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CHRO Quarterly: Q1 2020
From the Editors: Lauren Romansky and Benjamin Loring

“How can HR reimagine work to drive 
performance of our employees?” asked Gartner 
Managing Vice President Brian Kropp at the 2019 
ReimagineHR conference in London.
New technologies and work models are rapidly 
transforming organizations and industries, and 
HR leaders feel the urgency to adapt to stay 
ahead of these changes. Over 3,000 attendees 
at ReimagineHR in Sydney, London and Orlando 
gained an invaluable, in-depth look into the 
future of work and practical advice on adapting 
their organizations to meet these challenges. 
The first CHRO Quarterly issue of 2020 can 
provide only some of the many ground-breaking 
insights shared at the conferences. We look 
in particular at how HR is reimagining work 
through tech enablement for people with 
disabilities, inclusive leadership, the modern 
employee experience, internal mobility and 
talent attraction.
Our first article looks at how technology will 
empower people with disabilities to participate 
more fully in the workforce. More than “nice 
to have,” technology enablement will give 
organizations a crucial advantage in the tightest 
labor market in decades. We look at how design 
innovations and virtual reality are increasing 
talent acquisition’s reach and at how natural 
language processing and mobile technologies 
support on-the-job performance of people with 
disabilities. Finally, we offer strategies to build an 
accessible workplace for people with disabilities. 
Next, we explore how to go beyond unconscious 
bias training to help leaders adopt more inclusive 
behaviors. Most leaders care about inclusion, 
but only 31% of employees agree their leaders 
promote an inclusive work environment. 
Unconscious bias training is universal, but it 
alone won’t change behaviors. In three real-life 

cases, we demonstrate how to bring training 
“closer to home,” make inclusive behaviors more 
actionable and embed “inclusion nudges” in 
existing talent management processes.

Supporting an engaging employee experience 
is vital to preventing attrition and supporting 
employee performance in an increasingly 
competitive environment. Our article on the 
modern employee experience debunks five 
common myths and offers practical advice on 
how to improve the employee experience at your 
organization.

Another article examines how internal recruiting 
has become a new imperative for talent 
acquisition. The tight labor market and shortage 
of critical skills have driven organizations to turn 
to their internal labor market to fill vacancies. We 
provide recommendations on removing barriers 
for internal candidates, on maintaining recruiters’ 
focus on internal candidates and on influencing 
other talent management processes to keep your 
employees interested in internal opportunities. 

Finally, we examine how to benchmark your 
organization’s talent attractiveness against your 
competitors. Using data culled from public 
sources and our own surveys, we developed a 
Talent IQ model that scores organizations’ tech 
talent attractiveness. Based on our analysis, 
we provide advice on how organizations can 
improve their efforts to attract tech talent 
through inclusive branding, an accessible 
online candidate experience and client-
centric job offers.

The ReimagineHR conference features the 
very best of our research on the most-pressing 
challenges of today and tomorrow. We hope 
that our insights can be your guide as you rise 
to meet them. 

Letter From the Editors
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Technology Will Drive 
Equality For People 
With Disabilities 
by Gabriella Cerio
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In a tight labor market, organizations 
are always looking for top talent. 
People with disabilities present 
a largely untapped opportunity, 
with only 30% of eligible labor 
force participants with disabilities 
actually employed.1 Firms that 
have recognized this potential 
have seen results. Research shows, 
organizations that actively employ 
people with disabilities experience 
89% higher retention rates, a 72% 
increase in employee productivity 
and a 29% increase in profitability 
over those that do not.2 

Organizations are missing out, however, on this 
talent pool because many workplaces are still not 
fully accessible even 30 years after the Americans 
With Disabilities Act was enacted to ensure people 
with disabilities are reasonably accommodated 
at work. And as organizations have grown 
increasingly digital, technology has not adapted 
to accommodate diverse abilities.
In fact, a recent report from Phenom People 
looked at the careers sites of Fortune 100 
companies and found that 89 of them failed 
to meet at least one of the six most common 
standards for accessibility. Under the World Wide 

Web Consortium’s Web Content Accessibility 
Guidelines these standards include color contrast, 
text resizability and alternative text describing 
image content. 

Failure to meet basic accessibility standards 
causes organizations to miss out on valuable 
talent before they even have a chance to come 
through the door.3 So, how can organizations 
more effectively support employees with 
disabilities and unlock this pool of top talent? 

Our research shows AI and emerging 
technologies will reduce barriers to access, 
effectively tripling the amount of people with 
disabilities in the workforce.

Technology Unleashes Ability
Candidates and employees with disabilities face 
roadblocks at each stage of their working journey, 
from job application through career development 
(see Figure 1). These barriers often force people 
with disabilities out of the workforce, leaving few of 
them continuously employed. However, technology 
can be a powerful tool to level the playing field and, 
for the purposes of employee experience, reduce 
inequality. If organizations match candidates and 
employees with the proper technology necessary 
to perform their role, they have an opportunity 
to bring millions of people with disabilities into 
the workforce. 

Let’s take a look at some progressive technologies 
that will enable employees to successfully 
navigate through the recruiting process and 
support employees once they are in role. 

Figure 1: Roadblocks at Every Turn

Source: Gartner
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Universal Design
When it comes to creating an accessible 
recruiting process for people of all abilities, 
universal design is the end goal. Universal 
design is the strategy for making products, 
environments, systems and services that are 
usable to the most diverse range of people 
possible. Its key principles are simplicity, 
flexibility and efficiency. Think one-size-
fits-all design.4 

Organizations like Microsoft have been true 
champions of making universal design a key 
principle of product design strategy. Microsoft 
states its philosophy on inclusive design is to 
create products that are “physically, cognitively 
and emotionally appropriate for the 7.4 billion 
people in the world. The key perspective is 
viewing human diversity as a resource for 
better designs.” 5

And even if universal design doesn’t fit into your 
product strategy, you can still incorporate its 
principles into your employee experience:

• Check to ensure documents and PDFs used in 
your application process are accessible. Are 
there images, descriptions or functionalities 
that may present barriers for people with 
disabilities? 

• Consider going straight to the source. Partner 
and work with employees with disabilities to 
test your technology and recruiting platforms 
and learn how to adjust your recruiting 
technology for disability inclusion.

Virtual Reality 
In the age of technology, virtual reality (VR) has 
become an increasingly popular and familiar way 
to attract new talent. Organizations like Gap, 
Jaguar, Jet.com and Marriott are already using 
this technology to showcase their brands and 
engage top talent.6 Virtual reality also has the 
potential to ensure candidates with disabilities 
can participate in critical recruiting processes.

Travel is often difficult for those with physical 
disabilities; VR can enable candidates to 
visit a company, virtually navigate the space 
and understand what their job might look 
like, all without leaving their home. And 
for neurodiverse candidates, firms such 
as JPMorgan Chase, Microsoft and DXC 
Technology, have already started to use virtual 
reality during career fairs to create a more 
comfortable and accessible environment for 
candidates to seek job opportunities. 

If you’re considering VR for it’s other benefits, 
explore how it will affect people with disabilities 
in particular. If you have yet to consider VR, map 
out your recruitment process and imagine which 
steps could be accomplished virtually. 

NLQA Technology Empowers Speech
Whether online or in-person, communication is a 
critical skill for many roles but can be a challenge 
for many people with disabilities. Natural 
language question answering (NLQA) is a type 
of natural language processing technology that 
enables employees with limited speech ability to 
communicate. Users first ask a question (verbally 
or via text), and then, the technology responds 
with an answer. NLQA technologies also power 
many popular applications, including Alexa, 
Siri, Google Assistant, all of which can support 
communication for people with limited speech. 

For organizations, NLQA technology presents a 
cost-effective opportunity to support people with 
disabilities on the job. Ask your employees with 
limited speech ability to identify how you can 
best support them in the workplace and consider 
how NLQA technology can play a role.

Mobile Applications Support 
Neurodiverse Employees
In an increasingly mobile world, applications are 
everywhere. And when it comes to supporting 
neurodiverse candidates in the workplace, they 
can be powerful tools to drive accessibility. 

CHRO Quarterly4



Fujitsu co-created a mobile application that helps 
employees with autism get the support they need 
in the workplace.7 The app, called BuddyConnect, 
connects every Fujitsu employee with a buddy 
at work to ensure they have a consistent source 
for asking questions and receiving necessary 
support. The app also has a well-being function 
that allows users to share how they feel 
throughout the day and then depending on the 
emotion, connect with helpful resources. Other 
functions on the app include interactive maps, 
day planners and reminders, all aimed at creating 
an inclusive and productive environment for 
neurodiverse employees. 

As with all technology, this is only the beginning. 
Mobile applications have real potential to offer 
immediate and mobile support for people with 
disabilities. And as these applications evolve, 
HR leaders will want to take advantage of 
these benefits. 

The Way Forward
The pace of change will never be this 
slow again. The bar will continue to rise as 
technology continues to improve over time, and 
organizations that ignore this change will be left 
behind. So how do you get started with moving 
forward? We have outlined four steps to help 
you build an accessible workplace for people 
with disabilities.

• Identify Accessibility Barriers: Identify 
processes or structures that could present a 
challenge to people with a disability. Consider 
leveraging organizations and institutions 
like PEAT and the National Organization on 
Disability to help you assess your organization’s 
disability inclusion.

• Adjust Processes to Improve Accessibility: 
Adjust existing talent and business processes 
for disability inclusion. Even start small by 
offering virtual interviews or the option for 
flexible work to accommodate candidates 
and employees of all abilities. 

• Communicate Commitment 
Organizationwide: Communicate your 
organization’s commitment to accessibility 
through various channels to show current and 
prospective employees your organization is 
dedicated to inclusion. 

• Partner to Prepare for Technology: As with 
any organizational change, integrating new 
technology is a team effort. Partner with CIOs 
or CTOs to prepare for new technologies and 
programs that will help eliminate barriers for 
those with disabilities and leverage existing 
partnerships in HR as these initiatives affect 
recruiting or benefits. 

In conclusion, employees with disabilities have 
great potential but are disproportionately shut 
out from the workforce due to accessibility 
barriers. However, emerging technologies can 
quickly neutralize these challenges and open the 
doors to people with a variety of abilities. 
As you begin to leverage technology to support 
employees with disabilities at your organization, 
be sure to communicate your progress and 
commitment to inclusion. This will not only enable 
you to tap into a new pool of top talent but also 
help evolve your employment value proposition 
and employment brand. We think organizations 
that take real action here will get paid for it first 
and see results in increased profitability, employee 
engagement and brand equity. 
Want to learn more on how technology will drive 
equality for people with disabilities? Register 
for our webinar on disability and tech on 5 
March at 11am EST.

1 “Persons With A Disability,” Bureau of Labor Statistics.
2 “Benefits and Costs of Accommodation,” Job Accommodation Network.
3 “Phenom People Releases Accessibility Study of Fortune 100 Career 

Sites,” Phenom People.
4 “Universal Design,” U.S. Department of Labor.
5 “Inclusive Design,” Microsoft.
6 “8 Innovative Ways Organizations Are Using Virtual Reality to Recruit,” 

LinkedIn.
7 “How Workplace Technology Can Support People With Autism,” Fujitsu.
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Leaders Care About Inclusion 
but Fail to Demonstrate It 
A growing number of business leaders are 
increasing diversity and inclusion (D&I) efforts 
at their organizations. Eighty percent of 
leaders agree it’s important to foster a climate 
where employees know they are expected 
to voice different points of view and feel 
comfortable doing so.1

Most leaders want to go beyond just increasing 
their teams’ diversity to creating truly inclusive 
team environments. An inclusive team 
environment is one where all individuals are 
treated fairly and respectfully, have equal 
access to opportunities and resources, and can 
contribute fully to the organization’s success. 
Inclusive teams work 12% harder and are 57% 
more collaborative than noninclusive teams. 

Diversity 
The collective mixture of differences 
and similarities that includes, 
for example, individual and 
organizational characteristics, values, 
beliefs, experiences, backgrounds, 
preferences and behaviors

Inclusion 
The achievement of a work 
environment where all individuals are 
treated fairly and respectfully, have 
equal access to opportunities and 
resources and can contribute fully 
to the organization’s success

by Zachary Friedman

3 Steps for Building 
Inclusive Leaders

Only 31% of employees agree their leaders create an inclusive team 
environment. This research helps CHROs implement practical tactics beyond 
unconscious bias training to help leaders adopt more inclusive behaviors.
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Figure 1: The Power of Inclusion on Diverse Teams 
Performance

Source: Gartner

n = 4,397 leaders; 2,758 teams

High Diversity 
and Low  
Inclusion

High Diversity 
and High  
Inclusion

1x

1.4x

Having diversity without inclusion is not 
enough: Highly diverse but less inclusive teams 
underperform their highly inclusive counterparts 
by an average of 40% (see Figure 1). 
Although leaders recognize the importance of 
behaving inclusively, a gaping disconnect exists 
between leaders’ intentions and employees’ 
perceptions: Just 31% of employees agree 
their leaders promote an inclusive team 
environment.2

Unconscious Bias Training Alone 
Is Insufficient to Change Behaviors 
To drive inclusive behaviors among leaders, 
most HR functions rely on one of the most 
popular types of D&I training: unconscious 
bias training. A full 82% of organizations offer 
unconscious bias training today.3

Unconscious bias training is a good start because 
it gives leaders a vocabulary, a framework and 
the authority to talk about complicated issues 
on their teams. However, unconscious bias 
training alone is not sufficient. According to D&I 
executives, only 17% of unconscious bias training 
is actually effective at creating an inclusive 
environment (see Figure 2).

Unconscious Bias Training 
Training that aims to help participants 
become aware of and mitigate their 
unconscious biases; the accidental, 
unintended or subtle judgments 
made by any individual that could be 
influenced by their background, cultural 
environment and personal experiences

CHRO Quarterly7



Figure 2: Asda’s “Close to Home” Scenarios

Source: Adapted From Asda

Video: Warehouse Scenario Video: Retail Scenario 

Unconscious bias training shows how someone 
can be biased but not how a specific individual 
can be biased in their daily work routine. 
By seeing standardized or uniform examples 
of noninclusive behaviors, leaders may struggle 
to recognize exclusion is an issue — or see they 
can improve — in their own work environments. 
When making inclusion feel personally relevant to 
leaders, participants should relate to the content 
by seeing examples in their own work. 

Case in Point: Asda’s 
“Close to Home” Scenarios 
To make examples of exclusion at work feel 
authentic to current leaders, Asda employed 
actors to reenact real examples of exclusive 
behaviors from different parts of the 
organization.4 These scenarios were made into 
a series of videos included in training tailored 
to different business functions — retail, 
warehouse and headquarters — to show how 
these issues manifest differently (see Figure 2).
As leaders reflected on these videos 
and answered the discussion questions, 
they recognized behaviors they regularly 
witness at work and understood they are 
exclusive or unfair to others. This level of 
self-realization spurred action throughout 
the organization to address these behaviors 
and open the dialogue to more candidly talk 
about these issues.

This highlights a misalignment of expectations: 
Unconscious bias training is good for awareness 
but lacking for true behavior change. This is 
because unconscious bias training: 
• Targets attitudes — When training tells leaders 

how to think and challenges beliefs they’ve long 
held, it can trigger a psychological response 
called reactance — where leaders respond with 
anger and resistance to assert their autonomy. 
This can cause leaders to hold on more strongly 
to the very beliefs HR is trying to shift.

• Requires significant effort — Applying insights 
from unconscious bias training requires 
leaders to be diligent and vigilant in seeking 
opportunities to apply what they’ve learned on 
the job, often competing with other day-to-day 
activities for leaders’ efforts.

• Diminishes over time — Leaders struggle 
to sustain improvements and make lasting 
behavioral changes over time. No matter 
how great the experience, unconscious bias 
training’s cognitive and emotional impact on 
leaders tends to fade over time.

To move beyond awareness and into actionable 
behavior, inclusive leadership training should be 
relevant, actionable and embedded.

1. Use Organization-Specific Examples 
to Increase Relevance and Receptivity
Unconscious bias training focuses on questioning 
participants’ implicit assumptions and revealing 
how they can be inaccurate or misleading. 
However, leaders often fail to ensure participants 
uniquely relate to the teachings and feel 
personally responsible to change their behaviors. 

Discussion questions 

1. What are the impacts 
of these behaviors? 

2. Have you seen this 
behavior at Asda? 

3. If this was your team, 
what would you do 
differently? 

CHRO Quarterly8



2. Make Inclusive Behaviors Feel Actionable
Most inclusion efforts fall short when they focus 
on building awareness instead of acting on the 
job based on that awareness. HR should help 
leaders put inclusion into action. Rather than 
advising on what not to do, effective inclusive 
leader training provides simple, actionable ways 
to act inclusively in day-to-day work. 

Case in Point: Visa’s Easy-to-Apply 
Inclusive Behaviors 
Instead of only explaining what not to 
do, Visa motivates and enables leaders 
to demonstrate inclusivity by providing 
simple, positive and practical examples 
of inclusionary behavior (see Figure 3).5 

These examples are nested in a training 
program centered on action, making it easier 
for leaders to change.

Make all employees 
feel included.

Take an authentic interest 
in well-being and career 

development.

Provide freedom and 
flexibility to empower 

the team.

Listen and ask questions 
to understand.

Share information  
and power.

Prioritize individual  
well-being.

Emphasize each employee’s 
contributions.

Honor 1-on-1s with  
direct reports.

Provide additional context on 
projects and urgent requests.

Take the blame and  
share the credit.

Provide regular, constructive, 
informal feedback.

Allow for more autonomy 
and decision making at 

lower levels.

Explore proposed ideas 
rather than dismissing them.

Say “thank you” and 
recognize good work.

Figure 3: Visa’s Easy-to-Apply Inclusive Behaviors 

Source: Adapted From Visa

The following materials may not be 
reproduced outside of the Gartner 
membership without the express written 
consent of Visa, Inc. All rights reserved.

CHRO Quarterly9



3. Embed Bias Mitigation Efforts Into Existing 
Processes to Sustain Behavior Change 
No matter how effective and memorable they 
are, development offerings struggle to sustain 
behavior change over time. As a supplement to 
inclusive leadership training efforts, HR can also 
target leaders’ behaviors directly by tweaking 
their existing processes to prompt certain 
behaviors and guide leaders’ decision making 
in the moment.
These process tweaks are also known as 
“inclusion nudges,” or soft, nonintrusive 
mental pushes that nudge leaders away from 
unintentional biases and prompt inclusive 
behavior (see Figure 4). Coined by D&I 
researchers Tinna Nielsen and Lisa Kepinski, 
inclusion nudges make actionable, inclusive 
decision making natural and reduce reliance on 
willpower, preventing leaders from falling back 
on default behaviors. Contrary to unconscious 
bias training, inclusion nudges target behaviors 
rather than attitudes, are simple to implement 
and can be embedded into leaders’ daily tasks.

Case in Point: Cargill’s 
Inclusion Nudges
To reduce bias from key parts of the talent 
management process, Cargill has piloted 
three types of nudges to influence leaders’ 
behaviors in real time:6

1. Visual Aids (Feel-the-Need Nudge) 
Color-coding employees’ names and 
including their pictures in an organization 
chart during talent management 
conversations gives leaders a visual 
representation of talent outcomes with 
employees of different demographic 
groups. In this example, the names of 
women and minorities are color-coded 
differently, giving simple yet effective visual 
representations of where underrepresented 
groups were in their organization’s 
hierarchy, talent assessments and 
succession lists. Color-coded charts can 
help organizations see how their decision 
making aligns with their aspirations to build 
and keep a diverse workforce at all levels.

2. Promotion Presumptions (Process Nudge) 
In succession-planning conversations, 
Cargill has used a nudge so leaders 
presume everyone is eligible for promotion. 
Leaders then argue why an employee 
is not ready for a promotion, instead of 
pushing for an advancement. Starting with 
this assumption puts all employees on 
equal footing, mitigating biases in talent 
advancement and succession planning.

3. Bias Champions (Framing Nudge)  
During talent conversations, Cargill 
has observed success in reducing bias 
by requesting a few volunteers or all 
leaders in the discussion to act as bias 
champions. Bias champions focus on 
identifying potential biases throughout the 
conversation and ask questions to check 
for bias in the room if they detect it may be 
influencing the discussion. For example, a 
bias champion may ask: “Is this feedback 
due to a capability gap or simply a work 
style difference?” As a result, everyone in 
the talent conversation begins to recognize 
and acknowledge their own biases.

Feel-the-Need Nudge
Elicits an emotional trigger or 
motivation for behavioral change

Framing Nudge
Helps reduce bias by altering 
employees’ frames of reference

Process Nudge
Makes inclusive behavior the 
default by altering key parts 
of the talent management 
processes

Figure 4: Three Types of Inclusion Nudges

Source: T. Nielsen, L. Kepinski, “Inclusion Nudges”
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Conclusion
Inclusive leaders build inclusive teams, and 
those teams clearly outperform teams with low 
inclusion. While most leaders understand this 
and want to become more inclusive, they often 
don’t know where to start. Unconscious bias 
training, while a good start, is insufficient in 
driving behavior change, with most employees 
saying their leaders are failing to promote an 
inclusive team environment. 
Instead of excessive reliance on unconscious 
bias training to drive inclusive behavior, HR 
leaders should make inclusion feel relevant, 
actionable and embedded. 

Tune in to our “Building Sustainable D&I” 
webinar on 7 April 2020 at 11 a.m. EST to learn 
how leading D&I teams and organizations create 
sustainable and impactful D&I strategies that are 
fully integrated throughout the business. 

1 2016 Gartner Leadership Validation Survey
2 1Q19 Gartner Global Labor Market Survey
3 2019 Gartner D&I Benchmarking Survey
4 Asda, Case Study: 2018
5 Visa, Case Study: 2018
6 Cargill, Case Study, 2018
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by Charlotte Siewick

5 Myths About the 
Modern Employee 
Experience

The employee experience encompasses how employees internalize and 
interpret the interactions they have with and within their organization and the 
contexts that influence those interactions. This is tough to get right, as 87% of 
employees indicate they are not fully satisfied with their experience at work, 
and the gap is holding them back from performing their best (see Figure 1). 

n = 2,848 employees
Source: 2019 Gartner Modern Employee Experience Workforce Survey 

13% 
Fully Satisfied

87% 
Not Fully Satisfied

The 13% of employees fully satisfied with their 
experience are more likely to report high ...

69%... performance

52%... discretionary effort

60%... intent to stay

Figure 1: Fully Satisfied Employee Outcomes
Percentage of Employees Fully Satisfied With Their Experience
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As HR leaders work to improve the employee 
experience, they should be aware of five commonly 
held myths. This article explains the realities behind 
each myth to help HR leaders plan, create and 
sustain a fully satisfying employee experience.

 Myth: What Employees Want From Their 
Experience Has Fundamentally Changed

With new generations entering the workforce and 
changes inside and outside of the workplace, 
employees’ expectations of their work experience 
are evolving. In fact, 91% of HR leaders believe 
customer experiences have raised employee 
expectations.1 To keep up, 86% of HR leaders 
believe they should invest in innovative perks for 
their employees.2

Reality: What Employees Want Has Not 
Changed Significantly
The reality is less dramatic; as employees’ top five 
attraction drivers have remained the same since 
2013 with only slight changes in preference order. 
In creating a strategy and vision for the employee 
experience, HR leaders should use data to carefully 
evaluate employees’ true expectations and 
preferences rather than relying on assumptions.

 Myth: Employees Will Not Tolerate 
a Poor Experience

With job opportunities a click away on a variety 
of job sites, HR leaders fear today’s employees 
will not tolerate disappointing work experiences 
if they can easily find another job more closely 
aligned with their hopes and expectations. 
Furthermore, nearly half of HR leaders (45%) 
believe employees are more likely today to share 
negative experiences publicly than they were 
three years ago.1

Reality: Employees’ Tolerance Is Higher 
Than HR Leaders Think

Forty-nine percent of employees say they are 
likely to stay at the organization as long as the 
positives outweigh the negatives.3 Employees 
are not leaving at a higher rate either. Since 
2010, the average length of employees’ tenure 
in their role and at their organizations have 
increased by 19% and 14% respectively.4 Rather 
than aiming to please all employees, HR 
leaders should ensure the positive experiences 
outweigh the negative ones through targeted, 
high-quality improvements.

2013 2016 2018

1 Compensation Compensation Compensation

2 Work-Life Balance Work-Life Balance Work-Life Balance

3 Stability Stability Stability

4 Respect Respect Location

5 Location Location Respect

Figure 2: Top Five Employment Value Proposition (EVP) Drivers of Attraction Globally, 2013 to 2018

n = 56,210 employees (2013); 84,700 employees (2016); 85,182 employees (2018)
Source: 2013 to 2018 Gartner Global Labor Market Surveys
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 Myth: Managers Should Be Responsible 
for Delivering the Experience

Many organizations count on managers 
to create a compelling and personalized 
experience employees seem to expect. In 
fact, 83% of HR leaders agree it is difficult for 
employees to have a good experience if their 
managers are not actively involved.5

Reality: Most Employees Should and Want 
To Own More
Employees know better than their managers 
what they are looking for. Just over one-third 
of employees agree their manager understands 
their personal goals, while more than half of 
employees agree they share equal responsibility 
with the organization for having a good work 
experience (see Figure 3). HR leaders should 
encourage employees to personalize their day-
to-day experience by identifying opportunities 
to give them more information and choices.

54% 
Agree

44% 
Neutral

2% 
Disagree

n = 5,219 employees
Q: To what extent do you agree or disagree with the following statement: 

“I share equal responsibility with my employer for having a good work 
experience”

Source: 2019 Gartner Employee Experience Panel Survey

 Myth: Responding Faster to Employee 
Feedback is Better

When an employee has a negative experience, 
HR leaders believe they need to respond quickly, 
thereby “rescuing” the employee experience. 
About two-thirds (65%) of talent analytics 
leaders have implemented real-time reporting 
in their HCM systems to respond quickly to 
employee feedback.6

Reality: Responding Faster Is Not Always Better
Our customer experience research shows 
feedback collected three to six months 
following a service interaction, rather than 
immediately afterward, more reliably predicts 
customer behavior.7 Letting experiences “sink 
in” allows HR leaders to worry less about 
responding to negative feedback in real time 
and focus instead on the salient moments that 
matter most to employees.

 Myth: Engagement Is the Best Measure 
of Employee Experience

HR leaders are continuously on the lookout for 
new ways to measure the employee experience. 
However, 80% of HR leaders use large-scale 
engagement survey information to gauge 
whether their investments in the employee 
experience have worked.5

Reality: Engagement Is Only a Partial Measure
The relationship between engagement and 
employee experience is unclear, as only 21% of 
highly engaged employees indicate also having 
a high-quality experience.8 Instead of solely 
measuring success with engagement scores, 
HR leaders should build a holistic perspective 
of the employee experience by adding additional 
measurements such as employee productivity, 
Net Promoter Scores and satisfaction.

What’s Next
HR leaders should focus on what matters most 
to employees instead of reacting to individual 
experiences. The modern employee experience 
is about trusting employees and enabling 
their resilience. That’s freeing for HR and 
employees themselves.
Learn how to plan, create and sustain an 
experience that fully satisfies today’s employees 
in the upcoming webinar, “The Modern Employee 
Experience: Increasing the Returns on Employee 
Experience Investments,” on 17 March at 11am EST.

1 2018 Gartner Digital Employee Experience Survey
2 2016 Gartner Remote Work and Innovative Perks Quick Poll
3 1Q19 Gartner Global Labor Market Survey
4 2010 to 2019 Gartner Global Labor Market Survey
5 2019 Modern Employee Experience HR Leader Survey
6 2018 Gartner Talent Analytics Innovations Survey
7 2018 Gartner Customer Experience Loyalty Survey
8 2019 Gartner Employee Experience Panel Survey

Figure 3: Employee View on Shared 
Responsibility for a Good Work Experience
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by Andrew Kim

Internal Recruiting 
Imperative

To address this priority, heads of HR increasingly 
view internal recruiting — the processes, 
norms and infrastructure used to fill vacancies 
with candidates from organizations’ existing 
workforce — as strategically important. 
Internal recruiting creates reciprocal benefits 
for the organization and employees. Employees 
satisfy their desire for career growth, and 
employers retain experienced talent and critical 
skills in the organization. In addition, internal 
candidates on average have a faster time to 
fill and have a lower manager regret rate than 
external candidates.
While the benefits to internal recruiting are clear, 
most organizations still invest heavily in external 

hiring, effectively treating internal recruiting as 
an afterthought rather than an imperative. 

Current State of Internal Recruiting 
Currently, heads of HR focus recruiting efforts 
on external candidates rather than improving 
their internal recruiting function. Often, external 
candidates find it easier than internal candidates 
to apply for an open position at an organization.

When examining internal fill rates at 
organizations, the data speaks for itself. Internal 
fill rates appear to be declining over the last five 
years (see Figure 1). In 2014, 38% of vacancies 
were filled with internal hires, whereas the rate 
was 24% in 2019. 

Figure 1: Organizations’ Internal Versus External Fill Rates
Percentage of Total Hires

Internal
External

2014 2015 2016 2017 2018 2019
n = 47 (2014); 38 (2015); 48 (2016); 51 (2017); 54 (2018); 33 (2019)
Source: 2019 Gartner Recruiting Executive Survey 
Note: Totals may not equal 100% due to rounding.

As organizations face change and rapid digitalization, demand for specific 
skills is growing. As such, in the 2019 Future of HR Survey, 66% of HR leaders 
selected building critical skills as their highest priority for the coming year.1 
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Internal fill rates are low because employers are 
still biased against searching for quality hires 
outside their organization (see Figure 2). In a 2017 
survey adapted from LinkedIn, when asked about 
their top channel for quality hires, 48% of talent 
acquisition leaders stated employee referrals 
(typically targeting external candidates) were 

their top preference, whereas internal hires were 
preferred much less, at only 28%.2 
Although internal fill rates are declining, HR leaders 
want to hire more internally than they currently do. 
In a 2019 Gartner poll, 56% of HR leaders said more 
than 40% of open positions should be filled with 
internal candidates (see Figure 3).3 

Source: “Your Approach to Hiring Is All Wrong,” Harvard Business Review
Note: Harvard Business Review adapted data from a 2017 LinkedIn survey of 3,973 talent acquisition decision makers.

Employee 
Referrals

Third-Party 
Websites/  

Job Boards

Social or 
Professional 

Networks

Third-Party 
Recruiters/

Staffing Firms

Internal  
Hires

Figure 2: Top Channels for Quality Hires
Percentage of Respondents

Figure 3: Desire for More Internal Hiring
Percentage of Respondents

Less Than 20% 20% to 40% More Than 40%
n = 174
Source: 2019 Gartner Building Blocks of the Internal Labor Market Quick Poll
Q: In your opinion, what percentage of open positions should be filled with internal candidates at your organization?

0%

30%

60%

48% 46%
40%

34%
28%
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30%

60%
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41%
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How to Increase Effective Internal Mobility 
Luckily, many ways exist to increase internal 
mobility. At many organizations, a broad range 
of stakeholders and practices in recruiting, 
career pathing, compensation and others can 

all support — or inhibit — internal talent mobility 
(see Figure 4). While heads of HR can influence 
some practices more than others, HR leaders 
should broaden their approach and draw in many 
different stakeholders to increase talent mobility.

Designing 
Career 
Paths Talent 

Reviews

Compensation 
and Benefits

Leadership 
Development

Performance 
Management

Succession 
Planning

Workforce 
Planning

Internal Job 
Posting

Internal 
Mobility

Skills  
Profiles

Candidate 
Assessment 

and Selection 

Career-
Planning 

Resources

Internal 
Mobility 
Policies

Skill 
Development 

Resources

Championing 
Success 
StoriesBuilding  

Critical 
Skills and 

Competencies 

HIPO 
Strategy

Candidate 
Sourcing

Onboarding

Figure 4: Talent Management Ecosystem

Source: Gartner
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Recruiting is one of the best places for HR 
leaders to create an immediate impact. Over 
the course of an employee’s tenure, recruiting 
is always at the start of talent management 
processes, and finding the right opportunities 
and vacancies for people to move internally 
marks the start of a new cycle (see Figure 4). 
As such, organizations must have the right 
processes in place so recruiters can easily find 
candidates willing to move and positions that are 
open to fill. The more organizations can establish 
clear processes that make sourcing internally 
easier than sourcing externally, the better their 
internal mobility will be. 

Talent Acquisition
C

oaching

Performance

Management

Career Planning

Re
te

nt
io

n

Separation

Three Priorities for CHRO’s in Driving Mobility 
A range of approaches — from quick simple wins 
to more multipart solutions — support internal 
recruiting. In particular, we break down three 
imperatives CHROs should prioritize to drive 
mobility and achieve business outcomes.

Ensure Recruiters Focus on Internal Candidates 
• Track internal mobility metrics. Understand 

how internal fill rates are changing to inform 
recruiters which business units and for which 
roles the company successfully fills open 
positions with internal candidates.

• Align recruiting goals with performance 
objectives on internal fill rates. Internal 
mobility suffers when HR practices and 
solutions are not designed to support (or do 
not hold managers accountable for supporting) 
employees’ movement to new internal 
positions. Where possible, update performance 
objectives for hiring managers and heads of HR 
to target specific levels of internal hiring.

• Build internal labor market intelligence. 
When talent acquisition has easier access 
to important candidate information, they 
can more effectively source from existing 
candidate pools. Provide recruiters with access 
to performance management data, employee 
skills profiles, individual development plans 
(IDPs) and a list of successor slates.

Remove Barriers to Employees’ Applications 
• Target job descriptions to internal 

candidates. Simply write job descriptions 
that include valuable information for internal 
candidates. Go beyond the basic descriptions 
of role responsibilities and describe the internal 
roles and experiences that typically lead to a 
successful candidate.

• Guide employees on applying internally. 
Structure and format guidance to highlight 
how to apply for internal jobs. Provide tips 
on locating internal jobs, writing resumes 
for internal positions and interviewing for 
internal positions to understand the internal 
recruiting process.

• Push relevant jobs to employees. Candidates 
who show interest will make it easier for talent 
acquisition to push relevant openings to them. 
Create opportunities for employees to express 
their interest in available internal positions 
using tech platforms and HR software. 

Figure 5: Talent Management Life Cycle

Source: Gartner
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Influence Other Talent Management Practices 
• Discuss vacancies in talent management 

meetings. When recruiters regularly discuss 
openings at talent review meetings, they can 
encourage internal mobility. Identify a slate 
of internal candidates for two to three open 
positions at each talent management meeting.

• Embed internal mobility in career 
development conversations. Embed 
planning and discussion of internal mobility 
aspirations in employee and manager 
resources to encourage regular career 
development conversations. For instance, 
include opportunities for employees to suggest 
future internal roles in employee individual 
development plans. 

A successful internal recruiting function can 
effectively drive mobility by facilitating internal 
sourcing and employee career growth inside 
the organization. It will affect fast-changing, 
fast-growing organizations’ own internal 
labor markets to help retain critical skills and 
critical talent. 

1 2020 Gartner Future of HR Survey
2 “Your Approach to Hiring Is All Wrong,” Harvard Business Review.
2 2019 GartnerBuilding Blocks of the Internal Labor Market Poll
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by Laura Knebel

Attracting Tech 
Talent: An Excerpt 
From Gartner 
Talent IQ Index

This problem has become particularly painful 
as critical talent has gotten increasingly harder 
to find. Twenty-nine percent of critical roles are 
not filled after five months, which translates to 
$12 million in costs for the average organization.1 
When these roles remain unfilled, immediate 
and long-term strategies, and the revenue and 
growth they support, are at risk. The business 
cannot perform existing work, let alone scale, 
and everyone from hiring managers to CEOs are 
coming to HR leaders about the problem.

Attracting critical talent is the No. 1 talent concern for CEOs today. Nearly 
two-thirds of CHROs also think their current talent attraction strategy is not 
aligned with their future workforce needs.

“When we are not able to hire 
technology talent fast enough, 
we lose [IT contract] renewals 
and even have to slow 
contracting down. There is an 
immediate impact on growth.”

CHRO, IT services firm
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This challenge is exacerbated by most 
organizations chasing the same critical talent. 
Our analysis of job postings by S&P 100 
companies in 2018 shows 49% of all posting 
activity focused on just 39 roles. Perhaps 
unsurprisingly, more than one-fourth of those 
highly competitive roles are technology jobs 
(see Figure 1).

More than one-fourth of the roles with the 
highest competition are in IT. Some examples 
of these roles include:

• Computer system engineers/architects

• Information security analysts

• Network and computer system administrators

• Software developers, applications

• Web developers

For HR, the call to action is clear, if difficult: 
Compete for scarce talent with companies from 
diverse sectors. 
As a result, CHROs have increasingly expressed 
their concern through the following questions:
• How do I prioritize investments in my 

employment branding and recruiting efforts?
• How do I know if my job offers are competitive?
• How do I ensure job candidates have a good 

overall experience?

To find solutions to these burning issues, we 
investigated ways to determine whether a given 
company has a smart talent attraction strategy. 
The result is an index that allows companies to 
evaluate the effectiveness of their tech talent 
attraction strategies as compared to their top 
talent segment competitors.

Figure 1: Breakdown of All S&P 100 Job Postings in 2018 by Role

n = 2,472,114 job postings
Source: Gartner TalentNeuron (2018) 

49% of S&P 100 job postings  
in 2018 were for 39 roles. 

51% were for  
872 other roles.
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Scope: Top 188 Tech Talent Hirers in the U.S. 
We started with the top tech hirers in the U.S., 
a segment our clients consistently say includes 
the most-challenging, but critical, roles to fill.

Our first take-away is this: The organizations you 
consider to be your top talent competitors might 
be different from your top business competitors. 
Knowing who your true talent competitors 
are — and how you stack up against them — is 
especially important for talent segments with 
hypercompetition, such as technology. Indeed, 
we see the companies that hire the most tech 
talent in the U.S. come from a diversity of 
industries. While one-third of the companies 
come from the technology industry, the other 
two-thirds come from almost 20 other industries 
(see Figure 2).

Designing a New Measurement 
We then benchmarked organizations’ talent 
attraction efforts against one another. However, 
we did not want to create a measurement of 
popularity or brand equity. We appreciate that 
brand equity contributes to the mind share of 
candidates, but our measure looks beyond that 
to the specific things organizations are doing 
throughout the full spectrum of candidate 
touchpoints. We wanted to look at organizations’ 
talent attraction strategy efforts through the 
lens of job candidates and focus on what 
they see in the digital space, how they decide 
where to apply and, ultimately, what jobs they 
decide to accept.

Thus, our evaluation is based solely on publicly 
available data, analyzing the digital footprint 
of talent attraction strategy efforts and of 
candidates’ responses to them.

What Do Your Candidates See? 
We leveraged millions of data points in the entire 
life cycle of the candidate experience in an effort 
to answer the key question: How competitive 
is my overall talent attraction strategy? We also 
addressed several subquestions we’ve heard 
from CHROs and other HR leaders.

How Do I Prioritize Investments in My Employment 
Brand and Recruiting Efforts? 
The employment branding landscape has no 
shortage of platforms where an organization can 
build a presence or where candidates might be 
looking — passively or actively — for information. 
We looked at career-focused organizational 
messaging on five social media channels and 
identified the best way to engage talent on 
these platforms. To simulate and assess what 
candidates see when they search for openings at 
an organization, we created 12,000 unique IT job 
search queries and measured how companies 
performed relative to each other on the 
search results.
We also tracked overall ratings and individual 
reviews given by current and past employees 
of an organization on job sites. This allowed us 
to look not only at aggregated ratings but also at 
how people rate the employee value proposition 
(EVP) provided by the organization.

n = 188 index organizations
Source: Gartner 

63% 
Other

37% 
Technology

Figure 2: Industry Distribution of Indexed Companies
Percentage

Other industries include: 
• Financial Services (11 %) 
• Professional Services (9%) 
• Healthcare (7%)
• Aerospace and Defense (6%)
• Government (4%) 
• 12 other industries (26%) 
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How Do I Know If My Job Offers  
Are Competitive? 

To answer this question, we leveraged Gartner 
TalentNeuron to analyze the more than 1.2 million 
IT job postings published by our indexed 
organizations in the past year. We looked at the 
competitiveness of the salaries and benefits 
offered, which can certainly impact effectiveness 
at attracting applicants. But we also analyzed the 
tone, style and substance of the IT job postings, 
evaluating whether the job postings focus on 
what candidates value in the EVP (according 
to our survey of IT professionals).

Source: Gartner 

Figure 3: Talent IQ Classifications
Methodology and Classification
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To learn about Gartner 
TalentNeuron visit: 
talentneuron.com

How Do I Ensure Job Candidates Have a Good 
Overall Experience? 
You do not want to lose candidates who make it 
to your careers website. Frustrating the candidate 
with a cumbersome website or a lack of critical 
information can cause visitors to “bounce” off the 
site. Applicant tracking system implementations 
may make it easier for recruiting, but what is 
the applicant’s experience? How quickly and 
easily can a prospective candidate apply for the 
right job? We looked at more than 150 individual 
features on organizations’ careers websites and 
applications to see what was and was not there.

Talent IQ Model and Weighting 
Rolling all this information together, we surveyed 
hundreds of IT professionals and discovered the 
relative influence each dimension would have on 
their employer selection. The overall Talent IQ 
score reflects these influence weightings. Once 
we created the index, we created a classification 
system to compare organizations. In decreasing 
order, we used the standard IQ categories: 
“genius,” “gifted,” “average,” “novice” and 
“beginner” (see Figure 3).
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Results: Topping the Index 

Microsoft is the overall top-scoring organization 
— with a score of 145 on the Talent IQ, making 
it the first of the four companies in our genius 
category (see Figure 4).

Microsoft landed on top not because it is 
extraordinary at everything but because it is 
better than average in most areas and highly 
effective in a few:

Microsoft prioritized building high levels of 
engagement within its social media community 
as opposed to increasing its number of followers.

It made its job postings competitive 
by connecting components of its EVP 
to quantifiable metrics and relatable 
products and brands.

Microsoft’s career site has well-developed 
location microsites, allowing candidates to 
quickly find jobs, news and other information 
specific to the office they are interested in.

The Other Talent IQ Genius Companies 
While big tech is represented in our index, the 
rest of our four genius organizations come from 
a diverse set of industries. Those organizations 
are, in order: Northrop Grumman, American 
Express and Stryker (see Figure 5).

We also found companies can score 
highly by taking a number of different 
approaches. For example:

• Northrop Grumman comes in at No. 2 because 
of its sophisticated search capabilities and 
its comprehensive preparation materials, 
providing a great candidate experience.

• American Express has a focused and 
concentrated presence on LinkedIn, 
one of the most important channels for 
employment branding.

• Stryker is particularly strong in its job 
description, using a “less is more” approach 
for skills and ensuring the language has a 
professional feel.

n = 188 index organizations 
Source: Gartner 
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Figure 4: Topping the Talent IQ Index — Microsoft
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So, even if your organization is not a tech giant, 
you can still make smart decisions about the 
activities you undertake to attract the right 
technology talent.

Sample Key Insights 
In addition to ranking the top tech-hiring 
organizations in the U.S., our research 
uncovered a set of powerful insights that can 
help all organizations improve their tech talent 
attraction strategies.
• Be inclusive in your employment branding. 

The most successful social media campaigns 
feature organizations that focus on diversity 
and inclusion in their posts.

• Be candidate-centric in your job offer. 
The most successful job postings optimize 
the information they share based on 
candidate preferences.

• Be accessible in your candidate experience. 
The most successful careers sites are mobile-
friendly to keep candidates engaged.

About Gartner Talent IQ
Gartner Talent IQ is exclusively available to Gartner 
for HR Leaders clients and benchmarks tech talent 
attraction strategies using publicly available data. 
Gartner for HR Leaders clients can use the external 
performance metrics, best practices from leading 
companies and tactical implementation tools to 
stay competitive in the tech talent market.
Gartner for CHRO clients at U.S.-based 
organizations with a revenue of more than 
$1 billion a year can also receive a custom 
benchmark report with their Talent IQ score to:
• Prioritize the highest impact areas for 

fast improvement.
• Secure additional investment to 

compete for talent.
• Understand talent competitors’ 

attraction strategies.
• Increase diversity and inclusion at their 

organization.

To learn more visit: gartner.com/talentiq

1 2019 Gartner Recruiting Effectiveness Survey

n = 188 index organizations 
Source: Gartner 

Figure 5: Our Other Talent IQ Genius Companies
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