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Foreword
Twenty-twenty was a year of reckoning for HR and talent leaders. Not
even the most inspired futurists could have predicted just how disruptive,
how challenging it would be for us all.
For the last decade, talent and HR functions have been pushed to
move faster, to operate more efficiently—and in the last 12 months, that
pressure has only increased. And while some went into survival mode,
many seized this opportunity to begin transforming the way they operate.
Amid economic uncertainty and social unrest, we came face-to-face with
the importance of candidate and employee experience, the need for more
equitable and inclusive processes, and the need for more data-driven
decision making. Their journey began with the rapid digitization of their
operations and continues today through the adoption of new processes
and implementation of new technologies.
But what sets them apart from their peers? How were they able to thrive
in the face of such adversity? And what can we learn from them as the
rest of us begin our own talent transformation journeys?
These questions circled through my brain as I considered what the future
of work holds for HR and talent functions. While 2020 was historic in
every sense, what might 2021 hold?
To find some answers and shed light on the current state of talent
transformation, Beamery surveyed 414 organizations in the U.S. and
U.K. on their plans and priorities for closing gaps in technology and
operations. This report analyzes key findings from our research, but also
features perspectives from thought leaders in the market:
• Marlene Scholtz from Workday opines on the opportunity for Talent
Acquisition to partner with the CHRO.
• Athena Karp from HiredScore calls out the need to leverage AI
capabilities as a part of your workforce for maximum impact.
• Josh Secrest from Paradox argues that we should prioritize both
experience and efficiency in our transformation plans.
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Foreword
We’ve also included snapshot insights from expert practitioners to
emphasize key points:
• Jean-Christophe Font, Former Chief Talent Officer of Nestlé, shares
the importance of speaking the language of the business.
• Tim Sackett, President of HRU Technical Resources, tells us to look
beyond technology in transformation.
• Aleksandra Stadler and Marissa Woodard of Jabil show us how
they’re putting data to work for recruiting teams.
All told, this report represents the efforts of many, and I am both humbled
and thrilled to have the opportunity to share the insights and analysis
that we’ve pulled together through this collaboration.
My hope is that you walk away with a better understanding of the
realities of talent transformation—the opportunities and the pitfalls—as
you navigate the complexities of the post-COVID world.
Cheers,
Kyle Lagunas							
Director of Strategy						
Beamery
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Building Momentum for the Talent
Transformation Agenda
Business leaders today have a sophisticated understanding of what transformation looks
like in the commercial side of their companies. Moving to digital, data-driven operations is
an essential step in a company’s growth. Without this step, you cannot offer customers the
multi-channel experience they want, or understand what drives their buying decisions. You
cannot see which seemingly unprofitable lines are actually valuable loss leaders. And, you
cannot identify which products or services are most at risk of disruption.
In sales and marketing—and even production or manufacturing—the words “Digital
Transformation” have clear and immediate links with value creation, cost efficiency, risk
reduction and forward-looking strategies.
In the context of talent acquisition and human capital management, however, this link
between transformation and value creation is not always so clearly outlined.
It, therefore, falls on Talent and People leaders in these organizations to draw the parallels
and align their own transformation conversation to outcomes and initiatives that the C-suite
can both understand and value as strategically impactful.
However, in a survey of 414 talent leaders—managers, directors and VPs of Talent, as well as
CHROs and CEOs—we learned that, for many, “transformation” may be a bit of a misnomer.
More than half (54%) of the respondents identified improving recruiter efficiency and
resource utilization as a leading priority for the next two years. (Figure 1)

FIGURE 1: RESPONDENTS’ LE ADING PRIORITIES FOR THE NE X T T WO YE ARS
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Building Momentum for the Talent
Transformation Agenda
While achieving greater efficiencies in recruiting

CHROs and Talent leaders, alike, placed improving

processes is an important consideration when

recruiter experience at the bottom of their lists of

making a case for investing in transformation

talent transformation priorities, which raises the

initiatives, placing this goal above all else is

question: What is the future of work for recruiters?

problematic. With barely more than one third
of organizations prioritizing improving recruiter
experience (36%), the goal is not really to
transform anymore, but merely to look for marginal
improvements in the existing process.
Companies that have disrupted long-standing
business models in the past two decades—Uber,
Netflix, Amazon—have one thing in common:
they found there was power in creating a more
positive experience for key stakeholders. In talent
transformation, however, talent leaders may be
prioritizing the wrong stakeholders.

In order to build more momentum for talent
transformation and gain greater buy-in from the
businesses they support, talent leaders will need to
think bigger. We must look beyond efficiency and fully
optimize for the technologies, processes and skills
that will power the future of our function.
To that end, this report analyzes the realities of talent
transformation based on our survey data, interviews
with talent leaders, and perspectives from some
of the most innovative solution providers in
HR technology.

OVER THE NE X T T WO YE ARS, CHROS ARE PRIORITIZING EFFICIENCY 2.2X TIMES OVER E XPERIENCE
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SNAPSHOT

Finding the Common
Language of Transformation
With Jean-Christophe Font,
HR and TA leader (Nestlé, Bayer, Roche)
Strategy Consultant at Kinetic Consulting

When Nestlé launched one of its HR transformation projects, Jean-Christophe Font—as the
Chief Talent Officer—looked for a way to convey the value of building a proactive sourcing
function to the business as a key aspect of his transformation strategy. It was clear to him
that his vision was not finding a foothold in the mind of his audience, until he sat in on an
eCommerce presentation.
“Reaching out to candidates or reaching out to consumers—it’s very similar work” says
Jean-Christophe. “You have to understand the trends of the market, the expectations or your
audience. For the business leadership, success in eCommerce was about keeping up with
rapidly-shifting consumer expectations, and answering questions such as “What ad should
we serve?”, “What is the right time for an interaction?”, “What product does the consumer
want to see next?”, and when you explain the science of talent acquisition in the same terms,
it suddenly gets a little bit clearer.”
Jean-Christophe found that these parallels made it easier to explain the competitive
advantage of a proactive sourcing model. By contextualizing his case with the terms the
business found more relevant and compelling, the HR transformation conversation shifted.
“It became less about buying new technology, and more about acquiring the capabilities we
need to understand the candidate’s expectations,” says Jean-Christophe,“ in the same way
that business needs to understand the consumer’s expectations.”
The HR organization was able to present the value this transformation would bring to the
business with words that were already used in marketing, supply chain, or sales. It was much
easier to convey the importance of having a ready pipeline of candidates, and of reducing the
time to fill empty roles and ensure business continuity, because those were principles that
the business already endorsed in other departments.
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“
Talent acquisition is
a science, and it requires
understanding your
audience and bringing
them the right solution
or the right job.

Jean-Christophe Font,
HR and TA leader (Nestlé, Bayer, Roche)
Strategy Consultant at Kinetic Consulting
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Marlene Scholtz
Senior Director,
Recruiting Product Strategy

Aligning Transformation
Priorities Between Talent
Acquisition & CHRO
The global pandemic and the fight for equity have converged, forcing
dramatic changes in the way businesses operate.
These challenges are elevating the role of not only the CHRO but also
Talent Acquisition leaders, to reset their organizations’ future of work
agendas and lead the way toward better and more human-centric work,
workplaces, and workforces.
CHROs and Talent Acquisition leaders are facing three key challenges
as they pursue these goals:
1.

Belonging & Diversity
Creating a culture centered around diversity, belonging,
and equity is critical for business recovery, resilience, and the
reinvention and reimagination of work. Over the past five years,
McKinsey has reported that the likelihood that diverse companies
will out-earn their industry peers has grown, and so have the
penalties for companies lacking diversity.

2. Workforce Optimization
With digital acceleration and transformation, one of the biggest
and most important challenges of the moment is increasing the
need for more dynamic workforce operations and technology that
allow organizations to find and assign workers with the right skills
to work on the biggest and most important projects for the business.
3. Reskilling & Emerging Stronger
There’s a new mandate for HR leaders. It requires them
to invest and build talent internally for emerging and evolving areas
of the business, to assess current skillsets and find skill adjacencies,
and identify alternative career paths and redeployment opportunities
within or beyond the organization.
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As CHROs look to navigate these challenges, a focus on skills emerges
as a crucial step to maintaining organizational agility to adapt to the
changing needs of the business.
Digital acceleration is having a big impact on organizations
and the skills they need to remain competitive, recover, and thrive.

Marlene Scholtz
Senior Director,
Recruiting Product Strategy

Leaders across the business and in HR recognize that automation
and digital transformation are creating significant skill gaps within their
organizations. Understanding the skills gaps of their employees and
building integrated development plans to address these gaps, is
a top challenge for HR leaders.
This presents a unique opportunity for Talent Acquisition teams to move
into the role of strategic talent advisors or CHROs by aligning their hiring
practices to business goals, using skills as the underlying foundation.
With skills-based hiring strategies, Talent Acquisition teams can support
CHROs’ goals by shifting to a focus on acquiring, developing and
pipelining skills. This approach supports belonging and diversity goals
by creating opportunities for groups that have been adversely impacted
by accelerated transformation to secure good jobs with ongoing career
development pathways.
To execute on this, Talent Acquisition teams need a technology solution
that enables them to manage their digital transformation and use data
insights to develop more holistic talent programs that support
CHRO initiatives.
Having a single integrated solution in which recruiting is seamlessly
unified with HCM, allows Talent Acquisition teams to connect their efforts
to the full talent lifecycle, from sourcing through succession planning for
internal and external candidates.
This holistic approach fosters partnership with other organizations (e.g
compensation, workforce planning) and the C-suite, as hiring plans can
be integrated and coordinated with these stakeholders to drive bottom
line outcomes for the business.
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C-Suite Priorities: Technology First
Multiple factors influence any talent strategy, but for leaders navigating the post-pandemic
world of work, it is important to identify quickly which stakeholders need to be prioritized and
which concerns must be addressed first.
Talent leaders can approach this question from three different angles: technology,
operations, and stakeholders. C-suite leaders find that technology gaps impact the
organization’s talent strategy the most, and by a strong margin, with 62% of CEOs and 59%
of CHROs prioritizing this category. Talent leaders, however, find that operational gaps have
more of an impact even though they still see technology as a major obstacle (Figure 2).
Talent acquisition leaders are closest to the day-to-day obstacles that get in the way of
delivering on their strategy and have an important perspective to offer to the business on
what really stands in the way. While it is important for talent organizations to catch up to their
rest of the business in terms of technological enablement, talent transformation cannot be
driven by technology alone. It needs the right operational strategy and the right processes
in place first, then tools to implement and support them.

FIGURE 2 : FACTORS IMPACTING THE TALENT STRATEGY
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C-Suite Priorities: Technology First
Deep dive: Technology gaps

Today, a talent teams’ competitiveness relies on its

Digging deeper in the technological gaps felt by these

ability to be proactive and to engage candidates in

companies reveals that for all Talent stakeholders

personalized, thoughtful journeys at a large scale.

(from VPs to Managers), new foundations like

In other words, the bar is raised higher from two

automation, analytics and AI are the biggest

perspectives: the candidate expects richer, perfectly-

source of concern.

tailored experiences and the business expects to be

VPs of Talent are only slightly less concerned with

able to compete with top employers for the best talent.

core systems and applications. This is a likely driver

With strongly integrated talent tech stacks becoming

of the rampant replacement cycles taking place at

the norm, companies are able to have access to a

the end of 2020, when 44% of companies reported

single source truth for all of their candidate data,

implementing new talent technologies.

enriched in real time with billions of data points.

What are the new foundations of talent acquisition?

FIGURE 3: ASPECTS OF TECHNOLOGY IMPACTING THE TALENT STRATEGY—TA PERSPECTIVE
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C-Suite Priorities: Technology First
The foundations that make this possible—integrations,

These new foundations enable talent teams to

data management, reporting capabilities—are still

increase the impact of their automation tools go a

a concern for 45% of manager-level talent leaders.

layer deeper with their analytics, and augment their

However, overall, they come last for more senior

decision-making and process optimization—but it’s

talent and business leaders (Figure 3). They feel

only possible with successful, use-case-oriented AI

that these table stake foundations are not enough

solutions.

to create a real competitive advantage and that they

In order to compete with household brands or be

should be addressing the gap in the next generation

the first to uncover new market opportunities, it is

of talent capabilities.

absolutely essential for talent teams to have these

The increasing availability of a wealth of detailed, real-

technologies in place because they present the best

time candidate data, is the common thread between

opportunity to close the operational gaps that have

the new foundations of talent acquisition.

held talent teams back.

“
When a strong foundation is laid
correctly, it supports every aspect of talent
acquisition so that organizations can build
upon what is in place.
Madeline Laurano,
Founder,
Aptitude Research

C-Suite Priorities: Technology First
Deep Dive: Operational Gaps
A big problem for TA leaders and the rest of the business, is their inability to align on the
impact of operational gaps on talent strategy. Talent acquisition leaders were more than
twice as likely to find these gaps concerning than CEOs or CHROs (39% of TA leaders vs.
16% of CEOs and 14% of CHROs).
The risk from this sort of misalignment, is that TA leaders might not obtain as much support
for operational changes that they think are necessary to improve the performance of their
talent teams.
In worst case scenarios, TA leaders would design transformation plans that rely on both
technological and operational drivers, but only manage to deploy the technological
ones, setting up their transformation agenda for a costly failure.

FIGURE 4: ASPECTS OF TECHNOLOGY IMPACTING THE TALENT STRATEGY—TA PERSPECTIVE
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C-Suite Priorities: Technology First
The Power of Process

with 55% of them reporting this as one of their

When asked which aspects of their operations

operational gaps (Figure 5).

they perceive as most challenging, talent leaders

Resources have always been a challenge for

identify the lack of resources as the top culprit,

talent teams, but process is something that can

followed closely by the lack of consistent processes.

be improved upon directly by the TA organization.

Managers, especially, see this as having the

The following aspects can be improved before

most impact on talent acquisition agendas,

technology is even considered:

Are there consistent norms

Do the people in the organization

Does the current organizational

in place for making decisions,

have access to the information

design create bottlenecks or

allocating resources, or resolving

or systems they need to make

hinder the dissemination of

conflicting priorities?

decisions or execute on their

information?

objectives?

“
If your talent processes are failing,
technology will just make you fail faster.
You have to be good at what you do
operationally.
Tim Sackett,
SPHR, SCP, President
HRU Technical Resources

SNAPSHOT

Talent Transformation Goes Far Beyond
Implementing New Technology
With Tim Sackett,
SPHR, SCP, President
HRU Technical Resources

For years, TA leaders have looked to technology for its potential to unlock greater capacity
and more consistent delivery. Executive stakeholders—those driving talent strategy as part of
the broader business strategy—are more willing to invest in modernizing the recruiting tech
stack today than they have been in the past, but they also have an increased expectation to
show ROI. How can talent teams rise to the challenge?
According to Tim Sackett, President of HRU Technical Resources and trusted advisor to
many recruiting leaders, you have to think far beyond the technology itself.
“There’s an assumption that with the implementation of new tools, operational changes are
a part of that,” says Tim. “But tech is going to amplify your inefficiencies; you have to have a
strong operation, not just good ideas.”
With the constant pressure to deliver more talent faster, it’s all too easy for recruiting
teams to get caught up in the day-to-day concerns. The promise of a skeleton key solution
that can unlock all of your problems is easy to buy into. But successful transformation
requires far more than technology. It requires extensive change to how you operate and how
you partner with the business.
“If TA leaders spent more time building relationships with business leaders, they could also
get the buy-in to actually improve the way they operate,” says Tim. “You have to step back
and spend time building relationships across the business, connecting their challenges and
your priorities. Without this, you’re stuck trying to drive change on your own.”
In Tim’s experience, you can’t do this alone. He points to a traditional African proverb:
If you want to go fast, go alone. If you want to go far, go together.
Without partnership, your processes will remain stuck in business-as-usual mode, change
will come slow, and “transformation” will remain a meaningless buzzword. But you can move
faster, go farther, and you can upgrade both your technology and your operation at the same
time.
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C-Suite Priorities: Technology First

Takeaways
Business and people leaders are most worried about the gap in their
technological capabilities, but their talent leaders are actually more
concerned about operations. Respectively 62% of CEOs and 59% of
CHROs say technology gaps are having the greatest impact on talent
strategy, while 39% of talent leaders say operational gaps are the
most impactful driver.
A lack of alignment between the talent organization and the rest of
the business, can lead any transformation agenda to be set up for a
costly failure. Talent transformation plans must be driven by changes in
process, resource management, organizational design, and other purely
operational aspects of the talent strategy first. Technology should be
brought in as a response to these clearly articulated needs, not as the
main driver for change.
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Talent’s False Trade-Off: Recruiter
Efficiency Over Experience
Winning talent strategies are not developed in a

are having the greatest impact on the talent

vacuum and TA leaders must consider how they

strategy (Figure 5).

respond to the needs of their team members,
their hiring managers, as well as the wider
business leadership.

Hiring managers move at the speed of the business—
they are a source of daily pressure to deliver faster, as
opposed to executives who look at recruiting projects

The problem arises when, and is often the case, the

periodically, and from a more strategic point of view.

loudest voice gets the most attention, leaving quieter

Even candidates’ expectations are seen as having less

stakeholders feeling that they have not been heard

impact than hiring managers on the talent strategy.

Hiring Managers First, Recruiters Last

This highlights an interesting contrast with C-suite

At all levels of the talent team management, the

leadership, as 70% of CHROs and over a third

expectations of hiring managers are seen to have the

of CEOs see candidates’ expectations as equally

most impact on the talent strategy, especially for VPs

impactful (Figure 6).

of talent. An overwhelming 71% of them see hiring
managers as the stakeholder whose expectations

FIGURE 5: STAKEHOLDER E XPECTATIONS’ IMPACT ON THE TALENT STRATEGY—TA PERSPECTIVE
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Talent’s Ongoing Challenge:
Managing Stakeholders Expectations
The most noteworthy insight here, however, is how

are, on average, 1.5x to 2x more likely to be guided by

aligned all respondents were on the lower priority

the expectations of hiring managers, candidates,

given to recruiters’ expectations.

or executives, than by those of recruiters. What risks

While it is not surprising that candidate expectations
would be a driving force in any talent strategy, it is
worrying to see that business and talent leaders

are companies ignoring and what opportunities
are they leaving on the table, by not paying closer
attention to the stakeholder that is at the heart
of any talent strategy?

TALENT STRATEGY IS MORE LIKELY TO BE GUIDED BY....

FIGURE 6: STAKEHOLDER E XPECTATIONS’ IMPACT ON THE TALENT STRATEGY—
BUSINESS LE ADERSHIP PERSPECTIVE
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Talent’s False Trade-Off: Recruiter
Efficiency Over Experience
Recruiters Only Considered From an Efficiency Perspective
While recruiters’ expectations are deprioritized, their efficiency is a key factor in
consideration.
Fifty-nine percent of CHROs and 57% of talent leaders consider improving recruiter
experience and resource utilization a leading priority over the next two years. In contrast, only
27% of CHRO’s and 32% of talent leaders cited Improving recruiter experience (Figure 7).
In the post-Covid world of work, talent teams need to be both efficient and resilient. To create
sustainable value, any changes or transformation plans must aim for long-term adoption by
the core “user”. While efficiency is receiving major attention from executive leadership, the
experience of recruiters is severely neglected.
Every aspect of recruiters’ experience has a direct impact on their ability to stay efficient and
productive over the long term: how they interact with their daily processes and systems, how
they receive and share information back with the organization, or how they manage their
workflows. Aiming for efficiency, but neglecting experience will simply result in changes that
do not stick.

FIGURE 7: RESPONDENTS LE ADING PRIORITIES FOR THE NE X T T WO YE ARS
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“
While simplifying
the application process is
a win for every candidate,
making those improvements
without considering how it
might impact recruiters or
hiring managers is
a mistake.

Josh Secrest,
VP of Client Advocacy,
Paradox
THE MISSING LINK IN TALENT TRANSFORMATION
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The Productivity Paradox:
In Talent Acquisition, Can Experience
and Efficiency Co-Exist?
When the Beamery team first sent us their findings from their State of

Josh Secrest
VP of Client Advocacy
Paradox

Talent Transformation survey, I didn’t get past the first page before I
started scratching my head. I’ve seen my share of talent transformation
in my time as Head of Global Talent Strategy at McDonald’s and Head
of Global Talent Acquisition at Abercrombie & Fitch Co., and I know the
importance of setting the right priorities from the start.
In the first chart, Beamery shared some data that represented a
disconnect I’ve seen before. While 54% of surveyed talent leaders said
improving recruiter efficiency and resource utilization was a top priority,
only 36% suggested recruiter experience was important.
In other words, at least 18% of TA leaders thought they could have one
without the other — efficiency and adoption, without also prioritizing
experience. Even worse, with only one-third prioritizing recruiter
experience at all, means that two-thirds may not see the importance of
getting buy-in from that cohort.
From my seat, that couldn’t be more misaligned with reality.
“You Can Do Something Good, Fast, and Cheap — But You Can
Only Pick Two.”
You’ve probably heard the old adage that you can do something good,
fast, and cheap — but you can only pick two.
On the surface, it makes sense. Discount retailers can produce clothing
fast and cheap, but the fit and materials aren’t likely to be luxurious.
Conversely, while Tesla builds incredible cars and Apple builds incredible
phones, neither can be built very fast or cheap.
Which brings me back to this apparent disconnect between experience
and efficiency. When it comes to productivity — helping recruiters be
more efficient with the tools they have — can you really achieve it,
without also prioritizing experience? Not in my experience.
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In Recruiting, Efficiency and Experience Shouldn’t Be
Mutually Exclusive
So, what happens when we prioritize fast (process automation, recruiting
efficiency, fewer headcount, etc.) at the expense of good (the experiences
we create for candidates, recruiters, hiring managers, etc.)?

Josh Secrest
VP of Client Advocacy
Paradox

Here are a couple downsides I’ve seen in my TA and HR career:
•

When the experience stinks — for candidates, recruiters, hiring 		
managers, field managers, etc. — adoption stinks. And when
adoption stinks, it doesn’t matter how efficient your new tool or
process is. You’ll never realize any ROI.

•

When we focus only on experience — ignoring the impact on
productivity — we often miss second-order effects. Take candidate
experience: While simplifying the application process is a win for
every candidate, making those improvements without considering
how it might impact recruiters or hiring managers, is a mistake. If
applicant flow increases because your CX is better but you
do nothing to help recruiters and hiring managers better manage
their process, then you’ll just end up with a crappy post-application
experience and a lot of angry recruiters and hiring managers.

I guess that’s my overly simplistic way of saying: Experience and
efficiency shouldn’t be zero sum.
They’re not ideas or initiatives competing for attention. Instead, they’re
symbiotic — one feeds the other, and collectively they drive real,
meaningful impact. We saw this in practice at McDonald’s as we drove
digital transformation projects that directly — or tangentially — impacted
a variety of stakeholders: From candidates to employees; corporate TA to
franchise restaurant managers. The experience had to be great (intuitive,
well-designed and easy) for everyone in order for efficiency to follow.
And it worked.
We drastically decreased time to apply and shortened time to hire from
weeks to a couple days in restaurants. And none of that would’ve been
possible without thinking about experience and efficiency as partners,
rather than competitors fighting for attention.
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Talent’s False Trade-Off: Recruiter Efficiency Over Experience

Takeaways
According to our research, 59% of CHROs and 57% of Talent leaders
consider improving recruiter experience and resource utilization a leading
priority over the next two years, and only 27% and 32% respectively are
prioritizing Improving recruiter experience. By putting recruiter experience
at the bottom of their list, these companies are making a trade-off that
is entirely unnecessary and will detract from their ability to consistently
attract and engage top talent.
A talent strategy that doesn’t take into account the recruiter experience,
is inherently missing a central pillar: no technology implementation,
process change, or incentive scheme can sustainably deliver results if it’s
not designed around the human element.
Companies that seek to decouple these two priorities will realize far
fewer gains than those who aim for both. “Efficiency vs experience” is
a false dichotomy; it is actually far more likely that the biggest resource
optimization and recruiter efficiency gains will be realized by talent teams
that also aim to improve the recruiter’s experience.
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Doubling Down on Digital
Talent organizations are honing in on the

of the online candidate journey, appears highly

skills necessary to accelerate talent transformation:

prized by executive leadership.

digital, operational and data-related capabilities
(Figure 8). The top three skills that are either currently,
or soon-to-be present on the talent team (Training
& Enablement (65%), Data Analysis (60%), and
System Administration (56%), allow teams to
efficiently adopt new technologies and become better
at telling stories with data.
It is also worth noting that 52% of respondents
overall, and specifically 89% of CHROs and 67% of
CEOs, include digital marketing in these top three
skills. The ability to navigate the many dimensions

#1 skill for CHROs
Digital Marketing

Interestingly, less senior Talent leaders do not
prioritize it nearly as much. Only 38% of Directors
and 46% of Managers ranked it in their top
three skills, raising the question of whether there
is alignment through the ranks on what digital
marketing can do for the talent organization.
Digital marketing, however, is not the only skill over
which there seems to be a lack of alignment: the
various stakeholders of talent transformation place
different skills at the top of their top priorities.

#1 skill for CEOs
Planning & Budgeting

#1 skill for TA leaders
Training & Enablement

FIGURE 8: TOP 3 SKILLS THAT ARE EITHER CURRENTLY ON THE TALENT TE AM,
OR BEING ACTIVELY HIRED FOR

THE MISSING LINK IN TALENT TRANSFORMATION

25

Doubling Down on Digital
Building a “Transformation-Ready” Talent Team
In order to get these top skills on board, companies have been heavily investing in
offering new upskilling for existing employees in digital capabilities over the last two years
(57%) to arm them with the kind of digital skills needed in a modern talent team.
Smaller organizations, especially, are leaning heavily on digital upskilling, while larger
companies (5000+ employees) are prioritizing switching to a more permanent “remote work”
model (Figure 9).
Internal mobility, alternative workforce, and alumni hiring, on the other hand, have been
decidedly neglected over the last two years by a majority of respondents across seniority
levels. Is it because companies are not equipped to ramp them or because they have judged
them to be less than effective at answering their needs in the current environment?

FIGURE 9: CHANGES IN THE TALENT STRATEGY OVER THE PAST 2 YE ARS - BY COMPANY SIZE
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Athena Karp
Founder & CEO

Welcome to the Team:
Integrating AI into the
Workforce to Unlock
Transformation
When it comes to talent transformation, it’s not good enough to fill
positions; executive leaders want to know what skills they should be
hiring for, how well their company is rising to the DE&I challenge, and
how much return they are getting on their investment in talent acquisition
and the technologies that support it.
These leaders are rightfully focused on driving business priorities and
what you won’t hear any of them talking about is keyword searches and
Boolean strings searches—but perhaps they should be.
Sourcing Passive Candidates: Recruiters’ Big Impact
If you asked a recruiter what would make them more successful, many
would talk about making time to source passive candidates. But sourcing
passive talent is nothing new, so… why is this important?
Recruiters rely heavily on search strings to find the talent that hiring
managers are looking for—Boolean. One fundamental problem with using
search strings for discovering talent is that they rely purely on keywords.
The potential for systematic bias in these search strings is unavoidable
when manually calibrating and narrowing a search. In fact, the danger
is so apparent that these search strings can be and are audited by
regulatory bodies in some countries.
To address these issues, TA leaders have dabbled in sourcing automation
with mixed results. In our experience in working with some of the world’s
most progressive employers, we’ve identified one critical success factor
beyond finding the right tool.
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Beyond Boolean: Tackling Bias at the Source with AI Sourcing
The challenge is that the majority of solutions, including AI matching
tools, also rely on keywords to trigger workflows and train models. The
results these tools provide are skewed towards the preferences of the
hiring manager and the skills of the recruiter, leaving the vast majority of

Athena Karp
Founder & CEO

candidates in the ATS and CRM unconsidered.
As companies strive to make headway on their diversity and inclusion
goals, they see an underutilized resource in these databases that even
their best recruiters seem helpless to crack open. It is not surprising,
therefore, that companies have invested less in sourcing automation than
in any other TA segment.
Engaging AI: Integrating AI Sourcing Tools into Your
Recruiting Teams
So what is to be done? How do we help recruiters and sourcers broaden
instead of narrow their searches? How do we find the most diverse set of
relevant candidates possible?
Recruiters need to learn how to engage a new partner: The next
generation of sourcing automation solutions.
Finding the right sourcing automation tool is important, but onboarding
your new solution is just as important.
By starting with the concept of what role AI will play rather than highlevel adoption of that tool, it will guide your project team to think about
the humans and the technology as a holistic system. Rather than
focusing on adoption metrics, prioritize how handoffs are managed, KPIs,
and roles and responsibilities.
The efficiency of your teams and your ability to measurably make the
world a fairer and more equitable place for everyone, starts with taking
a second look at every contact point between your decision makers
and your prospective talent. The right technology can draw new faces
and new experiences from your peripheral vision and into serious
consideration for every role you need to fill.
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Doubling Down on Digital

Takeaways
The pool of digitally-fluent recruiting talent is narrow and expensive,
so upskilling is usually a necessary step in any transformation agenda.
Forty-eight percent of VP-level talent leaders said lack of digital skills in
the talent function was a specific operational gap impacting their talent
strategy and filling that gap will be a priority for any team looking to
seriously upgrade its performance.
The challenge that remains, is in getting the correct perspective: social
media marketing and community management, for instance, are both
“digital skills”. However, systems configuration or training and enablement
will have a far-reaching impact on the ability of the talent team to
perform, even if these are harder skills to hire or train for and maybe
harder to make a case for internally as well.
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Raising the Bar in Talent Data
Today, every company is a tech company—no

and their peers in the market, is that they spend 74%

matter the industry in which it operates—and relies

less of their time on low value-add data tasks such as

heavily on data to power its technology. The natural

deduplication or cleaning.

consequence of this shift is that data strategy has
become a leading driver in a company’s success.

What could explain this correlation in the context of
talent? It could be that talent teams who do not sink

There is a strong correlation between business

hours into cleaning candidate records or exporting

earnings and successful data initiatives and that

data sets between systems, can instead focus on

applies particularly well to talent acquisition. The

expanding their sourcing pools or building more

way talent teams collect, manage, enrich and then

engaging, better targeted campaigns.

disseminate data influences their activities at many
levels: from the speed at which they can fill roles
and ensure continued value creation, to the accuracy
of their forecasts and their ability to mitigate risk to
strategic initiatives.

That is only one example. The same can be said
about every other way in which better data strategies
create value for talent teams, from widening their
target markets, to improving their reporting and
decision-making abilities, to reducing their costs.

The innumerable ways that better talent data impacts
downstream activities add up quickly. For example, an
important differentiator between leading companies
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Raising the Bar in Talent Data
As uncertainty rises in the current talent market,

core workstreams and means they can sustainably

businesses are working on ways to reduce risk by

improve hiring outcomes and team efficiency.

improving their ability to report on talent activities
in real time and understand drivers of success.

CHROs find the most value in the ability to improve
their forecasting and strategic people planning in

According to research firm Gartner, 70% of

order to confidently support the business in delivering

organizations are increasing investments in talent

its long-term plans.

analytics, but only 12% feel like they’re getting
results, often because the investment in tools is
not necessarily matched with an investment in
data quality.

But more importantly, without high-quality, accurate
talent data, TA organizations will not be able to
develop the core competencies that will enable them
to move into a more mature talent acquisition model.

For TA leaders, the stakes are high. On an operational
level, better data trickles down through all their

53%

62%

Of TA Leaders

Of CHROs

WANT TO PRIORITIZE DATA-DRIVEN DECISION
MAKING IN THE TALENT ORGANIZ ATION OVER
THE NE X T T WO YE ARS.

FIGURE 10: DEGREE OF AUTOMATION OF RECRUITING ACTIVITIES
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Raising the Bar in Talent Data
Unlocking Core Competencies
The four core data competencies below are areas that talent teams will need to develop
in order to stay competitive over the next few years:
Mapping The Skills of The Talent Market, Both External and Internal.
High-performing talent teams are now hiring for skills, not for job roles. This enables
lateral sourcing for talent—where sourcers can look outside their traditional markets for
the right talent— as well as more effective candidate matching. It also helps the business
craft intelligent learning paths for employees, ones that directly link new skills with
business-wide strategic initiatives.
Leveraging Powerful Talent AI to Augment Human Decision-Making.
One of the first hurdles to deriving value from AI-powered talent technology, is low data
quality. It has been now firmly established that hiring processes that include algorithms
are better at identifying talent that will perform well and stay longer, but that is not all
that can be accomplished with AI.
By learning from billions of minor data points - such as when an employee changes an
entry on their Linkedin profile or when they register a drop in one specific field in a
periodic review AI can predict when someone is likely to leave their job, making it
possible to be far more proactive with retention.
Further Automating Candidate Engagement at Scale.
Candidate journeys take longer and involve more interactions. While companies state
that most of their operations are now automated, the question is what that automation
looks like, as the standards keep rising.
Specifically, 50% of companies state that their talent sourcing activities are not 			
automated (Figure 10), making it far harder to proactively engage candidates at scale.
Enabling Granular, Real-Time Reporting on Drivers of Success.
While it is theoretically doable—although inefficient—to retroactively report on the 		
activities of talent teams using disparate data sets, it is impossible to achieve real-time
reporting that way. In order for talent and HR leaders to be able to pinpoint issues and
course-correct in real time, their talent data has to be immediately accessible and usable.
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SNAPSHOT

Real-time Reporting With
Recruiting Scorecards
With Aleksandra Stadler,
Talent Acquisition Manager, EMEA, Jabil
And Marissa Woodard,
Talent Acquisition Analytics and Operations, Jabil

Towards the end of 2019, worldwide manufacturing services company Jabil had to
dramatically ramp up a mask production site 50% in response to the Covid-19 pandemic in
90 days. To achieve this ambitious goal, EMEA TA Manager, Aleksandra Stadler partnered
with Marissa Woodard, a global Talent Operations specialist, to build an effective, real-time
tracker to help the team meet the business goals for the site.
“The tracker aimed to cover all sorts of recruiting activities and to measure progress against
the team’s objectives in real time,” says Aleksandra. “We worked together on designing a
scorecard that would have a two-pronged goal: to empower recruiters to see how they were
performing as they went, but also to enable the organization to promote its work effectively
within the business.”
The scorecard allowed the team to track many aspects of their activities, from marketing
to outreach to performance blockers for individual recruiters. Given the tight feedback loop
needed for that project, it was extremely valuable for the team to be able to monitor metrics
such as the ratio of interviews-to-hire in real time. It made it possible to quickly assess if their
hiring goals were realistic given the measures in place and to reallocate resources when
needed. Talent leadership valued the transparency and visibility provided by this scorecard,
as well as its global aspect.
“Such a project is not possible without good data quality in place,” says Marissa.
“This is the kind of immediate impact that higher standards in talent data can have
on talent acquisition teams.”
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Raising the Bar in Talent Data
What Does Good Data Look Like?

Roche, “but rather by helping team members see the

There are a number of dimensions to talent data

link between their data-related behaviors and the

quality and they impact recruiting operations in a

impact they have on recruiting activities downstream.”

number of ways. In many cases, this impact varies
disproportionately depending on the extent of the
quality issue.

A sourcing team member might not know what
entering a phone number in the wrong format or
not resolving a small duplicate warning means for

Establishing a Shared Goal with Talent Data

the quality of email campaigns or reporting insights

Recruiting teams are invariably more successful

going out to executives. When recruiters can see

at maintaining high-quality data when the whole

the concrete ways in which their decisions impede

team sees data quality as a shared goal. “This is not

automation, narrow down talent pools, or skew

achieved by making everyone into a data expert,”

forecasts, they have more motivation to adopt good

says Jean-Christophe Font, previously leader of

data hygiene practices at every level of the talent team.

talent teams at companies such as Nestlé, Bayer and

Dimension
Completeness
Uniqueness
Freshness
Validity
Accuracy

Description
Candidate records have information in every field or at least the
required information for essential recruiting activities.
There are no duplicate records, nor duplicated data within
the same record.
Information is up to date and regularly refreshed.
Candidate data, such as contact information or job family, is
in the correct format.
Data reflects the real world.

Consistency

Data points are recorded in the same way across all systems.

Accessibility

Data can easily be used, e.g. for filtering or reporting purposes.
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“
Data is everyone’s
problem. To fix the gap
in data accuracy, we
need to create a sense of
ownership. If people
feel like inaccurate data
impacts them directly,
they have more incentive
to fix it.
Jean-Christophe Font,
HR and TA leader (Nestlé, Bayer, Roche)
Strategy Consultant at Kinetic Consulting
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Raising the Bar in Talent Data

Takeaways
Our research highlights that 62% of CHROs and 53% of TA leaders are
making increased data-driven decision making a top three priority over
the next two years, and with good reason.
Without a clear idea on the gaps around their talent data, Talent and
People leaders cannot adequately prepare for the future and won’t be
able to fully realize the gains promised by new technologies. With good
data strategies, they can steal a march on competitors by discovering
new opportunities in the talent market earlier and completely optimizing
their internal operations for impact and agility.
This means early on, organizations must establish early in their
transformation plan both the technical and the operational aspects
of their data strategy: the systems where data will live, how it will be
maintained and enriched. You must also consider what resources will be
dedicated to collecting and analyzing said data, and what skills will be
needed to get full value from it. Recruiting scorecards are only one tool
among many that can serve these purposes.
An increasing reliance on talent data and on skills that enable talent
teams to analyse and interpret it, is inevitable. The acceleration of digital
transformation, the adoption of talent data platforms, and the push
towards consolidated talent technologies are all signs that point towards
it. The positive impact of better talent data is clear to business executives;
the question that remains is how the talent organization will choose to
achieve it.
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What comes next for talent
leaders?
One of the most common challenges with implementing successful talent
transformation plans, is that somewhere along the way, transformation
becomes not a means to an end but the goal in itself. Often, it is a part of
a larger company initiative for digitization. And, sometimes it is a natural
consequence of changes in leadership or in strategy in the people and
talent organizations.
The loss of that distinction can lead the involved stakeholders to
lose their alignment on what this transformation should achieve
and, as a result, the talent team might focus on the wrong initiatives,
distribute resources disproportionately, or ignore the real measures of
success when deciding on KPIs. It is essential to always tie back the
transformation agenda to the problem it is trying to solve.
There are aspects of the talent organization that will change in the same
way for almost every company: data taking a more central place as a
driver of talent strategy, talent operations becoming more sophisticated to
support the increasing complexity of recruiting activities, and businesses
looking to talent teams to become more and more proactive, and to keep
reducing the gap between opening a role and filling it. Every talent team
will have to grow along these dimensions in some ways in the next few
years.
Other aspects, such as how teams will chose to acquire the skills needed
for this transformation or how they will empower their frontline team
members to carry it out, will vary depending on their priorities. What will
matter most in ensuring their success, will be their ability to identify—and
connect— the missing links between their current state and their future
vision for a transformed talent acquisition organization.
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About Beamery
Beamery’s mission is to put talent transformation at the heart of every
WRITTEN BY

business. Our Talent Operating System lets companies attract, engage,

Nada Chaker,
Senior Manager Campaigns and Content			
Beamery

and retain the best talent - it’s the one solution that enterprises need to

Kyle Lagunas,
Director of Strategy		
Beamery

For more information, visit the Beamery website, follow @BeameryHQ

deliver exceptional experiences at every stage of the talent journey, and
build meaningful relationships with their future employees.

on Twitter, or email us at info@beamery.com.
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