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HR leaders are aligned on the critical enterprise business goals: 

Explore the five imperatives for HR leaders in 2020:

Build Critical Skills 
and Competencies 
for the Organization

Current and Future 
Bench Strength

Organizational 
Design and Change 
Management

Drive Digital Business 
Transformation for 
the Organization

Employee 
Experience

Grow the 
business

Improve operational 
excellence

Execute business 
transformation

We asked what initiatives will drive success.
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Build Critical Skills 
and Competencies 
for the Organization

01

The shortage of critical skills and competencies is the 
most commonly cited issue among HR leaders.

Addressing these skills gaps is the top priority for 
growing the business.

of HR leaders overall

of CHROs/Heads of HR

of HR technology leaders

66%
66%
86%

Accelerate the build
Priority cited by
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01 Build Critical Skills and Competencies for the Organization

Landscape Challenges Solution

Critical Skills and Competencies
The future of work is full of changes in who does work and 
how work gets done (think gig economy, new skills, workforce 
aging, diversity, artificial intelligence and data). The skills and 
competencies required for this evolution will continue to change.

HR executives have to partner with the business continually to 
maintain the proper balance of emerging, existing and legacy 
skill sets needed to drive the business as it transforms.

Competition is also fierce for critical talent segments.

Do your employees have the skills they need for their current 
roles and their future careers?

One in five employees say they do

70% say they haven’t even mastered 
the skills they need for their jobs today

On a more macro level, 19% of skills 
will be irrelevant in 3 years

19%
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01 Build Critical Skills and Competencies for the Organization

Landscape Challenges Solution

Biggest Critical Skills and Competencies 
Challenges for 2020
What HR leaders told us

Question to ask 
How do we — and how well do we — identify and develop the skills we need for the future?

 

46%

Source: Gartner 2020 Future of HR Survey

37%

41%

We lack the skills we need to drive future performance

We struggle to develop critical talent segments

Our learning culture doesn’t support effective 
new skills development
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01 Build Critical Skills and Competencies for the Organization

Landscape Challenges Solution

Connect learners to skills needed for their 
success — and that of the organization

 

1 Take a market-driven, predictive approach to identifying 
skill needs, forging a closer connection between employees 
and the market.

2 Challenge employees to be “more.” Demonstrate how they 
will grow personally by developing in-demand skills. Target 
70% of communications to employees as individuals.

3 Connect employees to skill-building opportunities 
beyond their roles. Broker learning experiences and 
connect employees to cross-organization, and even 
extra-organizational, opportunities.

How connected learners outperform

n = 7,101 employees 
Source: Gartner 2018 Shifting Skills Survey

… are 8 times 
more likely to be 
high performers

… are 4.2 times 
more likely to stay 
in the company

… are 66% more 
engaged

… learn skills 
25% faster

Take Action: Bridge the skills gap 
gtnr.it/skills-gap

https://www.gartner.com/en/human-resources/insights/skills-gap
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Current and Future 
Bench Strength02

Shortcomings with the current and future leadership 
bench undermine the ability of the business to grow, 
transform and innovate — and improve operational 
excellence.

of HR leaders

of CHROs/Heads of HR

of L&D leaders

52%
57%
63%

Next in line
Priority cited by
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02 Current and Future Bench Strength

Landscape Challenges Solution

Current and Future Bench Strength
HR has typically filled the leadership pipeline with potential 
successors for specific positions or roles, but that approach 
can’t keep up with the demands of today’s uncertain, rapidly 
changing times. 

Leaders don’t feel confident in their ability to lead the 
organization into the future, and leadership roles are going 
to keep changing — and change significantly — as 
organizations continue to transform.

Leadership development expenditure per leader 
Median spend (in USD)

 

$2,500

$1,250

$0
2017

n = 63 HR executives (2017); 51 HR executives (2019) 
Source: 2017 Gartner L&D Agenda Poll; 2019 Gartner Leadership Development Survey

2019

$797

$2,167 = 172%
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02 Current and Future Bench Strength

Landscape Challenges Solution

Biggest Bench Strength Challenges for 2020

What HR leaders told us

Question to ask 
How do we prepare current and future leaders to succeed in 2020 and beyond?

 

Source: Gartner 2020 Future of HR Survey

45% We struggle to develop effective midlevel leaders

39% Our bench lacks diversity

37% We struggle to develop effective senior leaders

32% Our succession-management processes don’t 
yield the right leaders at the right time
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02 Current and Future Bench Strength

Landscape Challenges Solution

Pair complementary leaders 
to share responsibilities

1 Equip leaders to understand their strengths and 
weaknesses in context, not against standardized 
organizationwide metrics, so they will know better 
when to lean in to support others and when to 
leverage support from others.

2 Develop leaders’ learning for practical use. Integrate 
leaders’ development programs into their own workflows 
and priorities so they can put their learning to practical 
use in their everyday activities.

3 Create quality leader partnerships that enable each 
leader to specialize in core skills, develop needed 
skills and lead in critical areas. Don’t just rush leader 
development to fill urgent business needs.

Benefits of developing complementary leadership 
Complementary leadership increases leaders’ …

Take Action: Create an effective succession plan 
gtnr.it/succession-plan

… individual performance  
by up to 40%.

… skills preparedness  
by up to 54%. 

… team’s performance  
by up to 60%.

… engagement  
by up to 48%. 

n = 2,819 leaders 
Source: 2019 Gartner Leader Effectiveness Survey for Leaders

https://www.gartner.com/en/human-resources/insights/succession-planning
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Organizational 
Design and Change 
Management

03

Organizational structure and agility are critical 
to business success in executing transformation 
initiatives and optimizing costs.

of HR leaders

of total rewards leaders

of CHROs/Heads of HR

48%
52%
56%

Improved handling
Priority cited by
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03 Organizational Design and Change Management

Landscape Challenges Solution

Organizational Design and Change Management
Organizational structures are often poorly mapped to workflows 
and networks, especially as operating models evolve.

Organizational effectiveness is frequently misaligned with 
enterprise priorities and inadequately measures the quality and 
prevalence of planning and goal setting, as well as the outcomes.

Which challenges most concern you when it 
comes to managing the future workforce?

Outdated work processes

Outdated organizational structures

 

CHROs 48%

61%CHROs

CEOs 39%

CEOs 47%

Source: 2019 Gartner CEO 20 Pulse on the Next-Generation Workforce
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03 Organizational Design and Change Management

Landscape Challenges Solution

Biggest Organizational Design and Change 
Management Challenges for 2020
What HR leaders told us

Question to ask 
How do we involve the right people in our next enterprise change, and engage employees to execute that change?

Source: Gartner 2020 Future of HR Survey

55% Our leaders aren’t equipped to lead organizational restructuring

49% We’re unsure how to design the organization to be faster 
and more responsive
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03 Organizational Design and Change Management

Landscape Challenges Solution

Adopt an open-source approach 
to change management

An open-source approach can:

Increase your probability of success 
during change by up to 22%

Decrease your implementation time 
by as much as 33%

Move away from top-down change management and 
push decision making and planning deeper down into 
the organization.

1. Involve employees to co-create change strategy. 
Engage the right employees at the right time in 
the right way as active participants in making and 
shaping change decisions.

2. Shift ownership of change planning to employees 
to create personal change implementation plans.

3. Talk, don’t tell. Refocus change communications 
on open conversations and encourage peer-to-peer 
interactions.

Take Action: Deliver on complex change initiatives 
gtnr.it/change-mgmt

https://www.gartner.com/en/human-resources/insights/organizational-change-management
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Drive Digital Business 
Transformation for 
the Organization

04

Driving digital transformation was among the top two 
priorities cited by 35% – 43% of almost every type 
of HR subfunction leader. HR leaders were asked to 
select only two priorities, so the consensus is less 
strong but still significant around this priority.

of HR leaders

of CHROs/Heads of HR

of HR technology leaders

37%
39%
43%

Fine-tuned steering
Priority cited by
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04 Drive Digital Business Transformation for the Organization

Landscape Challenges Solution

Driving Digital Business Transformation
CEOs are broadly pursuing digitalization efforts. But as 
organizations seek to achieve digital business at scale and 
monetize their efforts, it’s often difficult to discern exactly what 
to prioritize. HR leaders need to understand exactly what the 
change in business scope and scale will look like — and what 
the talent implications of the changes will be.

The needs will be different, for example, if an organization 
is pursuing a major new digital business opportunity in an 
adjacent market vs. placing multiple bets on 
different scenarios.

The proportion of CEOs who have a digital transformation 
or similar initiative 
Percentage of respondents

18%

38%
82%
in 2019

62% 
in 2018

Source: Gartner CEO and Senior Business Executive Survey 2019 
(n = 473) and 2018 (n = 460)
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04 Drive Digital Business Transformation for the Organization

Landscape Challenges Solution

Biggest Challenges for 2020 in Driving Digital 
Business Transformation for the Organization
What HR leaders told us

Question to ask 
What’s our digital transformation strategy, and what talent-related risks and opportunities does it raise?

Source: Gartner 2020 Future of HR Survey

43% Our organization doesn’t have a clear, consistent strategy for 
digital transformation

35%

33%

We don’t have enough talent to drive transformation

Our leadership isn’t equipped to drive 
digital transformation
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04 Drive Digital Business Transformation for the Organization

Landscape Challenges Solution

Be a trusted digital transformation 
driver and advisor

Driving digital business transformation1. Become a digital business expert. Be fluent in the 
language that business leaders and shareholders use 
to discuss digital priorities and actively engage in strategy 
discussions.

2. Be a talent architect. Track expiring, evolving and 
emerging skills, and identify where and why innovation 
struggles in the organization to target your efforts.

3. Make HR more agile. Develop the iterative, experimental 
mindset of your HR teams, enabling them to contribute 
meaningfully to digital business transformation. 
Continuously audit HR solutions to stay aligned with 
the changing needs and expectations of employees 
and business leaders.

Take Action: Drive digital dexterity 
gtnr.it/digital-dexterity

Leaders

Roles

Functio
ns

Digital business 
transformation

Ambition

Design

Deliver

Refine

Scale

Business

People

Things

https://www.gartner.com/en/executive-guidance/digital-dexterity
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Employee 
Experience05

Employee experience remains key to growing 
the business but, not surprisingly, doesn’t appear 
in the top two priorities of HR leaders as often 
as issues perceived to be more urgent drivers of 
performance, such as those related to skills and 
leadership development.

of HR leaders

of CHROs/Heads of HR

of D&I leaders

28%
33%
50%

Drive positive outcomes
Priority cited by
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05 Employee Experience

Landscape Challenges Solution

Employee Experience
Organizations are increasingly investing in tactics to improve 
satisfaction around the employee experience. 

New offerings and support run the gamut from employee-facing 
technology upgrades to onboarding updates and more flexible 
work hours to expanded parental leave. 

But employees still remain largely dissatisfied.

Falling short 
Range in employees’ level of employee experience satisfaction

n = 2,848 employees 
Source: 2019 Modern Employee Experience Workforce Survey 
Note: Gartner’s Employee Experience Satisfaction measure incorporates employees’ satisfaction 
with a set of “characteristics” of their experience (e.g., personalized, easy, seamless) and the 
relative importance of each.

46% of employees 13% of 
employees

21% of  
employees

20% of 
employees

Not meeting expectations

(<70% satisfaction)

Partially meeting 
expectations

(70 – 80% 
satisfaction)

Meeting  
expectations

(80 – 90%  
satisfaction)

Fully meeting 
expectations

(>90%  
satisfaction)

Fr
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y 
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s

Employee experience satisfaction
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05 Employee Experience

Landscape Challenges Solution

Biggest Employee Experience 
Challenges for 2020
What HR leaders told us

Question to ask 
What should we focus on to ensure employees are more satisfied with employee experience?

Source: Gartner 2020 Future of HR Survey

23% We’re not sure how to evolve our culture

15%

15%

We struggle to leverage our employee value 
proposition to establish the employee experience

We have trouble measuring the impact of our 
investments in employee experience
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05 Employee Experience

Landscape Challenges Solution

Increase employee experience 
satisfaction

Core elements of shaping how employees feel about 
their experience

1. Calibrate employees’ expectations for the employee 
experience. Rather than simply collecting information 
on experiences, create a framework that helps employees 
to determine the expectations that are most relevant and 
important to them individually.

2. Empower employees to tailor their day-to-day 
experiences, based on their preferences, rather than simply 
engaging managers to personalize the experiences they 
think are most important.

3. Manage the memory of the employee experience rather 
than simply responding quickly to an experience. Consider 
how to respond some time after an experience occurs, 
regardless of whether the experience was good or bad.

Take Action: Improve the employee 
experience at your organization 
gtnr.it/employee-experience

Shaping expectations 
for the experience

How can we 
shape employees’ 
understanding of 
the experience they 
should expect to have?

Shaping the memory 
of the experience

How can we shape 
how employees recall 
their experience 
over time?

Shaping the day-to-
day experience

How can we shape 
how employees feel 
about their experience 
as they’re living it?

https://www.gartner.com/en/human-resources/insights/employee-experience


About Gartner Top 
Priorities for HR 
Leaders in 2020
The top priorities are derived from the Gartner 2020 Future of HR 
Survey, which polled HR leaders to assess their priorities and expected 
challenges in 2020.

“HR leaders” head enterprise HR (chief human resource officer [CHRO]/
Head of HR) or a functional/regional/business HR subfunction.

HR leaders400+

unique 
organizations390+

CHRO/Head 
of HR49%

countries35+

Respondents:
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About Gartner for HR
Lead your function to success with Gartner for HR, the definitive, 
comprehensive, research and advisor resource for HR decision makers.

For more information about Gartner 
for HR, visit gartner.com/en/human-resources

Free content: Visit Smarter With Gartner 
Expert guidance to help you build a world-class HR organization

https://www.gartner.com/en/human-resources
https://www.gartner.com/smarterwithgartner/category/human-resources/
https://twitter.com/gartner_hr
https://www.linkedin.com/showcase/gartner-for-hr/

