
The 2026 
State of Skills

AI is accelerating workforce skills change
More than half of CHROs believe that their organization  
will lose its competitive advantage if it does not shift  
to a skills-based talent management approach.

3 strategic shifts to reshape talent strategy

Organizational impact Financial impact

34% 
of the skills that 
were required in 
2025 will become 
obsolete ​by 2030.

$85 million in 
lost revenue 
is the financial 
impact to an 
organization with 
10,000 employees.

60% 
of CHROs feel 
skills are evolving 
faster than they ​
can develop 
support plans.

$4.8 billion​ 
market value 
of vendors who  
manage organizational 
skills data.

Shift 1

Shift 2

Shift 3

Focus on 20% of skills that drive 80% of the organization’s value.

Prioritize investments in foundational differentiated skills that drive 
the highest value.

Embed AI into high-value work.

Demand for AI skills is increasing rapidly, yet adoption is not 
translating into business value.

Prioritize internal mobility to access critical talent.

30% of employees would stay in their current role despite a 
better external offer due to economic volatility. Make internal 
opportunities more visible to unlock talent and close critical 
skills gaps.

Skill investments assessment

The AI adoption funnel

Visible skill alignment status

Skill 1

Skill 2

Criticality of skill investments

  �Critical: Risk to operational success 
and competitive edge high

  �Less critical: Threatening to success, 
monitor for change and similar trends 
across BUs

  �Less critical: Skill under control, 
managed by skills-sensing network

Time frame of impact Current capability to intervene

Short-term

Many

Average
Scale of 
impact
on roles

Change needed to meet current business goals

Few

No change Less More

Insufficient Sufficient

Not applicable

Medium-term

Long-term Not applicable

Global workforce/ 
all employees

90% of organizations are  
adopting AI in some capacity

51% of the workforce is 
expected to use AI at work

22% of employees use AI 
frequently at work 

Only 4% of employees are using AI frequently 
to support critical skills application

The AI Value 
Opportunity

Using AI to augment 
critical skills application 
can drive up to a  
17% increase in 
employee performance.

Current role

Employees assess true risk levels.
Employees reflect on  

what risk level is worth it.

Example reflection questions:
•	 �What do I enjoy most  

and least about my role?

•	 �How will I use my skills  
in a new context? 

•	 �How will a new role 
challenge me?

•	 �How will I continue to  
add value?

Role A

10/10

Low

Role B

8/10

Medium

Role C

6/10

High

Lateral and 
diagonal roles

Skills 
alignment

Assessed risk 
and difficulty

Role B will take 
work, but it will 

progress my goals.

I thought Role  
B would be  

harder …
Employee

1 2
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Navigate the future of skills with confidence
Connect with us to learn how Gartner can help you build an actionable 
skills strategy that drives business value and workforce readiness.

Identify skills
Identify differentiating 
business capabilities

Create and manage 
your enterprise skills 

taxonomy

Align L&D investments 
to strategic skills 

development

Map and prioritize 
supporting workforce 

capabilities

Build a tech stack 
to enable AI-driven 

interference and 
intelligence

Build infrastructure to 
drive skills development

Break down critical 
workforce capabilities 

into jobs and skills

Set your skills  
validation strategy

Scale and accelerate 
skills development

Build a high precision 
build/buy/borrow 

workforce plan

Govern ongoing 
refinement of skills 
management tech  

and processes

Track and measure skills 
development aligned to 

business outcomes

Manage skills

Develop skills

Learn More
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