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The ‘Great Reconsideration’ has
changed the way employees look
for, and engage with, their work.
Meanwhile, as HR functions
navigate the future, timescales
have shrunk from looking forward
a decade to just three years
ahead. As they do this, it is clear
that some are addressing new
and emerging challenges more
successfully than others. They are
the Pathfinders.

Pathfinders are preparing for the future by
taking strategy to the next level; integrating
digital and advancing relational analytics;
building talent marketplaces; and putting
purpose and wellbeing first. Here is how,
and what, we can learn from them.
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Foreword
Before the COVID-19 crisis, the world of
people management, both in Australia
and globally, was comparatively certain 
and predictable. Advancements were 
made through the lens of best practice, 
andby learning from what other 
organisations had done.

Now we are told by 12 HR Pathfinder organisations that 
the pre-Covid playbooks are no longer relevant. In the 
words of one Pathfinding HR leader: “You might as well 
toss them on the fire to heat your home. That would put 
them to better use.” These playbooks included the 
organisation of the HR function itself; practices used in 
talent and employee management, performance 
management, and workforce planning and structure.

Rather than following the old playbooks, you will learn in
this report that the Pathfinders of 2022 are putting bold
people strategies at the heart of their decisions. As a
result, they find themselves reaping the competitive
advantage amid the ‘Great Reconsideration.’

This report shows how our Pathfinders are leading the
way in six distinct areas including in delivering on their
organisation’s strategy; engaging with digital; making
the most of advanced analytics capabilities; building
talent marketplaces; making purpose ‘real’ beyond
rhetoric; and prioritising wellbeing.

Another unique factor that we unearthed in our 2022
discussions is that Pathfinders also recognise the
importance of what we call ‘flow.’ They are finding
flow in three respects:

1
HR in flow: Pathfinder HR functions find their
own north star – their own flow. They have not
necessarily cracked all the challenges – but

they have confidence and momentum, even in the
face of uncertainty. Hydrogen-electric truck company
Tevva exemplifies this by integrating sustainability and
digital in every people activity as the business
accelerates its growth in the market; it is forging ahead 
while testing and learning along the way.

2
Careers in flow: Pathfinders prioritise the total
workforce agenda – focusing on all types of
worker. They look to ensure that as many

people as possible can find a career flow, even amid
the fragmentation of work into skills and tasks. This
demands a more person-centred approach to how
skills and capabilities are matched to the tasks that
need doing. This is illustrated by Genentech’s gig-
based internal job market. Genentech knows talent
needs to flow through, up, and sometimes out of the
organisation – and this provides the dynamics and
flexibility for its talent marketplace to function. As one
Pathfinder put it: “A flowing river of talent is far better
than a stagnant pond.”
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3
People in flow: The ‘flow state’1 is what
happens to employees when their capabilities
are well matched to the tasks they are being

asked to do. They have the time to give those tasks
their full attention, without distractions and free
from friction due to poor processes and technology.
This places a premium on providing ‘learning in the
flow of work.’ There are two elements to this. First,
relevant skills development, with a high level of
control for the learner to shape their learning and
their working environment. Second, it offers people
the ability to continually grow in the face of the
challenges they are being asked to meet.
Pathfinders support flow, in particular by providing a
powerful digital employee experience in which
everything is seamless. Salesforce exemplifies this
by leveraging Slack, its digital HQ, where team
members can work, share information and
collaborate asynchronously.

Moving from flux to flow

Learning from the Pathfinders does not mean directly
copying what they do. Rather, it meansunderstanding
why they do it and considering how your function
could apply similar approaches to your own unique
environment. It is about analysingtheir mindset and

What is a HR Pathfinder?

Pathfinders were first identified in our
2020 research, in which we found
around 10 percent of organisations
leading their peers on adding strategic
value; and integrating the HR function
into the wider business. In this year’s
research, we have identified a number
of HR functions that are preparing for
the future by taking strategy to the next
level; integrating digital technology and
relational analytics; building talent
marketplaces; and putting purpose and
wellbeing first. We know these are the
topics on the minds of HR leaders
across the globe; but only a few HR
functions – Pathfinders – are truly
setting the example and navigating
the course.

understanding how they build the capabilities that
allow them to move from ‘flux’ – where they address
the many people management challenges with
separate disconnected solutions – to‘flow.’

Flow for our Pathfinders is about embracing
change – testing, learning and deploying answers
to challenges. While at first glance their structures
may appear to be based on the classic Ulrich
model, on closer inspection, Pathfinders flow as
they create an integrated set of value-driving
capabilities in support of a clear purpose. This is
grounded in analytics, and the use of analytics to
inform the other parts of the organisation.

Read on to find out what the 12 Pathfinders are
doing as they move from flux to flow, and how they
are leading across the six important capabilities and
priorities outlined above. It is my pleasure to
introduce you to their inspiring stories.
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Executive summary
Throughout 2022, HR functions have felt
the tremendous weight of the global
COVID-19 pandemic start to lift, and along 
with it the pressure of implementing so 
many dramatic, swift and highly impactful 
transformations at unprecedented speed. 
However, as one may expect from one of 
the most vital functions of any 
organisation, there has been little reprieve. 
In particular, after staying put during the 
pandemic, employees are looking outward 
to new opportunities and new ways of 
working. They want remote working 
opportunities combined with genuine 
flexibility; learning and career growth; 
strong financial incentives and above-
average benefits – and are willing to move
companies to get it.2

This so-called ‘Great Reconsideration’ means HR
functions need to remain one step ahead to attract,
retain and provide their people with compelling
reasons to commit to their organisation. In our
survey of 300 Chief HR Officers (CHROs) and their
equivalents conducted specifically for this report,
61 percent said they need to alter their Employee
Value Proposition (EVP) in response to the external
labour market. The respondents told us that some 
of the most important parts of the EVP when
attracting, developing and retaining talent are
culture (50 percent), company values and purpose
(47 percent), fair pay (34 percent), and offering
flexible working (33 percent).

Of course, offering a compelling EVP is just one part 
of the challenge for HR functions. Our survey
identified six key themes that CHROs and their
equivalents are struggling with right now and as
they work towards 2025. The themes were:
delivering on strategy, integrating digital
technologies, advancing people analytics, building
talent marketplaces to support agile growth, making
the purpose of the organisation real, and prioritising 
the wellbeing of their people.

61%
Are having to alter their
Employee Value
Proposition (EVP) in
response to the external
labour market.
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These findings were backed-up by engaging with
our global Partner network, who work daily with
organisations on these topics. Further, our KPMG
2022 CEO Outlook emphasised that areas of focus
for organisations include changing how they
support and attract talent; directing digital
investment to areas of their business that drive
growth; and being more transparent with their ESG
plans – largely in response to increased
expectations from their people.3

In this report, we explore the six key themes
from our survey with representatives from
12 organisations that we identify as Pathfinders –
HR functions that are moving from flux to flow in
these areas despite all of the uncertainties that
they face.

Our Pathfinders

Pathfinders are not a new concept. In 2020, we
identified them as the top 10 percent of HR
functions, leading their peers when it comes to
navigating the challenges and opportunities
presented by the future of work.4 In 20215 we built 
on this research by identifying the organisations 
whose HR functions were leading on longer-term 
topics, such as reimagining the HR function for the 
new world of work; enabling a total-workforce 
approach to talent management; and supporting
ESG.

In 2022, we have seen further change.
Pre-pandemic, many organisations and their
HR functions were considering their plans to
2030. Now, COVID-19 restrictions have lifted
in many parts of the world, and organisations
are once again looking towards the future – but 
just as far as 2025. Smaller steps, greater
agility, and the space to alter plans in response
to further disruption are the way forward.
Leading HR functions are thinking about
people-first, digitally enabled, and socially and
environmentally responsible ambitions.

Key findings

This year’s research focuses on what HR can
do to support an organisation’s grand plans,
while also navigating the complex and
immediate dilemmas of the function. In our
survey of 300 HR leaders, they ranked their
top areas of focus for the next three years,
with answers including:

1
Understanding how the size, shape,
skills and organisation of the workforce
needs to change to meet future needs

three years out (57 percent); as well as
improving the employee experience across
enterprise processes (also 57 percent).
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2
Improving the mental health and
wellbeing of the workforce (53 percent).

3
Building a talent marketplace which
allows for the matching of skills to tasks
as well as people to jobs (46 percent).

4
Automating HR service delivery
(39 percent), and delivering digital
technology into HR beyond the core HR
system of record (also 39 percent).

5
Delivering predictive insight and business
value from workforce analytics
(36 percent).

6
Ensuring the workforce contribute to ESG
topics, including any commitments to
net-zero and diversity and inclusion
targets (32 percent).

Our respondents demonstrated some interesting
contradictions when it came to the importance of
these factors and their perceived ability to deliveron
them. The graph below illustrates this. For example,
when it comes to understanding how the shape,
size, skills and organisation of the workforce needs
to change, 57 percent ranked this as the highest
matter of importance, but only 25 percent had the
current capability to do so – a 32 percentgap.
Similarly, 50 percent said enabling a culture of
organisational agility was of key importance,
however, only 19 percent said they have the current
capability for this – a 31 percent gap.

Gaps in current capability vs. future importance

25% 28%31% 31%

19%

10%

57%

46%

53%
57%

50%

39%

10%

0%

20%

30%

40%

50%

60%

32%
gap15%

gap
26%
gap

25%
gap

31%
gap

29%
gap

Building a talent
marketplace
which allows for
the matching of
skills to tasksas
well as people
to jobs

Understanding
how the shape,
size, skills and
organisation of
the workforce
needs to change
to meet future
needs three
years out

Improving
mental health
and wellbeingof
the workforce

Automating HR
service delivery

Improving
employee
experience
across
enterprise
processes

Delivering
predictive
insight and
business value
from workforce
analytics

Enabling a
culture of
organisation 
agility

Delivering digital
technology into
HR beyond the
core HR system
of record

Redesigning
labour
supply and
demand,
e.g. through
automation

Ensuring the
workforce
contribute
to ESGtopics,
including any
commitments
to net-zeroand
inclusion and
diversity targets

%
 o

f 
H

R
 le

ad
er

s 
su

rv
ey

ed
w

ho
ra

nk
ed

 th
e 

th
em

e
hi

gh
es

t

Current capability Future importance Largest capability gaps

Foreword
Executive
summary

Part 1:Delivering
strategic flow

Part 2: Being digital
in thought, word

and deed

Part 3: Advancing
analytics from insight

to action…safely

Part 4: Shopping for Part 5: Holding to the
talent – building heading – how to

talent marketplaces make purpose real

Part 6: Prioritising
wellbeing and
feeling good

Conclusion: How
to positionfor the

unknown

Executive
summary

The future of HR: From flux to flow 8
©2022 KPMG, an Australian partnership and a member firm of the KPMG global organisation of independent member firms 
affiliated with KPMG International Limited, a private English company limited by guarantee. All rights reserved. The KPMG 
name and logo are trademarks used under license by the independent member firms of the KPMG global organisation. 
Liability limited by a scheme approved under Professional Standards Legislation.



We narrowed these responses into six key
themes:

• delivering strategic flow

• being digital in thought, word and deed

• advancing analytics from insight to action…
safely

• shopping for talent – building talent
marketplaces

• holding to the heading – how to make
purpose real

• prioritising wellbeing and feeling good.

We tested these six themes with our global
network of KPMG Partners in the space. We
then conducted our in-person interviews on
these areas with 12 Pathfinding HR functions.
This research shines a spotlight on how theyare
addressing these themes as they move towards
2025, and what we can learn from them. To
summarise, we found Pathfinders were:

1
Delivering strategic flow: Pathfinders
are building more efficient and effective
HR functions, with the overarching drive

to deliver strategic value-add to their
organisations beyond their traditional realms of
recruitment, payroll, and employee engagement.
They flow throughout the organisation providing
people insights and enabling decision-making by
building the capabilities that make sense for their 
unique business strategy and marketplace.

They are less concerned with what others do
and say about people management, and instead
embed themselves into all functions and the
C-Suite, demonstrating the value of the people
function.

2
Being digital in thought, word and
deed: Legacy solutions and processes
will not be tolerated by employees in a

competitive labour market. Therefore, 
everything the HR function offers should be 
consumer-grade; seamless; tailored to 
employees; and informed by data. Pathfinders 
are accelerating past necessary technology 
implementation (for example to facilitate remote 
work), and instead are integrating digital to 
create a frictionless and highly engaging 
working environment that facilitates things such 
as learning in the flow of work.

3
Advancing analytics from insight to
action…safely: Pathfinders have moved
beyond tracking KPIs and producing

dashboards. Instead, they are answering the
questions the business is asking, and using
relational analytics – the science of human
social networks – to do so. That means building a 
value chain that takes HR analytics teams from
asking the right questions through to meaningful
insight and action. They have set up an end-to-
end capability that flows from proposing
hypotheses to exploring correlations, and acting
on findings to benefit strategy, engagement,
retention and career opportunities.

4
Shopping for talent – building talent
marketplaces: Pathfinders are shaking up
how skills are distributed to help their

organisations to find a better way to have their
talent in flow. They recognise that a world of
matching people to jobs has, in part, given way to
one where it is now about matching skills to tasks;
and they are experimenting with talent
marketplaces, integrating employee data,
business insights and business forecasting to do
this. Talent marketplaces are still fledgling, even in
the most innovative HR functions; however,
Pathfinders are taking them seriously as a critical
competitive requirement.

5
Holding to the heading – how to make
purpose real: Pathfinders are taking the
lead on organisational purpose – defining

it and making it real for their people. In particular,
they are embracing ESG, and engaging their
people on their net-zero strategy so that it flows
through every part of the organisation and impacts
positively on the end customer experience.

6
Prioritising wellbeing and feeling good:
HR functions are prioritising wellbeing,
bringing in innovative approaches that are

truly meaningful. Employees – especially younger
generations – are demanding more from their
organisations in this regard. Pathfinders know
this and are ready to be flexible and deliver as
needs arise.
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Our HR leaders survey
To support our identification of
themes and discussions with the
Pathfinders, we surveyed 300
CHROs or their equivalents such as
HR Directors, in the US and UK in
late 2022. We asked their main
priorities going forward, and where
they faced the biggest gaps in their
capabilities. Their organisations
predominantly had revenues of
between US$501 million and
US$10 billion. The findings feature
throughout this report and support
the six themes we have identified.

We would also like to thank our guest subject matter experts:

Gordon Harold, Professor of the Psychology of Education and Mental Health, Cambridge University
Matt Yerbury, People Analytics expert with experience across the Financial Services industry

Aegon
Pascal Ernst
Global Head of HR Digital
Experience

AIB
David McCormack
Deputy Chief People Officer

Albertsons
Mike Theilmann
Chief HR Officer

Aviva
Danny Harmer
Chief People Officer

bp
Simon Ashley
Senior Vice-President for
People & Culture

Genentech
Cori Davis
Chief People Officer

Microsoft
Amy Coleman
Corporate VP for HR

Ocado Group
Rachel Warwick
Global Head of Listening,
Culture & Engagement

Salesforce
Angela McKenna
EVP Head of Employee
Success for EMEA

Starbucks
Ron Crawford
VP, Global Benefits

Tesco
Emma Taylor
Chief People Officer

Tevva
Kay Jarvis
HR Director

With thanks

Our 12 Pathfinders are HR functions that we see are leading the way globally. Some Pathfinders in this report
also featured in 2021, such as Microsoft, Salesforce and Ocado Group. This demonstrates that certain
organisations are staying a step ahead as they consider the HR dilemmas they face today, and that they can
lead in more than one area of focus. We would like to thank the following individuals as representatives of
their Pathfinding HR functions for participating in this year’s research:
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Part 1:

Delivering
strategic flow
“At the end of the day, you bet on people,
not on strategies.”6

Lawrence Bossidy, former CEO, General Electric

The future of HR: From flux to flow 11
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In addition, improving the employee experience across
enterprise processes is a key focus for 57 percent of
our respondents – of which 31 percent view as their
key capability to deliver. Meanwhile, enabling a culture
of organisational agility will be on the agendafor
50 percent, although this was not ranked in their top
five in terms of capability to deliver.

Of course, our Pathfinders are taking their HR
organisational approach to the next level beyond the
core tasks of HR. They are ensuring that theiroperating
model is optimised and flowing to help deliver to their
organisation’s strategic vision.

Leading the way with this approach is global energy
company bp, focusing on the seamless integration of
its HR function in order to help to deliver bp’s bold
organisational transformation strategy.

“We’re custodians of the company’s reinvention,” says
Simon Ashley, Senior Vice-President for People &
Culture, bp.

Elsewhere, end-to-end online retailer Ocado Group is
working to deliver on the organisation’s strategy by
better listening and engaging with its fundamental
resource – its people.

While HR functions recognise strategic value-add is a
priority, not all are helping to drive strategy
successfully. Pathfinders do this in their own specific
context, demonstrating that it is about understanding
the needs of the business, and integrating into the
decision-making process by adding real value.

A leading HR function needs to begin with focusing
on building value-guiding capabilities that help to
drive business strategy. Different Pathfinders have a
different configuration of capabilities. Some focus on
delivering a steady stream of talent, others focus on
skills and skill building, and others focus on culture
and purpose. What is consistent and underpins all of
the Pathfinders’ capabilities is a focus on evidence-
based decision-making; greater integration of the
sub-functions of HR, and creating a superior
employee experience. To do this requires HR leaders
that are working on how the HR function organises 
itself to deliver ever more business value. Our
research suggests HR leaders recognise this, with 60
percent expecting to change their HR operating
model in the next two to threeyears.

60%
Think they will be
changing their HR
operating model in the
next two to three years.
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Since becoming CEO in 2020, Bernard Looney has
been taking bp through what he calls “the most
far-reaching transformation in its 112-year history.” As
the energy giant moves to a more sustainable future,
the HR team has been re-branded to people and
culture. This name better describes the role the
function plays in creating the right culture and putting
people at the heart of delivering the transition.

Simon Ashley, Senior Vice President for People &
Culture, bp, says the People and Culture team at bp has
approached this in a couple of ways. Firstly, embedding
a new culture frame across the company that highlights
the importance of purpose, delivery, and care.

The second, looking internally at the function itself and
organising around centers of expertise; including
Reward, Diversity, Equity and Inclusion, Talent,
Wellbeing and Workplace. Notably, the function has
also created a dedicated ‘Future organisation’ team.

The Future organisation team reports directly into the
EVP people and culture (CHRO), bringing together the
critical future focused people and culture capabilities,
including organisational design; people analytics, agile
delivery, and transformation.

“Having these all under one roof allows us to take a
holistic view of the health of our structure, people and
how we are working across bp,” Ashley explains. “It
helps us to work out whether these are aligned with
bp’s strategic direction.”

A good example of this holistic approach came as we
looked at return to office. “We took a cross-functional
agile team to explore where people are working, for how
long, and the impact – with data insights to underpin
this,” he says. This showed that relationships across the
company were narrowing, and key engagement metrics
were decreasing for those not coming into the office. It
also found that having conversations about personal
working arrangements was boosting engagement.

Combining the people analytics, agile and transformation
teams’ expertise – allowed an early intervention.

In a similar vein, the future organisation team tackled
employee engagement in 2021, which had been
declining in some areas post the reorganisation. The
team considered what was lagging and partnered with
COEs to develop an action plan and initiatives to
improve – focused on helping employees understand
bp’s new purpose and strategy, career development
and wellbeing.

This focus resulted in 2022, bp having record high
engagement, increased trust in leadership and the
highest pride in the company since tracking of this
measure began in 2008.

Future organisation breaks down silos across people
and culture and across bp. “It’s a crucial team. Only by
fitting those capabilities together can we get where we
need to be,” says Ashley.

Enabling the future
“Today’s businesses, customers and
employees expect more from the function
than ever before. World-class experiences
don’t happen by chance. To drive world-
class experience as an outcome and meet
the strategic goals of the ever-changing
business, we must work differently, and as 
a HR function we should build capabilities 
to maintain and continuously improve an 
organisation’s associates’ experiences 
across all functions in the future. This 
involves designing, building and operating 
HR differently. We have to create a single, 
human-centred, connected, tailored 
experience across platforms and systems, 
delivered ‘in the flow of work’ which 
meets our employees and leaders ‘where 
they’re at.’ Pathfinders get this and invest 
and organise HR accordingly – we see the 
potential benefits from that approach in 
the numbers and how HR drives success 
for the wider business.”

Cath Jowett
Partner, HR Advisory
KPMG Australia

Expert viewbp
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What can we learn from the Pathfinders about
delivering strategic flow?
Here are some reflections to consider in light of our Pathfinders’
insights:

• Consider how your HR operating model aligns with the
organisation’s wider strategic vision.

• Ask whether your HR function is balancing processes with
informing decision-making.

• Think about where HR has a presence in your organisation –
do you currently provide integrated and connected support across
the business?

• Question what initiatives your HR function is leading on, and what
it is supporting. Do these support the collective vision of the
organisation?

• How is HR setting the example and leading best practice in the
organisation, and is that being promoted throughout thebusiness?

• Is HR taking a holistic view of the organisation using data and
analytics to inform its own priorities?

• Is HR addressing some of the cultural challenges associated with
your new ways of working and transformation aims of the
organisation, or is it reinforcing them?

• Is HR listening to its stakeholders and adjusting its strategy to suit?
This includes employees and leadership.

Ocado Group

Expanding the reach of HR
Pathfinding HR functions looking to deliver on their organisation’s strategy need
to engage the support of their people. This can be challenging for Ocado, due to
a dispersed workforce that spans multiple types of workers, roles, locations and
more. It can be difficult to reach everyone effectively, let alone listen to, and act
on, their feedback.

Rachel Warwick, Global Head of Listening, Culture & Engagement, says to
overcome this challenge, Ocado Group’s HR function has multilayered waysof
reaching its people.

“Our goal was to really understand what matters to people on the ground,” she
says. “So, in addition to embedding continuous listening technology, we
expanded our Employee Council in our UK Logistics business and created
listening champions across our global Technology Solutions business. That’s
around 200 people across all our sites, whether frontline drivers, software
engineers or managers leading teams.”

This personal feedback is combined with the digital employee listening tool,
which has helped put insight gathering into the hands of leaders and managers.

“If I take myself as a leader of a team of 40, I can see the insight for my overall
team. I can see it split by the sub-teams underneath it. It is particularly helpful for
some of our leaders in a transforming organisation with multiple countries.
People insights include qualitative data to help us understand how our people are
feeling and how this is changing overtime.”

Warwick says in the past, leaders may have taken anecdotal evidence to, for
example, the board, but now they can take this combination of employee council,
listening champion feedback, and hard data to make clear proposals forchange.

“Instead of just saying, these are the things that people are telling us are a
challenge, now we can have that and thousands of data points correlating to our
argument.”
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Part 2:

Being digital 
in thought,
word and deed
“You cannot mandate productivity; you must provide the
tools to let people become their best.”7

Steve Jobs, Founder, Apple

The future of HR: From flux to flow 15
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Supporting the HR organisational structure must of
course be the right HR technology – so it makes
sense that automating HR service delivery was
identified by 39 percent of HR leaders as one of the
most important issues of focus. Likewise, delivering
digital technology into HR beyond the core HR
system of record was a priority for 39 percent, and
redesigning labour supply and demand (e.g. through
automation), was a priority for 17 percent.

Our survey also found that of the technology that
has been implemented in recent years, productivity
was the top outcome for 34 percent, followed by
work–life balance for 28 percent. Looking ahead, our

respondents still think productivity will prevail
(49 percent), and again, followed by work–life
balance (21 percent) (see chart below).

HR has a core role to play in the entire technology
strategy of the organisation and how employees
engage with it, as technology impacts how and
where people work, their communication with peers,
access to career opportunities, and more. Yet, our
Pathfinders are not just implementing technology
platforms for everyday benefits, but are leveraging
those platforms to create unique solutions to
business and people challenges, and to ensure that
their people can get into a ‘flow.’

Out in front is Salesforce – a Pathfinder in
our 2021 report for its digital leadership. The
company leverages Slack, its digital HQ, which is
completely transforming the way employees
work and measurably changing the company
culture for the better.

“We have a really big history of building urban,
downtown towers,” says Angela McKenna, EVP
of Employee Success, Salesforce. “But we really 
believe that the ‘digital HQ’ is as equally
important as the physical HQ in today’s world.”

Turning to hydrogen-electric truck company
Tevva, we found its People function has made
the best use of technology by developing an app
to make interacting with the People Team as
simple as possible. Meanwhile, Irish bank AIB is
cementing the digitally enabled working changes 
implemented during COVID-19 with ‘hybrid
personas’.

The digital employee experience is going to be
as important as the physical experience, and HR
functions must help to deliver consumer-grade
digital experiences to support recruitment and
retention. With the pre-pandemic digital
experience no longer relevant, we see
Pathfinders supporting the flow of talent by
building the digital experience around employee
needs, and redesigning technology and
processes from scratch where required.

Top-ranked technology impacts for the last
12 months

Top-ranked technology impacts for the next
12 months

34%

28%

15%

Productivity

Work-life balance

Facilitating ways
of working

Sense of belonging

Managing work-related
stress and anxiety

Productivity

Work-life balance

Facilitating ways
of working

Sense of belonging

Managing work-related
stress and anxiety

13%

11%

49%

21%

11%

10%

8%
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It is no surprise that a technology company like
Salesforce has created a ‘digital headquarters.’ In a
digital headquarters, digital agility and connectivity,
remote-work and seamless interactions are simply the
way every team member across the globe operates.

Angela McKenna, Executive Vice President of
Employee Success, says Salesforce’s use of a virtual
knowledge and collaboration tool is key to achieving
this. It means all employees have a similar user
experience, can instantly connect with anyone across
the organisation, and be in continual informal
communication to make working on projects together
a breeze. HR is demonstrating how to use this
technology to better the employee experience.

“We have pretty much stopped using email,” says
McKenna. “After a video meeting, I can instantly
connect with any participants for a quick follow up via
a Slack Huddle, an audio-first way to communicate
inside a Slack channel or direct message. Huddles
currently account for 34 percent of our internal
communications.”

Likewise, using voice recorded messages rather than
long emails is proving a popular relief, and adds a
personal touch in a virtual world.

“If someone’s going out on holidays for example,
they can leave a quick voice note to say – ‘Hey,
it’s Friday evening, here is what’s top of my mind
before I go away,’ – then schedule its arrival for
Monday morning.”

As a company with over 78,000 employees globally,
Salesforce employees participate in a lot of virtual
meetings. Therefore, while technology is clearly vital
and enabling always-on connectivity, McKenna says
HR is also helping to drive a balance.

“We’ve experimented with what we call ‘async’
weeks, where employees cancel routine meetings to
create space for more deep, focused work. Over
20,000 employees participated in the first one we did,
and 80 percent liked it, and the same amount asked to
repeat it quarterly,” she says.

Building a digital HQSalesforce
“Digital transformation is all about
addressing the talent imperative on the
minds of many organisations today
– attracting, retaining, and growing top
talent through exceptional and
individualised workforce experiences.

To activate the mind shift and evolve, HR
should include experiences as a formal
part of their taxonomy, in addition to the
traditional processes and service
catalogues. This new, human-centred 
design and experience focus also needs
to shift how HR thinks about their
operating model, capabilities and the
technology investments. When adding
the human-centred design component,
increased value and impact can be
unlocked to help optimise experiences
and talent across enterprise.”

Dan Kloza
Director, HR Advisory 
KPMG Australia

Expert view
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Tevva

An app to come together
Hydrogen-electric commercial truck company Tevva
launched in 2013, and while startups often focus on
profit before investing in HR, Tevva was different. As
part of its goal to create ‘One Tevva’ – an inclusive
environment for all of its team members – it has
embraced technology to launch the ‘Tevva Together’
app, which everyone can log into via their mobile
device anywhere and at any time. Kay Jarvis, HR
Director, says the app is about opening HR up.

“You can log in to see who the leaders of your team
are, or who is joining the company today,” she says.
“You can get links to people directories. You can go in
and see your payslip. You might want to book a desk
or meeting room or find any company newsletter that
has been issued.”

Jarvis adds that the app features recordings of all monthly
C-suite updates, links to first aid and mental health
representatives, and progress updates from different
business functions.

“You can book annual leave or view your contract. You
can request a one-to-one with your line manager. You can
see an organisational chart for theentire company.”
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What can we learn from the Pathfinders about
becoming digital in thought, word, and deed?
Here are some reflections to consider in light of our Pathfinders’
insights:

• Consider where HR data is being used today. Is it flowing
throughout the business, or just flexing around the HR function?

• Is current technology being maximised before new investments are
considered by the People function?

• Is it clear what the ROI is on digital investments made in HR? Not
being able to articulate this may hamper further investments.

• Is the HR function leading by example in how it deploys technology
and puts the user front and centre in its design?

• How is the HR function enabling a seamless hybrid working
environment, and integrating this into the overall employee
experience?

• Does HR have a say in technology experiences outside of the HR
function? It must flow in its influence throughout an organisation’s
use of technology.

• Is HR supporting pilots and experimentation of new technology,
and recording the potential benefits and challenges these
experiments may bring?

AIB

Creating hybrid working personas
The COVID-19 pandemic transformed Irish bank AIB almost overnight, with
technology enabling the majority of its 9,000 employees to quickly shift to
remote work. David McCormack, Deputy Chief People Officer, says now this
has proven successful, HR is aligning the new ways of working with culture
and policies.

“With COVID-19, you had many organisations saying, ‘You will never need to
physically come back to the office again,’ with many of those companies
having now gone full circle and said, ‘You will have to come back into the
office five days a week.’

“We have taken a more pragmatic approach to this from the outset,
continually engaging with our employees to say, ‘This is a learning experience
for us all, we don’t have all the answers and we may make mistakes along the 
way, but we need to be patient with each other, learn from our mistakes and 
go on this journey together.’”

Part of this is experimenting with ‘personas’ which the bank can adopt to
best represent working styles and patterns of its people.

“It might be that my persona is office-centric, or remote-centric. This gives
individuals and colleagues an appreciation and understanding of expectations
in terms of their working styles,” McCormack says.

Over the past 12 months, the bank has onboarded a large number of people,
to ensure it can provide the right experience for existing and new customers,
and respond to competitors withdrawing from the market. This level of
change required the organisation to react through the creation of hybrid
working personas to ensure clarity and expectations for their people.
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Part 3:

Advancing
analytics from
insight to
action… safely
“Insight must precedeapplication.”8

Max Planck, Physicist

The future of HR: From flux to flow 20
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While HR functions have long used analytics to
understand factors such as hiring, attrition and
engagement, that approach is seen by Pathfinders as
simply a baseline. Meanwhile, analytics are important
to our survey respondents: 36 percent say delivering
predictive insight and business value will be a priority
in the next few years. Worryingly, however, only
17 percent ranked analytics first when asked what
they are best placed to deliver. This may explain why
53 percent are investing in analytics platforms for
their HR function in the next few years.

As important as analytics are to HR functions, data
quality, HR capability and functional integration are all
potential barriers to making the best use of it. Data
may be unclear or unavailable, or fail to be translated
from raw source to valuable insight. The graph on
page 22 shows how HR functions surveyed are using
data for human capital decision-making.

Pathfinders provide a strong link between data and
decision-making. They have integrated advanced,
relational analytics into their processes, and they have
invested in technology and talent to ensure that insights
are connected across the business, can be interpreted
accurately, and acted on swiftly. They go out of their
way to correlate findings in one area to another, so as to
truly understand the business and their people.

Microsoft is on the front foot with this approach to
advanced analytics, striving to connect its data and
analysis to hypotheses. One source of data is found in
Microsoft’s employee listening system. The purpose
of the system is to improve employee experience,
through empowering managers, enabling leaders, and
enlightening HR. Listening to employees provides
Microsoft with a rich foundation of data related to the
employee experience.

“Then, we can build hypotheses and undertake unique
explorations on top of that,” says Amy Coleman,
Corporate VP for HR, Microsoft.

Insurance organisation Aviva is also using advanced
data correlations to get really specific insight into
remote working and its impact on future success;
while at Genentech, HR is striving to use advanced
analytics to create products that immediately enhance
the employee experience. It is an example of HR
flowing through the daily life of the business, and
using employee interactions to inform strategic value-
add through analytics.

In essence, Pathfinders are taking analytics to the next
level. Rather than tracking standalone metrics, they are
building the value chain required to undertake relational
analytics and turn existing insights into tangible action.

Are you investing in new analytics platforms
within your HR function?

Unsure/
cannot discuss

NoYes

53%

38%

8%
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Workforce analytics can be used throughout an enterprise when considering human capital
decisions. Which types of data do you use when making human capital decisions?

Diversity and inclusion 69%

Performance management 69%

Reward and compensation 62%

Learning and development 55%

Measuring HR operational performance 46%

Operations 37%

Sales 35%

Customer experience 30%

Finance 26%

Other 1%

Recruitment and retention 78% Our HR leaders surveyed are clearly adept
at using recruitment and retention and

Employee experience and engagement 75% employee experience data in their work,
with over three-quarters of those surveyed
using this information to support analytics
and, ultimately, decisions. However, the
HR function is clearly less comfortable
using data it may not specifically own,
such as Operations (37 percent), Sales (35 
percent), customer experience
(30 percent), or Finance (26 percent) data.
In our conversations with Pathfinders,
their HR functions are comfortably using
data not necessarily owned by the HR
function to inform their decisions in the
context of the wider organisation.
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When it comes to data and analytics in HR, Microsoft isnot
just interested in simple results, but in developing the
insights that drive business decision-making and outcomes,
and promote leader and manager effectiveness which can
help employees thrive.

Amy Coleman, Corporate VP for HR, says the HR Business
Insights team sits as a ‘centre of excellence’ in HR.
Coleman says Microsoft, as one may expect from a global
technology company, has always been ahead with
analytics, but the difference is that HR is finding ways to
empower leaders more with data and ensuring they take
intentional action on findings.

“It’s the value chain – the idea that I, as a team leader, have a 
hypothesis about my business, so I can interact with the
analyst that supports my team, and explore the hypotheses.”

Coleman says this is somewhat like an account manager –
an expert connecting leaders’ questions to data and insights
that knows the business. They consider what people data
can tell them about business performance and what levers
can lead to different outcomes.

In an example of engaging better with data, Coleman’steam
has been asking the question: ‘How do we know where we
have opportunity within the organisation?’ To find out,
multiple teams in HR have been building a model which
takes both quantitative and qualitative data that allows HR
teams and leaders to understand where there are
opportunities to improve company culture. In addition, it
means they can start to answer questions about attrition
risk, effectiveness of leader communications, or where
greater manager support may be needed.

“We can say, ‘You may have never looked at this team, but
did you know that they have been able to retain high
performers and have scored high in terms of manager
inclusivity in our Employee Signals Survey? We should take
a closer look at the team and what they are doing so we
can share with others and scale across the organisation.’”

Microsoft has a number of advantages when it comes to
analytical capabilities. For example, its artificial intelligence
(AI) or machine learning tools help make sense of millions of
lines of qualitative data. However, HR is also driving aculture
that is supportive of data insights. Bi-annual employee
experience and leadership surveys, daily pulse surveys which 
are randomly sent to 2,500 employees, as well as manager 
and employee lifecycle (onboarding, internal mobility and 
exit) surveys run like clockwork.

While experts can help, Microsoft also providesself-service
for HR leaders, who can undertake initial exploration then
engage with the HR Business Insights Center of Excellence
for more sophisticated analytical work.

With all of this at her fingertips, Coleman has a new question
to explore – how many reorganisations can an employee take 
before it impacts employee experience?

“That data offers me an entry into a conversation with a
leader to discuss if it is worth it to go ahead and do a
business reorganisation, or if it will impact the employee
experience, or the business or strategic outcomes. It is
powerful if we use it well.”

Connecting insightsMicrosoft Expert view

“Addressing the big themes facing
HR simply won’t be possible without
sophisticated analytics capabilities.
What the Pathfinders tell us is that
investment in analytics will be
critical. However, tracking individual
metrics like staff turnover is too
simple. It won’t get you where you
want to be. Working on the issues
of the future requires relational
analytics. This brings disparate
datasets together, enabling you to
investigate multiple – and often
complex – underlying factors to
properly understand a problem. For
example, people performance isn’t
just down to how many high-
potential people are in an
organisation. It’s also a factor of
culture, reward, collaboration and
much more, which can all be
quantified and made sense of.”

David Keen
Director, HR Advisory
KPMG Australia

Foreword Executive
summary

Part 1:Delivering
strategic flow

Part 2: Being digital
in thought, word

and deed

Part 3:Advancing
analytics from insight

to action…safely

Part 4: Shopping for Part 5: Holding to the
talent – building heading – how to

talent marketplaces make purpose real

Part 6: Prioritising
wellbeing and
feeling good

Conclusion: How
to positionfor the

unknown

Part 3: Advancing
analytics from insight

to action…safely

The future of HR: From flux to flow 23
©2022 KPMG, an Australian partnership and a member firm of the KPMG global organisation of independent member firms 
affiliated with KPMG International Limited, a private English company limited by guarantee. All rights reserved. The KPMG 
name and logo are trademarks used under license by the independent member firms of the KPMG global organisation. 
Liability limited by a scheme approved under Professional Standards Legislation.



Aviva

Revealing true insights about remote work
As an insurance organisation, Aviva is consumed with customer data, but
recently recognised that it could do more when it comes to its own employee
insights. Danny Harmer, Chief People Officer, says Aviva was in the good
habit of reviewing basic employee data, but this was not necessarily helping
drive decisions around employee attraction and retention. Building the right
team of experts, Harmer is now bringing different data sets together, and her
team is hypothesising, finding the answers, and acting on what they tell them. 
A recent example has been looking into the impact that remote working is 
having on performance and careers.

“I asked, how many colleagues are coming into the office, level of seniority,
location, roles, functions, and genders? And how does this match up to our
recent pulse survey on employee engagement? How does this link through to
performance ratings and promotions?”

Harmer says early investigation shows that men are currently working on-site
more than women. Another is that disengagement correlates with non-office
attendance.

“This scares me – particularly around female attendance. I wonder what will
happen to our gender pay gap three to four years from now?”

Thanks to a new level of insight generated through advanced analytics,
Harmer now has a new hypothesis to explore – are women staying home
more due to caring responsibilities? If so, how can Aviva support them
better?

With the correlated insight at her disposal, she has the tools to find out.

Genentech

A virtuous analytics circle
Biotech company Genentech applies a 'product mindset' to workforce
analytics, using insight voluntarily gathered from employees to develop apps
that improve their experience. This means treating managers and employees
as 'customers of workforce analytics.'

Cori Davis, Chief People Officer, says an example of this is the CalPal app.
CalPal is a voluntary employee app that, when opted into, analyses an
employee's calendar metadata. This analysis offers insights on things like how 
much time an employee spends in meetings versus focus time. The app also 
allows an employee to set focus time goals and receive an automated email 
nudge to make a decision when focus time does not align with their intention.

“In addition to time-spent insights, we have unearthed a relationship
between focus time and wellbeing, a correlation that we are further
examining. To this end we are testing, and receiving good feedback thus far,
on a skippable meeting recommendation engine.”

Davis says employees can have a fear of ‘saying no’ or ‘missing out’, so this
skippable meeting engine will provide an employee with a data point that
they can consider when receiving a meeting invite – with the aim of
improving the employee experience while optimising productivity.
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From data to
insight to action –
navigating the
rapids
Expert view: Workforce analytics –
the next level

With many years of experience as a
workforce analytics leader in financial
services, Matt Yerbury contributed to this
year’s Pathfinders research. He says
Pathfinders see analytics as a value chain,
made up of more than just the analytics
team. That value chain, in his experience,
typically consists of five parts – with an
analogy that the analytics is ‘flowing like a
river.’ Here is our navigator’s guide:

The right questions

2 Relational analytics

3 Rich presentation

4

5 Robust data integrity

1

Agile execution
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1 The right questions

Understanding exactly what the business units need to 
know is the first step in ensuring that you produce
analytics with real commercial value. The analytics
team must be close to the business to achieve this.
Who to have those conversations with will vary from
project to project. However, in many cases, it will be
the Business Partners. Not all Business Partners will be 
data literate, so they will need training on what
analytics can and cannot answer, and coaching on how
to ask the right questions of the analytics team.

2 Relational analytics

The future of workforce analytics is relational. Relational
analytics looks at the multiple factors behind a trend,
issue or problem, by combining datasets to reveal deeper
insights. For example, which behaviours, capabilities or
leadership styles are most closely aligned to financial
performance? In a hybrid working environment, what
motivates choices about where towork?

3 Rich presentation

The deeper insights that you get from relational
analytics can be presented in more meaningful ways.
Setting out the narrative behind the data gives decision
makers an emotional connection to it, and a clearer

understanding of the actions to take. However, be
aware that different audiences may react
differently to this approach. Some senior
executives might simply prefer to see the raw
numbers – while others will want to see the story 
that the findings are telling.

4 Agile execution

Playing back your findings is not the end of the
analytics value chain. The next stage is to move
from insight to action. This is best done in small,
agile, multidisciplinary teams, working in agile
sprints to rapidly deliver what is needed – be it a 
report, an app, a policy change, etc. These teams 
will sit outside the workforce analytics unit. In 
fact, their members do not have to be HR experts 
at all. Each team should be put together
specifically for the project at hand, with a
dedicated lead. It should stay in place for the life
cycle of that project, then disband once delivery 
is complete.

5 Robust data integrity

A workforce analytics team’s ‘licence to operate’
is based on trust. Employees must trust that the
team is doing the right thing by them and the
business, and treating their data securely and
confidentially.

Ensuring that integrity will demand:

• strong data governance and ethics
frameworks – including a data ethics
committee

• transparent communications – to let people
know what is being done with their data, and
the governance measures in place to protect it

• careful consideration and internal
conversations – about how to handle the
data required for each new project

• approval to use the data – from the relevant
data owners within the business

• using the data in an ethical way – for the
purpose in which it was shared,
transparently, and held securely.

Without that level of integrity, staff won’t feel
comfortable disclosing their data – which
means you won’t be able to provide meaningful
insights.
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What can we learn from the Pathfinders about advancing analytics from
insight to action?

Here are some reflections to consider in light of our Pathfinders’ insights:

• Think about how your people data flows in the context of wider organisational data to support decision-making.

• Is there an established relationship in the HR function between data and decision-making?

• How is your HR function integrating non-people data into its decisions?

• Does the HR function promote relational analytics, both internally and with the business units it serves? Are HR
colleagues aware of what relational analytics is about and how they can be analysed?

• Is the HR function clear where there are data gaps to support decision-making, and does it have a connected plan
across the enterprise to address this shortfall?

• Can HR clearly articulate the value chain of using analytics in its decisions, and how HR data then informs the value
chain of the wider organisation?

• Does your HR function have the capabilities to maximise the analytics available to it, and is it investing in those skills
internally?

• Similarly, is your HR function investing in the capabilities of others in the business to gather, challenge and interpret
analytics so it flows throughout operations?

• Considering trends – does your HR function lead by example on this? Especially on ESG-related metrics like
Inclusion, Diversity and Equity (IDE)?
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Part 4:

Shopping
for talent —
building talent
marketplaces
“Of all the things I’ve done, the most vital is coordinating the
talents of those who work for us and pointing them towards
a certain goal.”9

Walt Disney

The future of HR: From flux to flow 28
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While matching ‘people to jobs’ has long been the
dominant way of operating, the fast-changing skills
required in organisations, particularly around
technology and automation, as well as a
competitive labour market filled with skills
shortages, means that it is becoming increasing
necessary to rethink this approach. It is something
we have discussed before at KPMG. A labour 
market unable to provide the skills ‘ready-made’ for
an employer requires a different approach. The
organisation is designed around the skills available
in the market, and the reskilling and development
teams are central to realising strategic objectives.

To support a competitive labour market, it is also
vital to give employees opportunities to move and
grow within the organisation. In a 2022 US-based
KPMG survey, 55 percent of American workers
somewhat or strongly agreed that they are
provided adequate, diverse career path
opportunities into lateral and upward roles.
Meanwhile, 58 percent somewhat or strongly
agreed that they have open access to learning
paths for alternative career paths within their
organisation.10 While these results are both over
half of respondents, there is still a lot of room for
HR to help build organisations in which people see
a promising future.

One way our Pathfinders are tackling both of these
issues is focusing on matching ‘skills to tasks’ via
talent marketplaces. Talent marketplaces are
comprehensive datasets of your people and their
unique capabilities, linked to an understanding of
where those skills are needed across the
organisation and when. As Simon Ashley, Senior
Vice-President for People & Culture, bp, told us:

“Establishing an internal talent marketplace is a
major undertaking. It means joining up, and
continually updating your job architecture and skills
taxonomy, and your talent, performance and reward
systems, using the right technology solution. It
means customising learning and development to
align your workforce capabilities with the business’s
current and future skills needs.”

In our survey of HR leaders, 46 percent reported
that building a talent marketplace which allows
for the matching of skills to tasks, as well as
people to jobs, will be important to them in the
next few years.

Our Pathfinders are already on the way, with some
in inspiring stages. They recognise the competitive
advantage of getting this right for both business
growth and retaining talent.

Biotechnology company Genentech is particularly
advanced on its journey, with gathering employee
skills data part of its everyday routine. We found
insurance company Aegon undertaking a pilot in its
IT function, tackling one complexity at a time as it
develops. Importantly, we found Aviva focusing on
building skills in its people to be ready for the
changing future demands on the business, which
all feed into a future talent marketplace. Likewise,
Tesco recognises that what it demands of its
people will change – and it is uniquely taking
people on this change journey and building greater
agility and engagement in the process.

While building a talent marketplace will not happen
overnight, we think there are a few ‘get-rights’ to
realise the potential benefits such an approach can
bring. Moving to a skills-first approach in how you
resource your people, underpinned by data and
analytics, and a culture nurtured towards sharing
talent through a series of pilots (and learning from
them) are all essential. It is what our Pathfinders
can demonstrate.
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At Genentech, the need for flexibility and agility has led
to a growing demand for an internal skills-based talent
marketplace. The company needs to fluidly assign
people with the right skills to projects – or ‘gigs’ – in a
dynamic environment. To help achieve this, employees
must regularly update their profile on the company’s
Human Capital Management (HCM) system, with their
latest skills and capability data. That effectively builds
the database that is required for a talent marketplace.

“Their HCM record provides everything a hirer needs to
know,” explains Cori Davis, Chief People Officer. “So,it’s
in everyone’s interest to keep their recordsrefreshed.”

When opportunities are advertised internally, a
meaningful conversation is encouraged between the
candidates, their managers, and the hirer. “The aim is
to ensure a sensible, manageable outcome that
benefits everyone involved,” says Davis.

Managers were initially skeptical about the system, so
Genentech spent time piloting and experimenting with
it. The result was a decision matrix, which shows
managers the highest priority work they are
accountable for, and the scope to let a team member
take on a role elsewhere in the firm. In-the-flow
learning and development are also key to the model.

“Now, managers can see how the whole business
benefits if people can move easily around the firm,
to find the most meaningful and impactful work,”
says Davis.

As an additional benefit, when permanent vacancies
open up, there is no need for internal staff to put in a
CV, as the information is there.

Of course, a thriving talent marketplace will likely have
implications for other aspects of HR. For Genentech,
the challenge going forward is to address the impact
on compensation. Genentech’s job evaluation
framework has not yet evolved with its marketplace.

“It remains jobs-based, so it’s not really set up for
someone who might take on a number of internal
gigs,” says Davis.

The HR team is working to resolve this. They are looking
at how to reward skills-based work, and how to
benchmark the right levels of pay. They have also
developed new policy guardrails for when a ‘gig’ lasts
long enough to be considered the employee’s actual role.

Evolving with the talent marketplaceGenentech Expert view

“It is clear that the idea of a talent
marketplace is necessary to adapt to a
world of work where static jobs are giving 
way to rapidly evolving tasks. But what 
looks like a ‘nice idea’ has also presented 
challenges to the Pathfinders: how to 
balance holding a job with doing ‘gigs’; 
how to manage pay and reward in a fluid 
and atomised working environment; how 
to make sure that a ‘lending manager and 
team’ can continue to deliver their work; 
and how to ensure learning in the flow of 
work to support the agility of the talent 
marketplace. The Pathfinders have not 
solved all these challenges, but, as we 
have seen with Genentech and Aegon, it 
hasn’t stopped them going down the 
path and experimenting.”

Jess Bollard
Director, HR Advisory
KPMG Australia
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Aegon

An IT pilot
Aegon has its sights set on developing a talent marketplace and is starting
with a pilot in its IT function. Pascal Ernst, Global Head HR Digital Experience,
says the pilot reflects a number of key business drivers.

“One driver was employee development, as we saw from our engagement
survey that our people indicated that they had a strong need for development
and movement in the organisation,” he says.

Another is that there is also a need to develop and access strong and relevant
skills in-house. Early efforts at building the IT talent marketplace show how
vital skills data will be for this to be successful.

“A big challenge for us will become, what is our ‘system of record’ for skills?
Yes, we will use AI, but it needs the right data to start the matching process.”

A second challenge will likely be predictive workforce planning, with a third
how to get ‘lending’ or ‘sharing’ of employees with in-demand skill sets right.

“Why would you, as a manager, let somebody go when you have already very 
lean teams and budget constraints? For an employee, it is more, ‘If I go to a 
new manager, who will do my performance review, how will it impact my
career? How will it impact my pay?’”

Ernst’s key tip is that if you want your talent marketplace to be global, privacy
will need to be a priority, as sharing information across GDPR and non-GDPR
countries can get complex.

“You lose your employees’ support if you make one mistake with this.”

Aviva

Building skills for the future within
At Aviva, Danny Harmer, Chief People Officer, says one of the biggest focuses 
for HR is building the right skills for the future while also building the right 
learning for existing employees to meet those needs. As part of this, the
insurance organisation set up Aviva University two years ago, which offers
essential learning and an evolving suite of skills development courses.

“We’re also putting in place talent programs which are data based and skills
based. At the same time, we’re asking, what are the skills and capabilities
that Aviva needs for the future? How do we develop people to have those?”

Key to getting this right is really understanding from leaders the skills and
capabilities they anticipate they will need.

“In three years, call centre teams might need to be able to build a chat bot, or
manage a chat bot, or find a way of digitising a process that they know our
customers hate.”

Aviva is very much leading the way when it comes to integrating its talent
marketplace with its learning strategy and workforce-shaping activity. Its aim
is to get the right people with the right skills on the right tasks, faster than its
peers – providing that much-needed competitive edge.
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Tesco

Growing a skilled and agile workforce
For supermarket Tesco, awareness that the
workforce of the future is unlikely to match today’s is
prevalent. Emma Taylor, Chief People Officer, says in
simple terms, it is about anticipating the jobs, skills
and talent requirements of the organisation – and
working with business functions to achieve this
insight and meet it.

“That’s really broad for us, because we have a
diverse range of job families across our workforce,”
she says.

These job families include store workers, supply chain
operations, delivery teams, technology capabilities,
back-office operations and much more. Understanding
what the business will need will inform future talent
attraction and retention. However, importantly, it can
also drive the re-skilling of existing colleagues to ensure
adequate capabilities as needs evolve. It is about HR
and the business engaging in a ‘bigger’ conversation
about the existing workforce and how it needs to
continue to develop.

“By the very nature of the disruption and the shocks
that we've had to the workforce in recent years,
I think if we were sitting here with a strategic

workforce plan, we would constantly be rewriting it.
So, it’s about how you infuse the spirit of workforce
planning into the conversation – versus it being a
more traditional HR ‘people-power’ plan. The only
way you can achieve that is in partnership with the
organisation,” says Taylor.

In addition to understanding the changing needs of
business functions, part of what sets Tesco’s
approach apart from others is how closely it is
including its people in this evolution. It is encouraging
people to try different roles, to learn in-person from
others, and to embrace tailored online learning to
expand their skills. An app has been created to help
this process, which will enable colleagues to access
opportunities to work in their store, and ultimately
also in their local network of stores, alongside other
fundamental aspects of the colleague experience.

“We are moving from a traditional model of, ‘I am
employed to do this job in this part of the operation,’to
colleagues being trained to do a variety of roles, with
different skills. This means we have a colleague base
that can also respond flexibly against the demands of
the business or an individual business unit.”

In one example of how Tesco is actively preparing for
the future, it is providing interested employees with
training in data and analytics – a core capability now
and into the future.

Importantly, building such an agile and diverse
workforce will not only help Tesco to be ready for
changes such as new customer demands, changing
market conditions, or evolving supply chain
expectations, but it also helps employees feel
increasingly engaged with and connected to the
organisation.

“It reflects our focus on diversity and inclusion as
well, and making sure that it is not just about having
a representative workforce, but that we are able to
benefit from having an experience reflective of
diverse experience and contribution,” says Taylor.
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What can we learn from the Pathfinders about building 
a talent marketplace?
Here are some reflections to consider in light of our Pathfinders’ insights:

• A first step is to map the skills currently available in your organisation – ask yourself
whether it gives you what you need for the future. If not, you may need to recruit or build
the skills internally as part of your people plan.

• Is there a clear view of who is where in the organisation, and what they do? This is the
foundation of your skills ontology – a view of all the skills in your organisation, where
they sit, and with whom.

• Have you mapped your processes to achieve a talent marketplace?

• Is your HR function aligned to IT to help work out what technology is mostsuitable?

• Has your HR function considered the cultural challenges associated with this new way of
working?

• Consider how the talent marketplace will flow throughout the organisation. Can you start
with a pilot area, experiment, and learn and take in feedback?

• Do you have incentives for employees to keep their skills up-to-date?

• Do you have opportunities to build skills to meet the needs of themarketplace?

• How does performance management support the aims of a flexible talent marketplace?

• Is there a flow between the internal talent marketplace and the external labour market 
or recruiting? Does your HR function have a view on both, to support workforce
shaping?

Albertsons

Attracting and retaining
executives
US-based supermarket Albertsons had some very
specific areas of the business in which it needed to
build and scale quickly. To do this, Mike Theilmann,
Chief Human Resources Officer, says Albertsons had
to strategically focus on building its ‘talent machine’ at
the executive level.

“We had to think about – what is the profile of the
talent we want to bring in to execute our Customers for 
Life strategy and achieve our business objectives?” he 
says. “Do we want to have people that have had depth 
of operating before? Do we want disrupters in certain 
places? Do we want people that are deep in, for 
example, grocery retail? It started with understanding 
and articulating that.”

Theilmann says Albertsons's approach to attracting
the best talent is to articulate the vision of the
business and ensure they understand the resilience,
agility and passion that are innate across the
organisation.

“We want to hire at the upper level of capability –
fewer, bigger, better. Give them the resources they
need, connect the teams. Go fast and tie everything
back to our strategy to keep them focused on top-tier
performance for our business and a great experience
for our customers,” he says.
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Part 5:

Holding to the
heading —
how to make
purpose real
“Don’t confuse progress with winning.”11

Mary Barra, CEO, GM

The future of HR: From flux to flow 34
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Our survey results show that HR leaders believe
culture, company values, and purpose are the most
important elements of the EVP when it comes to
attracting, developing and retaining talent. However,
purpose in particular cannot simply be a nice company
slogan, but must be completely integrated into how the
business operates, how its people operate, and
importantly, the employee experience.

Increasingly, purpose is aligned to net-zero aspirations,
and how employees can help in achieving this outcome
– an example of HR influencing the everyday flow of 
the organisation. Net-zero is understood as an

aspiration to have on-balance, zero carbon emissions to
reduce the impact of climate change by 2050 –
although some organisations are aiming for 2040.

Ensuring the workforce contributes to ESG topics,
including any commitments to net-zero and IDE
targets, will be on the agenda in the next few years
for 32 percent of CHROs and their equivalents. Our
Pathfinding HR functions are certainly representative
of this percentage, as they know the value of
organisations supporting ESG-related purpose,
as well as their role in making this purpose ‘real’
for employees.

To what extent are you reporting and actively engaging in the following ESG topics?

Inclusion & diversity reporting 78%

Governance and leadership structure reporting 57%

Environmental impact reporting 49%

Culture reporting 44%

Social prosperity reporting 25%

Other 3%
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Living and breathing a net-zero purpose is Tevva, with
its HR function building purpose into the employee
experience right from the interview stage, all the way
through to daily operations and leadership training. Kay
Jarvis, HR Director, Tevva, says that when you join
Tevva, “you become part of a team that wants to find a
solution to the issues that we have at the moment
around commercial logistics delivery and the
infrastructure of that.”

At AIB, ESG is at the heart of purpose – and in
particular how the financial institution can support the
environment with its net-zero strategy. This is not just
about telling people that environmental sustainability
matters, but rather it is creating a culture in which they
come to that conclusion themselves, through learning
and networks that support a better understanding.

Pathfinders show how HR has a central role to play in
terms of instilling net-zero-related purpose, ranging
from training to policies, processes and reward. As
reaching net-zero increasingly matters to employees,
stakeholders, the broader public, and of course the
planet, HR’s unique position as a connector between
business strategy and people can bring net-zero into
the flow of working life.

There are several ways that HR can support organisations in their net-zero ambitions. Reflecting on the current state of your organisation, which of the below
do you believe are feasible to implement in the next one to three years?

Encourage remote/hybrid working where possible 70%

Offer dedicated training and development 52%

48%
Encourage your CEO and board to lead through

training and coaching support

Embed net-zero ambitions in your company
values, principles and culture 46%

Support the creation of a dedicated net-zero strategy 41%

Design environmental and sustainability rewards 36%

Create a sustainability champions scheme 32%

Other 2%
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Tevva lives and breathes its net-zero purpose, with HR
at the forefront. Kay Jarvis, HR Director, says: “When
we talk about our future diversification, we don’t see
ourselves stopping at trucks. We see ourselves going
into the hearts of the customers to be able to help
them to find better ways to package their materials,
issue their materials, and for the end customer to
receive the goods all in a way that impacts humanity
positively.”

This purpose is made clear right from day one in a
team member’s journey, informing how interviews are
conducted, leaders are trained, and culture is created.

“You’re actually scored at the interview stage around
behaviour assessment and alignment to our mission 
and our vision. Are you joining us because this is a job, 
or are you joining us because you want to sincerely be
part of a team that’s creating a solution for future
generations that will inhabit this planet? That starts you
off on a very different journey.”

When it comes to learning and development, it is all
about enhancing purpose, and investing in the idea that
“every team member deserves to have a great
manager.” Being a great manager at Tevva means being 
aligned to the purpose, inspiring others, having courage, 
being reliable, having empathy and tenacity, and also 
enjoying leading.

“With every decision you make, you are encouraged to
evidence how you use your values alignment inmaking
that decision. If you’ve made a decision that’s based on
the values of the company, then you have the support
that you’ve got to where you need to be the right way,”
she says.

Another part of Tevva’s purpose is making sure that
every team member, whether they are customer
facing, back office, or in the factory, have equal access
to flexible working arrangements. Jarvis explains that
traditionally, if for example a team member in the
factory wanted to see a family member in a sporting
match in work time, they would have to book in annual
leave. However, by thinking more creatively and
planning in similar ways that they plan for sick leave or
attrition, Jarvis and her team see no reason why
flexibility cannot be made possible at Tevva. At this
stage, they are aiming to make around 20 percent of
time flexible for these teams.

“We’re aware the manufacturing and technology areas
need to have people there. Of course. But that’s not to
say we can’t disrupt that. It doesn’t need to be the
standard start time, standard finish time, standard
break time. Why can’t we build in a level of flexibility
that allows understanding? We can make sure that
we’ve got the budget and the cover correct – but give
the availability for people to apply more flexibility in
those roles,” she says.

Purpose from day oneTevva Expert view

“HR is the gateway to an organisation 
meeting its ESG commitments through
its people. The function has a guardian
role in setting the tone of the business,
articulating its purpose and values, and
demonstrating those in how it engages
with employees from the most strategic
activity to the most administrative tasks.
The policies, processes and projects in
which HR has responsibility shapes the
culture of the organisation, that is
particularly evident in how the
organisation can realise its net-zero
commitments. The Pathfinders we spoke
to take a holistic approach – matching
formal policies and processes with
informal interventions to deliver on public
commitments on ESG.”

Lisa Russo
Director, HR Advisory
KPMG Australia
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AIB

Purpose, people and products
For AIB, the goal of HR is to help employees connect to this purpose by
understanding the organisation’s ESG ambitions and how they bring that to
life. David McCormack, Deputy Chief People Officer, says core to this is
mandatory training to make sure everyone has the right foundations, but then
it is much more about creating the culture and space for employees to truly
adopt a sustainability lens in their day-to-day business operations and
behaviours.

“It isn’t just our executive committee or board that drive and deliver our
sustainability agenda, it’s our people, collectively, that bring it to life,” he says.

Measuring if people are engaging with purpose isn’t necessarily
straightforward. McCormack says while AIB can track employee interest in
related communications or surveys, the real measure is in their actions. For
example, what sort of response and reaction are customers giving to
employees on their sustainability efforts?

“If you’re continually challenged as a HR function to come up with new ideas
and to support evolution, then you know you’re succeeding,” he says.

Starbucks

Environment, leadership and performance
Starbucks has always had a clear purpose – to work together to create a
positive impact in the world. The company is acutely aware that climate
change will make it increasingly difficult to grow high-quality coffee.
Therefore, it has committed to ultimately being resource-positive: giving back
more than it takes from the planet.

In the medium-term, Starbucks aims to cut its carbon, water and waste
footprints in half by 2030 (compared to 2019). It has set out detailed plans to
achieve this, putting the initial focus on five key strategies, including
expanding its plant-based menu, shifting away from single-use packaging,
rethinking farming activities and land-use, reducing waste, and innovating its
stores and operations. In the company’s own words: “By reducing carbon
emissions and conserving water, we are contributing to a better planet, and
bringing coffee to customers in a sustainable way.”
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What can we learn from the
Pathfinders about making
purpose real?
Here are some reflections to consider in light of our
Pathfinders’ insights:

• How are the organisation’s public commitments
being cascaded internally – is HR pushing the
message enough and bringing your people with
you on the journey?

• Is your HR function clear on where it can support
net-zero ambitions?

• Has it mapped all of the functions, processes
and policies it owns and considered them in light
of net-zero commitments?

• How is HR setting the example?

• What does net-zero look like from your first day
as an employee to when you leave?

• How does HR – supporting the back-office –
flow through to the front-office work of the
organisation when it comes to realising net-zero?
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Part 6:

Prioritising 
wellbeing and
feeling good
“It is health that is real wealth and not pieces
of gold andsilver.”12

Mahatma Gandhi

The future of HR: From flux to flow 40
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In our survey of HR leaders, we found that for
85 percent, the mental health and wellbeing of their
employees has become a bigger focus for their
organisation over the past two to three years.

Looking ahead, improving the mental health and
wellbeing of the workforce was expected to be a future
focus of 53 percent of respondents. However, when it
comes to having the capability to actually deliver on it,
28 percent ranked it first – suggesting room for
improvement on this growing matter of importance.

For our Pathfinders, this focus on wellbeing is
happening right now. Out in front is Starbucks, where
staff wellbeing has been a longstanding ethos, from
offering shares to ensuring mental healthcare is part of
its Employee Assistance Plan (EAP). We also found
AIB building an internal network of wellbeing advocates 
across all corners of the business.

Focus has remained
the same/No

Has the mental health and wellbeing of your employees become a bigger focus for your organisation 
over the last two to three years?

Yes 85%

12% 3%

Non-Pathfinders might have wellbeing initiatives;
however, they may be disconnected and not easily
accessible in the flow of work. Some could be
‘standard’ EAP offerings, or pilots in certain parts of
the organisation. In comparison, Pathfinders have
integrated wellbeing into their employee experience
– it is in the flow of their work, and easily accessible 
through multiple channels and tailored offerings.

One very important thing our Pathfinders and other
leading organisations will want to do is better
understand the nuances between mental health,
mental ill health, and wellbeing, as each in fact lead
to different policies and programs. Gordon Harold,
Professor of the Psychology of Education and Mental
Health at the University of Cambridge, shares his
expert insights into these distinctions and what they
mean for HR functions in the breakout on page 44.
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Starbucks doesn’t just take employee wellbeing
seriously. The global coffee brand goes out of its way
to take a lead on the issue, and think differently about
how to support its staff. This is taken to the point
where the company doesn’t have ‘employees’, it has
‘partners.’ All eligible partners are given shares in the
company.

“Our philosophy has always been: if we find new and
unique ways to support our partners in what they want
and need, they’ll be more engaged and excited to
connect with our customers,” says Ron Crawford,
Vice-President of Global Benefits.

Looking after partners’ mental health has always been
an important part of this approach, but COVID-19
revealed the need to go further in that regard.

“The pandemic showed us all how fragile mental
health can be. We knew we needed to do more,”
says Crawford.

Starbucks knew this because the company listens to its 
workforce; and, at Starbucks, listening means more
than carrying out employee surveys and focus groups.
It means understanding, and tackling, the root cause of
the issue.

“We look for the message behind what our people are
saying to us,” he says. “Partners aren’t going to say,

‘I’d like a better Employee Assistance Plan.’ They’ll tell
us what they’re struggling with day-to-day. And we
heard a lot more of that during the pandemic.”

Starbucks realised it would need to address three
common problems with mental health treatment for
its partners:

• Stigma: It can be hard for people to speak up
about mental health, and to ask for help.

• Access: Most EAPs offer just four or five sessions
a year, usually with a long wait (eight weeks on
average). Plus, the first session is often with a
therapist who has the wrong specialism for the
patient’s condition – or the right practitioners don’t 
take insurance.

• Quality: Mental health treatment doesn’t always
deliver the desired outcomes, as many therapists
don’t provide patients with the tools to help them
recover.

Addressing these issues required a radically different
mental healthcare benefit. Therefore, Starbucks
teamed up with a leading mental health provider to
develop and deploy evidence-based treatment and
practical recovery tools. Under the plan, partners get up 
to 20 sessions each year, and the coverage extends to 
their family members.

Starbucks also took a different approach to measuring
the success of its new approach.

“We only ask for data on whether partners are getting
access to treatment; how quickly; and what it costs us.
We instructed the provider not to send us any data on
anything else,” says Crawford.

The data shows that Starbucks has indeed transformed
mental health treatment for its partners. Waiting times
are down from eight weeks to just six days – and usage 
rates have risen from 4 percent to 19 percent.

“We know instinctively that investing in our partners’
health drives a return in terms of productivity,
engagement and customer experience. Everything
we’ve done to date demonstrates that,” he says.

For Crawford and his team, supporting Starbucks
partners is a continual priority.

“We’re constantly listening to our partners and looking
for the next big challenge we can help them with.
We’re always trying to get to the root of the issue. And
we’re always seeking innovative solutions that break
the mould.”

Breaking the mouldStarbucks
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“Wellbeing is much broader than simply focusing
on Employee Assistance Programs or the latest
wellbeing app. It’s a holistic view of how we can
best support our people to be their best selves –
yes, for our business – but also for their own
careers and lives. At KPMG, we are proud to lead
by example when it comes to wellbeing. From
breaking the stigma of mental ill-health, to
encouraging and promoting physical wellness, to
providing formal and informal support to
colleagues who need it in the moment, we have a
comprehensive strategy around wellbeing. It’s
something our people expect from our business,
and therefore listening to their needs – beyond the 
annual survey – is key. The other element that is 
helping us deliver for our people is technology; 
providing in-the-moment support and guidance on 
wellbeing is a fundamental part of our support 
offer when things get tough.”

Nhlamu Dlomu,
Global Head of People
KPMG International

Expert view

For AIB, the most effective way to focus on wellbeing in employees is to empower and invest
in them to support each other, realised through mental health advocates positioned all across
the business. David McCormack, Deputy Chief People Officer, says the organisation currently
has almost 1,000 people fully trained to perform this role.

“By the end of the year, we will have over a thousand certified mental health advocates across
the group – that represents over one in 10 of our colleagues,” he says.

The advocates not only support colleagues across the organisation with mental health
challenges, but also foster and feed back to HR on the wellbeing of teams and support
engagement activity across the group.

“What is working, what isn’t working, how is it working? What can we do differently? How can
we evolve it? How can we enhance it? How can we make it better?” he says.

McCormack says AIB has released an internal app, and through it, HR shares wellbeing
messages and links to insights, or ways to collaborate, connect and share ideas.

“It’s trying to create as many avenues as you can for people to interact, engage, and connect
across the group.”

Mental health advocatesAIB
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Defining mental health and how this
impacts programs

While your HR function may be focusing on
wellbeing, there are in fact nuances to what
wellbeing encompasses, and it can be
beneficial to understand this more specifically.
Gordon Harold, Professor of the Psychology of 
Education and Mental Health at the University 
of Cambridge, says recognising the
differences between ‘mental health,’ ‘mental ill 
health,’ and ‘wellbeing’ can make a big impact 
on your approach to organisational policies and
programs.

“We need to draw the distinctions, because
there are very different strategies involved,”
he says.

Harold says:

• Mental health is about promoting mental
health – supporting and reducing the risk
of mental ill health.

• Mental ill health (such as anxiety or
depression) is often downstream from the
early causes and will need different
programs.

• Wellbeing can refer to more holistic
programs that cover spiritual, physical,
emotional and social wellbeing.

• Mental health is a component feature of
general wellbeing, but interventions
around mental health and mental ill health
should not get lost in this wider definition.

Harold, who has years of experience in
researching the impact of mental health and
mental ill health on the life outcomes of young
people, including in the workplace, says from
a HR standpoint, a program that aims to
inform, educate and engage employees
around mental health promotion is essential.
This can complement strategies that address
and support the reduction of adverse mental ill 
health impacts, and be part of a wider
approach to promoting overall employee
wellbeing.

He adds that working with these distinctions
shouldn’t just drive program planning, but
specific strategies to measure success of the
programs. It can also help HR to understand
what the organisation is responsible for
professionally and legally in the event of
employee mental ill health.

“For example, events prior to arriving in the
workplace may have significance around the
mental health or mental ill health of an
employee. What responsibility, therefore,
does that employer have for those particular
factors? From a HR standpoint, the starting
base is really, what does the employer have
by way of responsibility to its employee? It is
also important to know, what are we legally
liable for?”

Getting deeper into these nuances around
mental health, mental ill health, and wellbeing
will increasingly matter in the next few years,
as a cohort that is very informed about these
issues and nuances – and more open in their
approach to discussing them – will start to
enter workplaces.

“As young adults of today become your
workforce of the near future – they will
welcome an environment that promotes their
mental wellbeing,” he says.

Trying to build a comprehensive and integrated
wellbeing program not only benefits employees,
but also the attraction and retention of people in
a competitive talentmarket.

Expert view
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What can we learn from the Pathfinders
about prioritising wellbeing?

Here are some reflections to consider in light of our Pathfinders’
insights:

• How can your HR function think beyond EAP and consider
tailoring support to an employee’s individual needs?

• How can you provide in-the-moment support?

• What can you do to break down stigma?

• Is there an awareness, capability, or re-skilling element to this?

• How can wellbeing link with employee experience and
recruitment or retention? For example, can wellbeing be seen as
a reason to join or stay at your organisation?

• What can HR do to promote wellbeing outside of the
organisation?

• How can HR use data to track wellbeing and monitor quality of
interventions, while also protecting individual privacy?

• Does your Employee Listening and Feedback Program flow
back into your operating model?
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Conclusion:

How to
position for
the unknown
“Predicting rain doesn’t count, building arks does.”13

Warren Buffett

The future of HR: From flux to flow 46
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Based on our last three years of research, we consider
that Pathfinders make up about 10 percent of all HR
functions. They share certain capabilities, namely:

• they have a clear sense of purpose, and this in turn
informs their mindset of how they operate in
practice

• a strength in developing analytical insight that is
focused on business questions

• a desire to build the workforce needed to face the
challenges of both today and tomorrow

• complete focus on providing a strong experience at
work, including ‘learning in the flow of work,’ so
that both individuals and the total workforce can
remain in flow

• they are less siloed and far more integrated in the
way that they operate: with analytics informing
workforce shaping, skill building and employee
listening in a fully integrated way

• a belief that work does not exist in isolation of life
and home. Purpose, wellbeing and ESG are major
concerns of the modern worker. They believe that
people functions must deliver on these
expectations as much as traditional talent
management concerns.

We visualise the Pathfinding HR function ‘flowing’ in the
following way (see page 48): They have a clear purpose,
which informs a mindset which is integrated across the
enterprise irrespective of the function HR is working with;

and this is underpinned by data and analytics capability.
We have found it is the foundation for all the subsequent
work HR is involved in, including everything from
workforce shaping to employee experience, as everything
is based upon robust data and analytics, and sitting under
a clear mindset and purpose of how HR supports
organisational aims.

Why are the efforts of Pathfinders
important to review?

The efforts of the Pathfinders matter to every
organisation, as the world of work is being atomised by
digital technologies and automation. Traditional jobs are
giving way to the primacy of skills and tasks. Work is
more dynamic than ever, and this means that the
workforce’s structure, skills, organisation, and size of
today is not the workforce of tomorrow. The world of
work is increasingly blending with wider societal,
economic and environmental considerations, meaning
employers need to show that they are listening and,
where possible, responding to these concerns. In
particular, they need to consider a greater purpose and
supporting employee mental health and wellbeing.

Our research shows that the capabilities that are
considered as important for success in the future, such
as workforce shaping and delivering analytical insight,
are not the areas where many HR functions have current
capability. Therefore, Pathfinders demonstrate how they
are going from flux to flow in these areas – and how
they are solidifying the immense value of the function
beyond processing performance and payroll.
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Pathfinders have a clear purpose, which informs their mindset of how to deliver strategic flow. They embed analytics into everything they do
– linking to our five-part value stream. This in turn delivers tangible outcomes for HR strategy, workforce shaping, employee experience and 
establishing talent marketplaces.
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How should HR leaders respond?

While the Pathfinders may be addressing similar
issues, there is no one-size-fits-all approach. Each
Pathfinder tailors its HR function to its organisation’s
context. It is something we urge HR functions seeking
to become Pathfinders to consider.

One of the emergent themes (and capabilities) that we
have learned from Pathfinders such as bp and
Genentech is that HR functions need to accept the
unknown and the dynamic. Positioning for the

unknown requires a continuing capability in what is
often known as futures and foresight. This requires the
following pre-conditions:

• analytical insight that flows from idea to action,
deploying the five-part value chain explored in this
report

• a disciplined approach to workforce shaping that is
scenario-based, and continuously evaluates the
optimal workforce cost, capability, capacity,
organisation and contingency

• defining the required job architecture and building
a future-proofed skills ontology. This will allow for
the necessary ability to decompose and
recompose the organisation design as strategy,
technology and competition evolves over time,
always ensuring a flow of talent

• an ability to horizon scan with the business about
what is happening and what is likely to happen

• an authoritative decision-making forum, again
involving the business, to make timely decisions

• agile delivery of projects with feedback built-in to
inform the points above.

These all point to the need for capability that can build
‘arks’ at the right time, and this is what the Pathfinders
are leading the way with. Building capability is how
Pathfinders remain in flow and move forward with
momentum. It is how they continue to ensure a flow of
talent to address the broader business needs, as well
as provide an excellent, frictionless, working experience 
and career path for people. It is also how, in the 
dynamic matching of skills to tasks, workers will be ‘in 
flow’ in their tasks and experience greater fulfilment in 
their work.
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Where next?

With inspiration from the activities of our Pathfinders,
there are plenty of ways to consider how their
approaches could be adapted to the unique set-up of
your function. Here are some possibilities:

• Deliver on strategy: Focus on aligning HR
operations and processes in a way that can help
to support and drive the overarching
organisational strategy. Bringing together key HR
capabilities such as organisational design;
workforce analytics and planning; culture change;
and agile delivery, under the one roof, can help to
drive this seamlessly.

• Integrate digital operations: Move from
focusing on technology to facilitate basic needs
and instead look at how it can enhance HR
effectiveness and the employee experience. One
holistic way to do this is to support the use of the
right technology as a base for a ‘digital
headquarters,’ making the organisation accessible
to everyone, and connectivity and communication
seamless. Another way is to use apps to make
engagement with employees two-way, so that
they have easy access to HR, and you are
involved in a continual feedback loop that can feed 
decision-making. Amid these efforts, consider 
how technology is impacting the lives of your 
people, and implement aligned support such as 
‘Hybrid Personas’ for remote work.

• Advance your analytics: Push beyond using
‘rear view mirror’ analytics for traditional HR

needs such as retention, attrition and
engagement. Instead, work with more
comprehensive data sets and relational analytics
capabilities to answer the big questions leaders
have about people in the business. Creating a
hypothesis, correlating quantitative and qualitative
insights, then finding unique answers can make a
big impact on decision-making and actions. It is
also possible to treat your employees as the
‘customer’ of relational analytics, and use what
the findings tell you about their needs to create
products and services that enhance their
experience.

• Build a talent marketplace: Understand the
skills your organisation will need in the years to
come and the gaps you will need to fill. Rather
than thinking about creating entirely new
positions, can you create a skilled workforce fit to
undertake task-based or project-based work? To
do this, build a ‘talent marketplace,’ starting with a 
database of the skill sets required, employee
skills, and who is working on what and where.
You also need to think about team agility and
mobility, particularly across borders. Management 
support for sharing and exchanging talent, as well 
as stringent employee data privacy policies, will 
be integral to trust in this new way of operating. 
Also, think about job evaluations, job descriptions 
and pay grades.

• Make purpose real: Recognise that culture,
company values and purpose are vital factors in
an EVP, and contribute to organisational success
and reputation – particularly when it comes to

ESG factors. Consider how you can take purpose
from being a nice slogan and instead make it
‘real’ and meaningful for your people. Build
purpose into how you recruit, how your team
members prioritise decision making, or how
leadership operates. Foster a culture in which
employees embrace purpose to drive the new
products and services that they create.

• Prioritise wellbeing: Understand that up-and-
coming employees will expect more than ever
from their employers when it comes to caring
about their mental health, mental ill health and
wellbeing. Think about these as three separate
areas of focus and how the requirements of each
can shape policies and programs. Make
employees feel like ‘partners’ not just workers,
and think about the mental health and wellbeing
benefits that can be offered in your EAP that will
make a real difference to their lives. Perhaps train
wellbeing advocates across the business – or
engage with digital tools to create a continual
pulse on wellbeing that leads to action.

As employees go through a Great Reconsideration,
there is little time for HR to sit back and hope the
company strategy will unfold, and that employees will
be happy to keep turning up each day. Therefore, for
Pathfinders, efforts across these six themes are
continuous. This dedicated focus on improvement and 
innovation sets the Pathfinding HR functions apart 
from others, and helps ensure they move from flux to 
a state of genuine flow. Of course, Pathfinding HR 
functions might be leading the way – but there is no 
reason why others cannot catch or overtake them.

Foreword Executive
summary

Part 1:Delivering
strategic flow

Part 2: Being digital
in thought, word

and deed

Part 3: Advancing
analytics from insight

to action…safely

Part 4: Shopping for
talent – building

talent marketplaces

Part 5: Holding to the
heading – how to
make purpose real

Part 6: Prioritising
wellbeing and
feeling good

Conclusion: How
to positionfor the

unknown

Conclusion: How
to positionfor the

unknown

The future of HR: From flux to flow 50
©2022 KPMG, an Australian partnership and a member firm of the KPMG global organisation of independent member firms 
affiliated with KPMG International Limited, a private English company limited by guarantee. All rights reserved. The KPMG 
name and logo are trademarks used under license by the independent member firms of the KPMG global organisation. 
Liability limited by a scheme approved under Professional Standards Legislation.



Foreword Executive
summary

Part 1:Delivering
strategic flow

Part 2: Being digital
in thought, word

and deed

Part 3: Advancing
analytics from insight

to action…safely

Part 4: Shopping for
talent – building

talent marketplaces

Part 5: Holding to the
heading – how to
make purpose real

Part 6: Prioritising
wellbeing and
feeling good

Conclusion: How
to positionfor the

unknown

John Doel
Partner, Human Capital Advisory
KPMG in the US
E: jdoel@kpmg.com

Susie Quirk
Partner in Charge, HR Advisory
KPMG Australia
E: squirk1@kpmg.com.au

Kate Holt
Partner, People Consulting
KPMG in the UK
E: kate.holt@kpmg.co.uk

Nhlamu Dlomu
Global Head of People
KPMG International
E: nhlamu.dlomu@kpmg.co.uk

Contacts
Research contacts

Robert Bolton
Global Head of People and Change
Center of Excellence
KPMG International
E: robert.bolton@kpmg.co.uk

Thomas Nearney
People and Change Center of Excellence
KPMG International
E: thomas.nearney@kpmg.co.uk

Australian HR Advisory Leadership

Jess Bollard
Director, ACT
HR Advisory 
KPMG Australia
E: jbollard@kpmg.com.au

Cath Jowett
Partner
HR Advisory
KPMG Australia
E: cjowett@kpmg.com.au 

David Keen
Director, VIC
HR Advisory
KPMG Australia
E: dkeen2@kpmg.com.au

Karla Baumler
People and Change
Center of Excellence
KPMG International
E: kbaumler@kpmg.com

Robin Rasmussen
Partner, Human Capital Advisory
KPMG in the US
E: rlrasmussen@kpmg.com

The future of HR: From flux to flow 51

Susie Quirk
Partner in Charge
HR Advisory
KPMG Australia
E: squirk1@kpmg.com.au

Geographical HR Advisory Leadership

Lisa Russo
Director, NSW & SA
HR Advisory
KPMG Australia
E: lrusso1@kpmg.com.au

Dan Kloza
Director, QLD
HR Advisory
KPMG Australia
E: dkloza@kpmg.com.au

©2022 KPMG, an Australian partnership and a member firm of the KPMG global organisation of independent member firms 
affiliated with KPMG International Limited, a private English company limited by guarantee. All rights reserved. The KPMG 
name and logo are trademarks used under license by the independent member firms of the KPMG global organisation. 
Liability limited by a scheme approved under Professional Standards Legislation.

mailto:jdoel@kpmg.com
mailto:squirk1@kpmg.com.au
mailto:kate.holt@kpmg.co.uk
mailto:nhlamu.dlomu@kpmg.co.uk
mailto:robert.bolton@kpmg.co.uk
mailto:thomas.nearney@kpmg.co.uk
mailto:jbollard@kpmg.com.au
mailto:cjowett@kpmg.com.au
mailto:dkeen2@kpmg.com.au
mailto:kbaumler@kpmg.com
mailto:rlrasmussen@kpmg.com
mailto:squirk1@kpmg.com.au
mailto:lrusso1@kpmg.com.au
mailto:dkloza@kpmg.com.au


1

2 https://advisory.kpmg.us/articles/2022/american-
worker-survey-summer-2022.html

3 https://home.kpmg/xx/en/home/insights/2022/08/
kpmg-2022-ceo-outlook.html

4 https://home.kpmg/xx/en/home/insights/2019/11/
the-future-of-human-resources-2020.html

5 https://home.kpmg/xx/en/home/insights/2021/09/
the-future-of-hr-lessons-from-the-pathfinders.html

6

7

8

9

10 https://advisory.kpmg.us/articles/2022/american-
worker-survey-summer-2022.html

11

12 Somoskovi, Akos, Sevim Ahmedov, and Max
Salfinger. “It Is Health That Is Real Wealth &
Not Pieces of Gold & Silver.” The Indian journal
of medical research. Medknow Publications &
Media Pvt Ltd, March 2013.

.

13

Endnotes

The information contained in this document is of a general nature and is not intended to address the objectives, financial situation or needs of any particular individual or entity. It is provided for information 
purposes only and does not constitute, nor should it be regarded in any manner whatsoever, as advice and is not intended to influence a person in making a decision, including, if applicable, in relation to any 
financial product or an interest in a financial product. Although we endeavour to provide accurate and timely information, there can be no guarantee that such information is accurate as of the date it is received 
or that it will continue to be accurate in the future. No one should act on such information without appropriate professional advice after a thorough examination of the particular situation. To the extent 
permissible by law, KPMG and its associated entities shall not be liable for any errors, omissions, defects or misrepresentations in the information or for any loss or damage suffered by persons who use or rely 
on such information (including for reasons of negligence, negligent misstatement or otherwise). ©2022 KPMG, an Australian partnership and a member firm of the KPMG global organisation of independent 
member firms affiliated with KPMG International Limited, a private English company limited by guarantee. All rights reserved. The KPMG name and logo are trademarks used under license by the independent 
member firms of the KPMG global organisation. Liability limited by a scheme approved under Professional Standards Legislation

If you’ve received this communication directly from KPMG, it is because we hold your name and company details for the purpose of keeping you informed on a range of business issues and the services we
provide. If you would like us to delete this information from our records and would prefer not to receive any further updates from us please contact unsubscribe@kpmg.com.au

Produced by: KPMG’s Creative Services. Publication Date: December 2022. (8808)
Designed by Evalueserve.

Publication name: The future of HR: From flux to
flow Publication number: 138337-G
Publication date: December 2022

Some or all of the services described herein may not be permissible for KPMG audit clients and their affiliates or related entities.

kpmg.com.au

https://advisory.kpmg.us/articles/2022/american-worker-survey-summer-2022.html
https://home.kpmg/xx/en/home/insights/2022/08/kpmg-2022-ceo-outlook.html
https://home.kpmg/xx/en/home/insights/2019/11/the-future-of-human-resources-2020.html
https://home.kpmg/xx/en/home/insights/2021/09/the-future-of-hr-lessons-from-the-pathfinders.html
https://advisory.kpmg.us/articles/2022/american-worker-survey-summer-2022.html
mailto:unsubscribe@kpmg.com.au

	The future of HR: From flux to flow
	Slide Number 2
	Slide Number 3
	Slide Number 4
	Slide Number 5
	Slide Number 6
	Slide Number 7
	Slide Number 8
	Slide Number 9
	Slide Number 10
	Slide Number 11
	Slide Number 12
	Slide Number 13
	Slide Number 14
	Slide Number 15
	Slide Number 16
	Slide Number 17
	Slide Number 18
	Slide Number 19
	Slide Number 20
	Slide Number 21
	Slide Number 22
	Slide Number 23
	Slide Number 24
	Slide Number 25
	Slide Number 26
	Slide Number 27
	Slide Number 28
	Slide Number 29
	Slide Number 30
	Slide Number 31
	Slide Number 32
	Slide Number 33
	Slide Number 34
	Slide Number 35
	Slide Number 36
	Slide Number 37
	Slide Number 38
	Slide Number 39
	Slide Number 40
	Slide Number 41
	Slide Number 42
	Slide Number 43
	Slide Number 44
	Slide Number 45
	Slide Number 46
	Slide Number 47
	Slide Number 48
	Slide Number 49
	Slide Number 50
	Slide Number 51
	Endnotes

