing this. 
Some financial services companies are starting 
to compensate people who are doing the unpaid 
labor that makes the culture at work thrive. But it 
can’t be just women who are volunteering, and if 
women don’t do it, we can’t penalize them.

What is one message you’d like to share 
with HR leaders?
I think that HR leaders have so much power to 
fundamentally change the workplace. We should 
always be designing for the most vulnerable. 
When I created Girls Who Code, I went to refugee 
camps and the poorest communities. I said, “If I 
can teach a girl who doesn’t have Wi-Fi and only 
has one device shared by four siblings, I can 
teach anybody.”

When we designed workplaces, we designed 
them for a man who had a stay-at-home partner. 
We didn’t design them for a single mom who 
may be a woman of color. And we should have. 
We should have always designed for our most 
vulnerable. We have a redo opportunity here.
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Create an 
actionable  
DEI strategy  
on a page 
When creating and reviewing a diversity, 
equity and inclusion strategy, HR leaders 
should address the following:

Create and communicate your  
DEI strategy concisely with our  
one-page template. 

Create a tangible, stakeholder-informed  
DEI strategy.

Establish organizational accountability  
for DEI by defining roles, goals and  
success metrics.

Develop an authentic and informed 
commitment to DEI.

Download TemplateDownload Template

https://www.gartner.com/en/human-resources/trends/dei-strategy-on-a-page?utm_source=magazine&utm_medium=asset&utm_campaign=RM_GB_2022_HRL_NPP_IA1_DEISOAPMONTHLYAD
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Metrics of the Month 
September 2022

Metrics of the Month features snapshots of data from our Global Talent Monitor 
reports, which track worldwide trends in employee experience and perceptions. 
This month's metrics highlight employee perceptions of the business environment, 
illustrating the impact of global economic uncertainty on various regions of the world.

Business Confidence

Source: Gartner Global Labor Market Survey, August 2021 – July 2022
Note: All metrics are measured monthly and contain responses from an average 
of around 6,000 employees in 40 countries, representing various industries.
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