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Introduction

At the height of the COVID-19 crisis, as the entire
world was settling into self-imposed isolation,
Josh Bersin was invited by Gloat to give an in-
depth webinar on the Talent Marketplace. Bersin
proceeded to discuss, analyze and explore the
idea of this groundbreaking new technology, from
its origins and up to its strategic value during the

current pandemic.

The text you now hold in your hands is an edited
version of Josh Bersin’s talk — an abridged
version for executives - that’s been whittled down
to the core ideas without the many examples,
analogies and contextualization Bersin provided
in the full-length discussion, in order to provide

a clear, accessible source of the valuable

information Bersin divulged in his webinar.

THE TALENT MARKETPLACE: WHAT WORKS AND WHY NOW
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Executive Summary

As companies move from being functional hierarchies to
networked organizations, HR practices and technologies must
evolve to accommodate the new reality. It is now critical to
allow for more networked agility and resilience because, as
“Black Swan” events like COVID-19 and others demonstrate,
companies who do this stand a far better chance of succeeding
and thriving both during crisis and in the long term.

Using artificial intelligence to parse employee skills and
capabilities, the talent marketplace allows employees to
develop themselves and take ownership of their career by
offering a wealth of professional opportunities to choose from
within the company, while simultaneously offering managers
optimal candidates for their projects and positions from an
internal talent pool consisting of people already familiar
with the company, its culture and its goals. This boosts

the professional capabilities and personal engagement

of employees, thereby bolstering the overall resilience of
the organization. The talent marketplace also takes career
growth and development into account, both enabling it and

streamlining existing processes.

Bersin believes talent marketplaces provide amazing benefits
for organizations that adopt them, and projects that they will
become the center of HR management in the very near future.
It is prudent to try and reap the relative advantages as early
as possible.
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The State of HR in times of COVID-19

“Let me just give you a little bit of perspective. This is where
we were in January and February, and this is where we were
in March:
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« 34% drop in one week.

» Interest rates cut to zero

« $2 TrillionUS stimulus announced

» CDC believes 200,000 to 1.7 Million US citizens could die
* Work at home is now a life or death issue

07 May Aug 018 Mary tep 019 My Sep 2020 fre o

Obviously, we all fell off a cliff and suddenly realized that the

number one issue on the minds of our employees in this crisis

is their jobs. It’s there. It's actually their financial security.
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joshbersin

Top Issues On Employees’ Minds Q12 ~Apia o

Top Issues Week or April 7, 2020

Job Security | -
Personal Health I, 2o
Childcare and Home Schooling [INIINIGENNEEEEEEEEN 7
Personal Finances [NNINGTNEEEEEEEN -0

Remote work [NNNENEGEGEGEGEGEGEGEGEGEGEEE ;- Top 4 Issues
Viability of Employer [IIINNEGEGEGEEN -
Stress and Mental Health [NNEGEG - » Financial Security (81%)
Worklife Balance [N - + Health and wellbeing (56%)
Family Health [N -°- * Family (25%)

*» Productivity and work (20%)
Productivity [INNEGEGGE -

Social Isolation [N -

Something changed in HR, and we need to respond. What
hasn’t been going as well is coordination. That’s because,
if you really think about the last 20 years of HR, you see we

didn’t design HR to be a real-time responsive function.
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From Service-Delivering to a
Responsive Function

Black Swan Disruptions Bigger and More Frequent

COVID-19
Flood
Fire

A Wells Fargo

Boeing

Equifax

Bad earnings
or recession

Intensity Cyberattacks

nd Climate change
a z 5 Economic disruption
Disru ption Political disruption

Pandemics

9/11 Event
2001 Recession
2008 Meltdown
Brexit
Pandemic

Time

In my life, | went through the 1987 stock market crash, the 1989
fire in my neighborhood where | had to be evacuated, getting
laid off in the year 2000, the 2001 stock market crash, 9/11...

If you really think back, these kinds of events happen more
frequently than you realize. This means we have to figure out
how to create a more responsive HR function, and a more

responsive company.

What we need to do is to think about the design point for all of
your talent practices: about moving from being responsive to

being resilient. From being efficient to being adaptive. We have

to figure out how to move more quickly, because the business
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depends on it. And we’re going to find out in the next year or

two which companies can move fast — and which companies

can’t. Some of the companies that can’t simply aren’t going to

be around.

The Importance of People in a
Service-Centric Economy

One of the companies I've spent a lot of time with the last

couple of weeks is Emsi.

This is not a problem

of job destruction.

This is a problem of

money moving from

one place to another

Job Change Is Massive — 17+ Million Out Of Work

ﬁpe INDUSTRIES by % change in postings in March compared to January/February alt
INDUSTRY 5% 0% 75% 100%
Onling shopping +77%

IRBuranca cariors, beakers agencies
Hardware stares, home conters, n

Department stores and wholesale (ke costo
Publicigevermant sganci

Patonts, tadomarks, brand names, and/or franchise agroemants

Grocery stores %
Building construction  +1%
‘Support activities for transportation  +1%

Couriars and massengers  +1%

i” OCCUPATIONS with increasing postings in March compared to January/February al

QOCCUPATION 5% 50% 75% 100%

and +86%
Salos rops  +32% =
Fraight and stock-moving workers +23% S
Photographers. film editors. AV techs +18%
opy

Supervisors of police, firefighters, etc.

As of yesterday, there are 6.7 US million jobs open
about 18% less than last year but still big.

EE INDUSTRIES with decreasing postings in March compared to January/February Al
-75% -50% -25% INDUSTRY
I -47%  Cruise liners and freighters
I -44%  Hotels. resorts
-45% ini ion of quality prog
-43% inistration of
-42% Ci airlines, charter, and freight (like Delta)
I -40% New & used car ips. plus aute parts
I -34% Rentsl and leasing
I -35%  Textile mills
S 34% Manufacturing of sirorsft railroad. and motor vehicla equipment
I -34% Book & newspaper printing

i\ OCCUPATIONS with decreasing postings in March compared to January/February Jal

-75% -50% OCCUPATION

-55% Tour and travel guides
-66% Oil & gas extraction workers

-46% Pat
-41% Baggage porters, bellhops. concien ges
-40% Tutors & teachers

and sitters

~40% Teacher assistants
-40% Funeral home workers

Emsi collects all sorts of data on the job market, and we were

starting to produce regular reports on this. What you can see

is that in the last month there have been massive shifts in jobs.

But right now, today, there are almost 7 million jobs open.
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So this is not a problem of job destruction. This is a problem of

money moving from one place to another. The economy

. - L has moved from
Yes, we’'ve had this massive economic stimulus, and there’s

a lot of people out of work, but people are still buying things. manufaCturmg to
We still have a very high demand for consumption all over services. This is a big

th Id - it’s just we can’t it th did in th S
e world - it’s just we can’t consume it the way we did in the economic issue, and

past. So all of your companies are moving towards services, to

it gets to the heart

produce and deliver products in a safer, less physical face-to-
face way. of why the talent

marketplace is so

The Future of Work Before Covid-19

Al, Robotics, Sensors, Remote Work

83% of CEOs expect Al to
Ty radically change their
business in the next 3 years. /g
ﬂ ¥

51% have already
implemented major
automation projects in
services or product areas.

55% of employees are
worried about automation
taking their jobs.

N TR v W

This is really a redefinition of what we used to call the “future
of work.” The economy has moved from manufacturing to
services. This is a big economic issue, and it gets to the heart

of why the talent marketplace is so important.
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Shift to Service and IP-based Economy

Goods-Producing vs. Services Jobs as % of Total, USA, 1939 — 2014

00 ~--rmmmrmmremmommem e e e e s

60% S

Widening[

B0% 5N amsacs o~

Goods-Producing vs. Services Jobs (%)

o% % = - " " & T . - - T . - .
1939 1944 1949 1954 1959 1964 1969 1974 1979 1984 1989 1994 1999 2004 2009 2014

Source: U.S. Bureau of Labor Statistics ===Goods-Producing Jobs (%) ===Services Jobs (%)
“Fully Grown" by Dietrich Vollrath

Managing people is complex, and so how we deploy people,
how we move people, how we train people, and how we skill Ifwe can’t build
people is now the lifeblood of the company. Even more so in
this crisis. And so what we’re learning from the fourth industrial more adaptable,
revolution and all this worry about Al is that the “people part” agile talent models,
of the company actually still is the most important part. And so we won’t be able to

if we can’t build more adaptable, agile talent models, we won'’t

be able to keep up.

10
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Four Factors Impacting The Workforce

1. Increasing job 2. Decreasing talent 3. Decreasing mobility 4. Ageing talent
automation availability of skilled labour

Percentage of existing jobs at potential risk OECD unemployment rate Is cooperation among gov'ts and businesses OECD population ages 65 and above
of automation by education level across waves (% of total labour force) leading to greater movement of skilled labour (% of total population)

between markets? (showing only ‘no’)

Il Low education Medium education | 2015 W zo20
I High education B.5% 0% 25% 50% 75% 20%
8.0% - Giobal 18% -
Wave 1 {lo early 20205}
7.5% - North America
16% -
7.0% - Latin America
14%
Western Europe
Wave 2 (lo late 20203) bl 12% -
6.0% Middie East
10% |
55% iy |
Wave 3 (1o mid-20305) 50% Sty | 8%
18
2005 2010 2015 2020 CcEE 1960 1980 2000 2020

Bouros: PwC. 2rd Arval Giobal CEO Surve, Source. World Bank Group
Base: Giobal eepandents (2000«1,581; 2015=1.222)

Source: P, Wet moots mafy stwal our 0057 AR Intwmationa! ansyss Source: OECO
of the potential king fem-impact of utomation

Before the crisis, we were thinking about how to hire people,

move people, deal with age-related issues, and how to address You can lay people

off pretty fast. You

the increasing need for mobility. I’'m going to talk about mobility
in a minute, but the final thing | want to talk about before we
get into the Talent Marketplace, is layoffs. candoitina day or

two. But you cannot
hire them that fast

1
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Layoffs: A Slippery Slope

Series of layoffs in 2008 and 2009 resulted in labor unrest
N KIA and the company never really recovered.

2007 layoffs to replace workers with lower paid workers
resulted in poor service forcing company out of business.

Auburn and Baylor study found that companies University of Texas study found that after layoffs surviving
that survive layoffs are twice as likely to declare bankruptcy in employees experience a 20% decline in job performance, and a
next 5 years. 30% future increase in voluntary attrition.

In my 40-plus years of experience in the business community,
I've learned that when things like what we’re going through 20% to 25% Of the

now happen, and you have to furlough people or lay them

employees who are
off, or move them from place to place, you can lay people off

pretty fast. You can do it in a day or two. But you cannot hire laid Offsay they will
them that fast. It will take you months to hire them back. never come back to

Also, when people are let go the survivors are shocked by it. . .
this company again —
So the people that are left in the company lose about 20% of

and would probably

their productivity, just because of the fear that they’re going to
be next. never buy from that

company again,

The second thing that happens is that people who are laid off

usually leave the company with a negative feeling - and they

don’t want to come back.

| talked to some aerospace HR executives, because the
aerospace industry is very famous for these enormous ups

and downs. They’ve done studies that show that roughly 20%

12
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g

to 25% of the employees who are laid off say they will never
come back to this company again — and would probably never
buy from that company again, either. So if you can find a better
solution, if you can find a better way to move people and keep
them happy and keep your business operating well, you’re
going to be better off.

The Organization of the Future

Management Philosophies Have Changed

The Industrial
Corporation

Hierarchical
Leadership

Distributed

Collaborative
Management

Ditch The

Cascading Review

Goals

PM Check-ins
Software Feedback

<1950s 1960s-80s 1990s

This is a picture of performance management. To me,
performance management is a little bit like the canary in the
coal mine. It tells you what the philosophy of the company is.
Back in the days of Jack Welch, when GE was turning itself
around and everybody was copying their management
practices, it was the “up-or-out” model. You either get

promoted, or you go sideways - or you’re gone.

A Networks
of Teams

Continuous
Agile PM

OKRs
Team goals
Development
Empowerment

Today

The Trusted
Enterprise

Teams
Mobility
Resilience

Al, ONA
Engagement
Continuous
Development

2020

13
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Welch did a lot of letting people go to reduce bureaucracy.

But during the last economic cycle we tried to move

away from that, towards a more distributed form of goal
management, reducing the impact of reviews, becoming more
developmental, giving people more feedback, doing more
continuous development - and we landed where we are, where

the company now operates as a network.

to 25% of the employees who are laid off say they will never
come back to this company again — and would probably never
buy from that company again, either. So if you can find a better
solution, if you can find a better way to move people and keep
them happy and keep your business operating well, you’re

going to be better off.

The Organization Of The Future Has Arrived

How things How things
were “are”

In 2016, | was at Deloitte, and we surveyed close to 10,000
companies on their organization model. 96% or 95% of them

said, “we’re a functional hierarchy.”

Qo @ o
. Shared values and culture .
Transparent goals and
projects
Free flow of information and
feedback
People rewarded for .
. heir skills and abilities, not

position

How things work

14
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Two or three years ago we carried out the same survey, and
35% of the companies said “We’re a network. We operate as a

network. That’s the way we run our company.”

Pitney Bowes — a company who does mail sorting and mail
distribution - run their organization around “pods” of workers,
for instance. Retailers operate this way, and many, many other
companies operate this way. But have we built the talent

practices around it? Not yet.

Companies Find Team-Based But Still Struggle With Implementing
Work Improves Performance Talent Practices
Reduction in
performance 9% Company regularly
LEFAS creates cross-functional

Significant teams to solve problems
performance
improvement

54%

o Toul chavee Fewer than half of
LA employees have
clear goals
... just 45% of managers
support people working
on multiple teams

Minimal
por':l::nu Only 36% are held
""P';:'"""' accountable for
%

These goals

2019 Deloitte Human Capital Trends, n=1,200+ in 2019, July 2019

What most of the research finds is that network-based
organization models make sense, especially during times of
crisis. We need to coordinate, while we empower people to

operate at the edges, in the field, where things are happening.

But we are not very good at it, yet.

15
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= Readiness is Low: New Capabilities Needed:
Only 41% of companies believe their leadership = Thriving in a network = Driving results
development quality is high and this has not i Cliiomer el s Trust
changed since 2011. )
= Driving results = Fairness
Fewer than 20% believe they have a strong bench = Building a network = Team-building
Tortie/Iumire: = Technology acumen = Curiosity
= Learning culture = Growth mindset

= [nvestment is Available:

All CEOs want to invest more in leadership Microsoft’s New Leadership Model
development, but few believe in improving the . :
work-life balance of managers. + Provide Clarity

+ Generate Energy

* Drive Success

This leads me to the topic of the talent marketplace.

Career Growth: Traditional vs. Actual

A lot of companies build their career and progression models
around the pyramid, and the pyramid was designed because
we basically had labor, and we had management. Labor did the

work, and management directed it.

You had an opportunity in a company to move up the channel
on the left as labor - as a subject matter expert, or an individual

contributor, for instance - or move up the right as a manager.
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Top
Management

Senior Management

Middle Management

Senior Specialists ‘\first Line Management

Functional Specialists / Front-Line Employees

Back Office, Operational, Contingent Employees

As you can see, the manager track went higher up. So you

could make more money if you went into management.

So most of us went into management, even if we didn’t really
know if we wanted to. We tried it, and we may or may not have
found that it was a good idea. And in the process of doing that,

what we found was that actually, it never really worked like that.

In most companies, it looked a lot more like this, where we

traversed the organization over time,

A

Exec
Succession
) New

op ) Leader
Management

Developmental ),
Senior Assignment K
- F

Stretch Lateral
Assignment Promation

Func.tiop~ Specialisis

i l New

Assignment

Assignment

perational, Contingent Employees

17
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and did all sorts of other things, and we learned that
external assignments, developmental assignments, stretch People that are the
assignments, lateral promotions, getting loaned to other
. : : - most successful are
companies, working outside the organization - were all

incredibly good developmental experiences. not the people that

specialized early,

Studies show that the people that are the most successful

but actually those

are not the people that specialized early, but actually those
that jumped around a lot and tried a lot of different things. thatjumped around
a lot and tried a lot
This is because they developed situational awareness, Ofdiffé??‘é?flt things

context perspective, they learned things about adjacencies

in their careers that they never would have learned if they
had stayed on one set path. So the research that is coming
out now is showing that the real world of progression and

career and growth is more like this:

Society’s

. . Needs and
Succession Career
management Demands development

Organization Individual
needs/desires

Values

Strategic
initiatives Desired Annual goals
competencies
(knowledge,
behavior,
skills)

Open positions &
opportunities

Desired
business
outcomes

Development
Individual needs
Development Mobility
Plan (IDP)

Strengths Career
aspirations

Mission

Vision

Stra'tbglc AL
e
——

18
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It's really a marketplace. It’s really a matching game of
individuals; figuring out what they want to do with their lives,
their careers, their time, their jobs, and matching that to what

the organization needs.

It used to be that development planning was more of a
backwater afterthought people did at the very end of the
performance management process - but actually, this is what
makes companies succeed, because in the world we live in
today, especially with COVID-19, the traditional model that a

manager manages your career just doesn’t work.

Traditional

My manager decides ‘
when | am ready for a new position

First of all, managers don’t know everything that goes
on in the company. That’s really not their job. Their job
is to manage a project or a team, as many of the agile

organizations have learned.

In the world
we live in today),

especially with
COVID-19, the
traditional model
that a manager
manages your

Today

Career development means » Career development means
upward progression growth through new experiences
New positions ‘ I seek out and find
are offered to me new opportunities
My manager helps me My manager, mentor, and others
plan my career ‘ help me find job opportunities
Development focuses » Development is available to
on senior leaders everyone

when I'm ready to change roles

I decide ‘

Taking a new assignment » Moving to a new position is respected
can be risky and considered key to growth

19
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In the organizations of the future, managers manage projects
- people manage themselves. So we need a model where So we need a model
people can find and identify the jobs they want. It’s just like

where people can
a real marketplace. That’s why the word “marketplace” is so

find and identify
paradigms that have been in the way? the jobs they want.

valuable. But how do we get there from here, and what are the

It’s just like a real

The Repressing Paradigms

The big paradigm that | think holds companies back, is the idea

that talent is scarce.

Old: Talent is Scarce New: Talent is Abundant
« Annual performance review + Continuous performance discussions

* Annual development plan « Ongoing development planning

« Periodic development activities * Development in the flow of work

« Job move every 2-3 years » Assignments on a frequent basis

* Promotion every 4-7 years * Horizontal growth with promotion

* “Up or out” model of career * Everyone has unlimited potential

Many of the HR practices are built around this idea: we can’t
afford to move people around a lot, because we need to
keep them in the jobs they’re in; We need to give them time
to develop the skills they need; Managers will be penalized if
people leave their group, because it will interrupt their flow of

the business metrics they rely on, and so on.

20
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Succession Management Limits Your Thinking

Level 4: Employee & Team driven Continuously

Dynamic process, transparent, driven by employees and teams

Level 3: Leadership and Role driven Regularly

CEOQ and leadership driven, managers “promote” their ready candidates

Level 2: Talent Management driven Once

Development plans, talent reviews, 8-box grids, rarely done below top levels per year

Level 1: Replacement planning When

List of senior-level positions, list of high potentials, filling slots as they open needed

What we’re learning is that we’ve got to move beyond the
traditional models of succession replacement, to moving
people based on organizational needs, and getting out of

these boxes at the bottom.

21
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Reallocating People To New Roles

Old: Talent is Scarce

Performance Management
Succession Planning
Talent Reviews

Role Changes

Moves and Transitions

New: Talent is Abundant

Talent Marketplace
Dynamically matches buyers
(hiring teams) with sellers
(employees and staff)

Frees up project and gig work, empowers
company to quickly adapt.

Today the old process is far too slow to adapt to rapid change.

None of the things on the left side of this chart are going to
disappear, but they’re going to be used in a more limited
way, because most people will not become a High Potential
Employees. | know for a fact that one of the world’s largest
retailers is getting rid of the idea of a HiPO, because

the problem with the HiPO idea is that it promotes bias
discrimination. It implies that some people have a lot of
potential and some people don’t, and | just don’t believe

that’s true.

| think most people now realize that everyone has enormous
amounts of potential in the right job, under the right conditions,
with the right level of support. And so the new idea, which is
what Gloat has really brought to market, is that we can create
an internal marketplace for talent, that dynamically matches
buyers - people looking for talent - with sellers — people selling

their time, or, in other words, employees.

(19

The problem with

the HiPO idea is that
it promotes bias
discrimination. It
implies that some
people have a lot of
potential and some
people don’t, and I just

don’t believe that’s true

b5
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If you really think
The Talent Marketplace
about what the

The idea of the talent marketplace is that every employee Talent Mal"ketplace
oes into this system, curates their profile, fills it out and .

9 y P is, that’s the

makes sure that it's up to date, and does some assessment I

of their interests. Then, people looking for help, whether center Of tatent

they be projects or full time jobs, post opportunities in the

same system.

Career Good morning, Pauline m
e 23 Opportunities are waiting for you today —_—

Explore (23 Savedforlster/2  Wishlist/7 Allopportunities  Fulltime job  Project  Mentarship

Project G- G~ [Menieship @ -

Finance Manager for Future Leaders League HR Content Expert for Digital Experiences Be a mentor for Janina Birbel
2019 Organising Team Flagship 2020 Torsen

This is not just about adding a
few more coding lessons. It is
about fostering critical thinking,
independent problem-solving,
and lifelong learning that can
help people adapt to change.”

- Christine LaGarde

Mare details L u Mare details

A screenshot of Gloat's Talent Marketplace

One of the feeds to the talent marketplace is the applicant
tracking system. The applicant tracking system is the formal
way a job request gets opened, and then typically published
to the outside world. The way most of the implementation

of Gloat’s Talent Marketplace works is that all those jobs are

published inside the company network.

23
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What the Gloat system then does is use as much intelligence
as it can to recommend jobs, projects and gigs to employees,
and counterbalancing that, give hiring managers or project

leaders qualified candidates.
If you really think about what the Talent Marketplace is, that’s

the center of talent management - if you can get it to work. And

that’s why it’s so significant.

Mobility Models

Three Broad Options For Talent Mobility

+ Linear career paths « Vertical and horizontal + On-demand need-based
* Planned and managed * Facilitated, not planned « Changeable quickly
+ Functional in nature * Based on aspirations » Gig and project oriented

Pros and Cons

+ Easy to understand, + Supported by leaders, + Badly needed today,
Modeled in job market Fits succession needs New model of work

- Long time to build, may - Requires cultural shift, - Demands new systems
Become out of date Changes role of manager And new company culture

Processes Needed

Development Planning Development Coaching Transparent workforce plan

Self assessment, Self-assessment, Developmental need

clear career goals Purpose and direction Current passions

Let’s go back in time to career management circa 2006-2007.

24
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We did a big study of career mobility and career management
in 2009. | was looking through it and it was mostly about

the blue. It was about creating linear career paths, redoing

or updating the job architecture, creating functional steps

in determining, job by job, role by role, function by function,
what it would take to move to the next level. Those projects
were - and continue to be - incredibly important. As you can
see on the left, they’re easy to understand, they make sense
to employees, they make sense to managers. But they take a
long time to build, and they become out of date pretty quickly
- SO you've got to stay on top of them - and they require

development planning and career goals to be effective.

The second model of mobility is what | call “facilitated mobility,”
where you have planned and directed paths, like you do in the
blue, but you also have a system where we can pick somebody
up and move them from place to place, and there’s facilitation
through executive alignment, through talent reviews, through
critical job needs, where we can move people out of the
system and we can bypass the career miles on the left.

Finally, the third model is what | call “on demand,” and this is

where most of you are today.

If you’re going through a massive change, whether it’s a re-
org, merger, acquisition, or even the current crisis we’re going
through, you find yourself saying, “Oh, we got 150 people we

need to move over into this new

department! Where are we going to find them? Let’s pull the
report out of Workday and see if we can figure out who’s
available. And then we have to actually go find all of these

people, and assess them.”
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Now, all of these things are happening at the same time.
What Gloat did was different.

The Gloat Talent Marketplace

How The Models Compare

« Skills and experience * Needs of the business + Changeable at any time
» Tenure and reputation * Developmental needs » Based on interest and skills
+ Assessments, gated paths * May be stretch assignment = Skills models may help

< >

Competitors

Essentially, if you try to do the stuff on the left, there’s a lot of
tools that do that. Every HRMS, HCM, system LMS - have all

been designed for that.

But most of the work you find in the blue box is on you, not
really on the software. It’s rationalizing the job architecture, it's
determining what the paths are through internal conversations
and going through these projects. I've talked to quite a few
companies who'’ve done this. It’s about a two year project, and
it's a good exercise because you learn a lot about the job roles

and the job progression in the real work that’s going on inside

of your company — but it won’t keep up.
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Gloat basically said, “We’re not going this way. We’re going
to start on the right, and then go to the left.” Since Gloat’s
technology was based originally on recruiting, it essentially
does the planning part using Al: it takes out the manual labor

previously required for it, and does it automatically.

How does it do it? There’s a lot of pieces to it, and to some
degree, this is a chart you could be showing to the head of
talent acquisition in your company, because internal mobility

and talent acquisition are very, very similar.

Matching People and Opportunities

There’s really four things that have to happenin a

talent marketplace.

First, individuals have to offer up their skills. So there’s a
profile and then Gloat pulls in all sorts of information from
other systems that can pull it from the ERP. They can go
in and improve the skills profile individually, they can take
assessments, they can categorize their experiences,

and so forth.

Then there’s a discovery and matching algorithm. This is really I'think Gloat is
where the magic of these tools is, and what other vendors probably two, two

still don’t have. and a half

years ahead of other

vendors, having done
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How Do We Match People To Opportunities?

Job Discovery,
Analysis and Skills
Matching

Self-Assessment and

Selection, Interviewing, | Measure, Develop,

Promotion Fit, Onboard, Hire Grow, Reward

= Fill in profile + Infer skills in jobs (Al) » Post jobs, schedule interviews + Fill development gaps

« Assess interests « Infer skills from experience (Al) = Pay, salary, grade, growth + Accommodate missing skills
* Identify skills » Assess skills manually * Onboarding + Set performance goals

+ Categorize experiences » Recommendations » Move, relocate » Assess success or failure

Al and skills matching Recruiting and Performance and
features assessment features development features

Employee profile and

HRMS integration

I think Gloat is probably two, two and a half years ahead of

other vendors, having done this for quite a while.

What Gloat does is actually harder to do than you think,
because if you really think about your individuals’ skills as an
HR person, the job descriptiont has a lot of words in it, but it
doesn’t always say the exact skills that are needed. It takes
some fairly intelligent Natural Language Processing to take
what you have written down in your resume and match it to
a job. The skills problem is not a skills taxonomy problem -

it's a word matching problem.
Does the word “Java” mean the same thing as “software
engineer,” for instance? What is the relationship between

those words?

And then there’s the issue of what is the experience

you’ve had.
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| personally believe that experiences are a much better

match than trying to infer skills. What proves and generally
demonstrates success is cognitive ability and the experience
that this person has had, not what certifications they had and

what tests and courses they took.

Number three is the process of fitting the person to the job
and onboarding them. You all know this very well; getting a
job is just the beginning of the problem, so the talent

marketplace has to have some amount of features to make

sure there’s a good fit.

The Challenges Behind a
Talent Marketplace

Finally, there are the questions of “am | going to get paid for
this?”; “Is this a full-time job or a part time job?”; “How does this
relate to my career?”

In some of the implementations of Gloat, the gig work is ad-hoc
as needed. That’s how Schneider Electric does it, for instance.

In Unilever it’'s more of a full-time thing.
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T-Shaped Skills and
Full-stack Professionals

Developing T-Shaped Skills

Broad Skills

Lead Inbound Client Client Project Sales
Generation Marketing Consulting Consulting Management Recruiting

Bus Development

Qualification

LTIl ooiution selling
Skills

Negotiation
Executive selling
Channel management

Pipeline management

This is an example of a T shaped skills model for sales-roles,
and what you’ll find is that some of the skills are deep, and
lacking them becomes a blocker to a hire. Next to them, there
are broad skills - ones that managers would argue are nice-
to-have, complementary skills. Gloat builds its platform to help

you with this.
What’s happening today is that jobs are becoming more

hybrid. Basically, every job that starts narrow becomes

broader over time.
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Developing HR Capability: The “Full Stack” HR Professional

Five Families of Skills, Six Dimensions to Mastery

Leadership, Executive Presence

Executive, Team, Organizational Leadership

Technology, Data, Tools and Vendors
HR Tech, database, analytics, Al

Business Acumen and Industry Experience

Finance, organizational knowledge, industry, history

Consulting and Problem Solving

Agile, co-creation, listening, communications

HR Domain Expertise

HR disciplines, operations, compliance, and people science

You start a job as a data scientist because you know

how to do statistics. Then, you find out you need to do
experimental design, hypothesis testing, storytelling, visual
communications, even consulting! - and now the data
scientist’s job looks more like a data consultant, with statistics

done by the platform.

A huge part of the talent marketplace is respecting the fact
that over time, as people move around, they’re going to
develop more complex skills - and instead of throwing a
whole bunch of learning at them that they won’t know what

to do with, it’s integrated into the platform.
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Talent Marketplace Turns
Business Critical

Adapt: Talent Marketplace Is Business Critical

TECHNOLOGY

Harvard
Gearing Up for the Cloud, AT&T Tells Its Workers: Adapt, or Else Egs:g&ss

By QUENTIN HARDY FEB. 13, 2018

AT&T’s Talent Overhaul

11 The New York Times, Feb. 13, 2016

This is a four year old article about AT&T. Such companies go .
through massive technological revolutions. Most of them own Companles cannot
huge media businesses now. They have enormous needs for survive without
data, the technologies under the covers are changing all the adaptabilily

time, and so they cannot survive without this adaptability and

. : : . and continuous,
continuous, integrated learning. This is one of many reasons

that the talent marketplace is now business critical. integrated leaming-
In parallel,

employees genuinely
like it, making the
Talent Marketplace
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What Is The #1 Thing That Inspires You To Be Happy And Work Harder?

Opportunity to travel or relocate
1%

My boss e
Yot The nature of the
Getting promoted
3%
Getting a raise
4%

Making goals or hitting targets
12%

5%

The right job is
work itself twice as important
26% as culture and
four times more
important than
money
‘ ¥/ Opportunity to learn and grow
. 19%

The people you work with
14%
Company culture and work
anvironment
14%

N=2,800 professionals, Fall 2018, Bersin and LinkedIn Research,
hitps:# i h; k. d-time-leaming-iosh-bersin/

Andrew Saidy, VP Talent Digitization at Schneider Electric, said
that nearly 50% of the people that leave Schneider Electric

did so because they couldn’t find the job they wanted. This
research shows that when you give people the opportunity to

find the job they want, they’re happier, which of course makes
them more engaged.

. -
The Personal View of Careers “100.

From To

Education
Leisure

Retirement
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The third element strengthening the criticality of the talent
marketplace, is longevity. As we live longer lives - our children Companies
will easily live into their hundreds - we’re going to have

careers that go through ebbs and flows. that invested

in development

You get to reinvent yourself everyl10 to 15 years. A planning and

marketplace facilitates that in your company and in individuals. ey
g Y Pany talent mobility

The fourth reason that turns the talent marketplace to critical were almost twice

is that it’s actually proven to improve performance and as ﬁnancially

retention. In a study we did a few years ago, we looked at
some very simple career tools like development planning and
talent mobility strategies, and found that the companies that
did this were almost twice as financially successful as those
that didn’t.

Retention and Performance Improves

.“i “Organizations with highly effective development
e | planning significantly outperform those without.”

Schneider Electric: more than 40% of all voluntary
| turnover was due to “not the right job available.”

Voluntary Turnover 8% 11%
Turnover among High-Performers 2% 3%
Ability to “develop great leaders” 23% 7%
Ability to “plan for future talent needs” 22% 6%
Median Revenue per Employee $169,000 $82,800

The reason is not just because their HR departments are better,
but because their employees are more quickly able to move to

where the business needs them.
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Career Mobility is an When we did our
Enterprise-Wide Strategy study in 2011 there

was no Gloat. People

Finally, there’s the issue of where this mobility strategy said ‘let’s build an

actually happens. . )
enterprise-wide
One of the questions that is asked a lot on the subject of career mobilily
careers and mobility is “do we do it at a local, regional, strategy’ and spent
b

functional or enterprise level?”

10 years trying.

At a local level, we say to somebody “You know, we know
you’re not happy in this job; why don’t you find a new one?”
on a personal level, that’s not such a pleasant thing to hear,
and it’s also not very good from a company perspective,

because the person doesn’t really know where to look.

At a business unit level, you say, “Okay, we know our sales
organization. We know our region. We’re going to move
people around inside of our business area because we know
who our people are and we know where they can go.” That’s
a more positive approach, but what the research showed us is

the most positive of all is when it's done at an enterprise level.

Now, when we did this study in 2011 there was no Gloat.
There was no talent marketplace. We didn’t have any of this
technology. So this was a nice academic study, and we took it
to people and they said, “Okay, let’s build an enterprise-wide
career mobility strategy,” and they spent the next 10 years

trying to do that. Today, you can actually do it.
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The Center of Talent Management

This is not a small thing. If you do this well, | really believe

that the talent marketplace will become the center of talent
management. Your talent management vendors may not

like hearing that, because they’ve spent 15 years building all
these tools to go around the circle, each of which is highly
optimized for the things that it does. But when you have a
talent marketplace - and this is what we’ve learned from the
companies that have done this - it becomes the center of all of
these things. And that’s why | think it’s going to stick, and it is

going to take off and it is going to be more significant.

When you have a
talent marketplace
- and this is what

we’ve learned from

the companies that
have done this - it
becomes the center
of all of these things

Talent Marketplace: The Future of Talent Management

L&D
Gig Work
Management .I‘
Rewards -
Talent
Acquisition

Performance
Management

Succession
Management

Workforce
Management
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What Adopters of The Talent When you have a
Marketplace are Saying talent marketplace

I'll just close on what we’ve learned based on interviews I've - and this is what

done with quite a few of Gloat's clients and a lot of companies we’ve learnedfrom
I've spoken with about this issue. the Companies that

have done this - it
First, we saw a few different models to go about the

becomes the center

implementation of the talent marketplace and the extent

of the mobility. Schneider Electric built a model where they Ofall Of these things
created gig-work with Gloat. Unilever, on the other hand, has

more of a talent mobility orientation. This is the beautify of it -
you might find that in your company, you’re not ready to take
things as far as full mobility, but you can go as far as you

want to go with this.

What We’ve Learned About Talent Marketplace

* Decide which of the three models you are @
trying to build. Different solutions and s h d
platforms fit different strategies. c r' el e r

= Al-based job recommendation is coming g E I ectric

along but by no means perfect.
* Company culture, values, and reward

systems are as important as the platform. m @y
; » @..@0 ggy‘

* Don’t spend a year trying to “fix” your Job g :;g':
Architecture, it's not worth the effort. 12 "j&

= User experience is the #1 driver of success. 0@-0‘

= The Talent Marketplace will create huge @E’
demand for more aligned, effective learning. a

* You don'’t have to boil the ocean to get this UN—QWW
off the ground.
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Number two: Don’t expect the human element will be taken

off completely.

You’'re still going to have individuals talking to managers about
the role, and so you still have to build good tools to help
people discover and assess and interview for the roles they’re
moving into, to say nothing of rewards. The reward system

will either get in the way, or facilitate this. If a manager is
discouraged from hiring an internal employee, they will hire an

external employee.

Number three: Don’t spend a year trying to fix your job

architecture. You won’t fix it.

Most companies we talked to have a job architecture with
more jobs than they have people. Most companies we get into,
there are more job descriptions than there are human beings,
because every manager creates a new job description every

time they open up a position.

It's better to let the system manage that as best you can,
and focus on the high level “families,” so that the families are
clear even if you're not able to micro-fix the individual

job descriptions.

Another critical thing we learned is that the user experience is
the number one driver of success for talent marketplaces. It’s

this marketplace dynamic, easy-to-use recommendation-based

engine. So it’s not just software - algorithms and learning paths.

It is really about the user experience.

The final thing is that you don’t really have to solve the whole

problem to get this off the ground.

Another critical
thing we learned
is that the user
experience is the
number one driver

of success for talent
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You can probably start this and once you’re ready in a small
way, it will grow. A lot of companies started in HR or in IT,
where there’s already a lot of fungible skills and a lot of people
moving around. They tried it there, or in marketing, where you
could hear conversations like “oh, | need somebody to do
graphics. | need somebody to do SEO.” Or, “I need somebody
to do this” where there’s a lot of known skill sharing already
going on, and then get people used to the platform and move

it out from there to the rest of the company.

So what are the major stumbling blocks to getting
organizations ready to really embrace this internal talent

marketplace concept?

The biggest issues go back to this: are you ready for the

culture of mobility?

There is this concept of talent hoarding. If you have a very tight
financial model for performance, and people’s pay is directly
linked to financial measures in a very significant way, they’re
going to be a little bit nervous about letting people leave their
group, or hiring people internally that are not trained for that
job. They’re going to look at the outside job market first, and
they’re going to get in the way. So there has to be a pretty
good message from on high, that internal mobility is part

of our strategy.

One thing | am absolutely sure of that’s going to stick with
us as a result of COVID-19 is becoming more adaptable and

responsive as an organization.

So one of the ways to think about the talent marketplace is: It

is an adaptable version of what we used to call “succession

To get organizations
ready to embrace
the internal talent
marketplace, there
needs to be a good
message from on
high, that internal
mobility is key part

of overall strategy
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management.” It's an adaptable version of what we used to call
“career management.” It is part of your journey to becoming a

much more adaptable organization. These kinds of disruptions
are not going to go away, even when this particular one will.

The talent marketplace is here to stay.
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