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The CHRO Report

Delivering value through Al, skills intelligence and culture

Going into the second quarter of 2026, CHROs are focused on delivering value To help CHROs navigate these challenges, this report highlights the latest
in HR and throughout the organization by redesigning roles and workflows for Gartner insights into:

the Al era, using skills intelligence to inform talent management and shape
their organizational cultures in ways that supports high performance through
continuous, transformational change. e How to use skills intelligence to augment talent management

e How to implement Al effectively throughout the HR function

Achieving a return on their organizations’ Al investments is top of mind for CEOs, ¢ How to mitigate the risk of skills atrophy and shape organizational culture
and CHROs today remain focused on delivering value in HR and throughout the
organization by redesigning roles and workflows for the Al era. Skills-based talent
management is one area where Al can generate robust value for HR, and this ROI

is beginning to show. Yet Al is by no means CHROs’ only concern: They are also
seeking to shape their organizational cultures in ways that support high performance.

Use this edition of The CHRO Report to enhance decision making in 2026
and strengthen your enterprise impact.
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CHRO CHALLENGE1 L —

How can Al be strategically What your peers are asking

implemented in HR?
AskGartner

An Al-Powered Tool to Access Trusted Gartner Insights

Achieving a return on their organizations’ Al investments is top of mind for CEOs,
and CHROs today remain focused on delivering value in HR and throughout the
organization by redesigning roles and workflows for the Al era.

How can Al be strategically implemented in HR to maximize
72 o of HR leaders already recognize that benefits and address key challenges and opportunities?
/O reinventing HR workflows is essential to ‘ /
unlocking Al-driven productivity.

How can Al be leveraged to drive agility across an enterprise?

While some HR processes are fundamentally transformed by Al, others benefit
from targeted enhancements, and a few remain primarily human-driven. For
CHROs, understanding these distinctions is critical to making informed investment
decisions, optimizing workflows and ensuring that technology augments human
expertise but preserves the human element where it matters most.

Learn More About AskGartner A/
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GARTNER ANSWER *

Accelerate HR transformation
through Al implementation

Gartner evaluates the impact of Al on HR processes using three key
dimensions:

¢ Al process transformation impact — The extent to which Al changes
how the process is executed, automates workflows and redefines
stakeholders and their accountabilities.

e Al decision intelligence impact — The extent to which Al enhances how
decisions are made by improving insights quality, speed and foresight.

¢ Al use-case availability — The maturity and scalability of existing Al
solutions across each HR process.

Building on the analysis, HR processes can be organized into an Al impact
portfolio spanning three distinct HR process groups.

¢ Al transformational processes — High impact on process transformation
and decision intelligence while also demonstrating strong use-case
availability.

¢ Targeted Al opportunity processes — High impact on process
transformation while also demonstrating sufficient use-case availability.

¢ Human-led value processes — Limited impact on process transformation
and decision intelligence with low use-case availability.

Al impact portfolio across HR processes

Al transformational
processes

Highimpacton
process transformation
and decision
intelligence while also
demonstrating strong
use-case availability

Strongestimmediate
entry points for
Al, delivering early
wins and creating
momentum

Strategic workforce
planning

Assessment and
selection

Career pathing and
mobility

HR help desk and
first-level support

Source: Gartner
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Targeted Al opportunity processes

High impact

on process
transformation while
also demonstrating
sufficient use-case

availability

Scale Al selectively to
improve operational
efficiency

Critical skills needs
identification

Employee data
and document
administration

Time and attendance

High impact

on decision
intelligence while
also demonstrating
sufficient use-case

availability

Scale Al selectively
to improve decision
intelligence

Hiring needs and
definitions

Performance
management

HiPo and succession

Employee experience
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Human-led value
processes

Limited impact
on process
transformation and
decision intelligence
with low use-case
EVETIET 11114

Differentiate yourself
by deliberately
elevating the human
value proposition

Onboarding

Culture

Change management

Employee relations
and case management
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TAKE ACTION

How CHROs work with Gartner

Schedule a call with a
Gartner analyst to help
identify which processes to
transform or augment with

Al and which to preserve as
human-led.

Hanne Nieberg
Senior Director Analyst

M

Prioritize Al investments
based on this analysis,
redesigning workflows for
transformational processes,
selecting proven Al solutions
for targeted opportunities
and using Al to support
human decision making
where it matters most.

= S B

M

Use the Gartner
Accelerators tool: Create
an Al Strategy for Your HR
Organization as a step-by-
step guide to developing
your Al vision.

Create an Al Strategy for Your HR Organization
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CHRO CHALLENGE 2 L —

How can organizations enhance

their talent management strategy?

CHROs are under increasing pressure to transform their HR functions by
leveraging Al-driven skills intelligence to shape business decisions.

By 2028, this capability will become essential for high-value HR functions.
Organizations that fail to adopt it risk being relegated to back-office roles.
Currently, 60% of organizations have implemented this approach across some
or all of their talent processes, with a further 37% actively considering it. Early
adopters are already realizing significant returns, yet the pace of change
continues to accelerate as advances in Al and digitization raise expectations
for actionable, real-time skills intelligence.

This shift creates a dual challenge for CHROs: Integrating rapidly evolving Al
capabilities while responding to rising expectations from business leaders and
employees for more advanced, data-driven talent insights. As the demand for
real-time, decision-ready intelligence grows, those that fail to keep pace risk
eroding HR’s strategic influence and being repositioned as operational rather
than strategic partners.

The CHRO Report

What your peers are asking

AskGartner

An Al-Powered Tool to Access Trusted Gartner Insights

How can organizations enhance their talent management strategy
to align with business objectives and address talent gaps?

How can Al be effectively utilized to enhance talent acquisition
and skills-based talent management?

Learn More About AskGartner /1
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GARTNER ANSWER * The CHRO Report

Use skills intelligence to drive talent management
decisions and close skills gaps

Organizations investing in skills-informed approaches target improvements Performance management. Incorporate skills assessments into performance
in three talent areas on average. CHROs can drive value by embedding skills reviews and goal setting. Use skills data to personalize development plans and
intelligence into the following areas: feedback. Recognize and reward skill acquisition and application.

Workforce development. Integrate skills data into employee profiles and learning
pathways. Align learning resources with current and future skills needs, and foster
a culture of continuous learning and upskilling. Use Al-driven analytics to identify Target talent areas with skills-informed methods

skills gaps and recommend targeted development opportunities. Percentage of organizations targeting talent area with skills-based investments

Leadership development. Incorporate skills intelligence into succession planning

and leadership development programs. Use skills assessments to inform coaching 95%
and mentoring initiatives. Identify high-potential employees based on skills data,
not just tenure or performance. 88%

-~ . . . The average
Mobility. Enable employees to view and pursue internal opportunities based 86% organization is targeting
on their skills profiles, and leverage Al to match employees with open roles and improvements in three

projects. Promote transparent career pathways and encourage cross-functional Workforce planning 80% talent areas with skills-
movement informed approaches.

i [ [ i i Recruiti 80%
Workforce planning. Use skills data to inform strategic workforce planning and cening

scenario modeling. Integrate skills intelligence with headcount and capacity
planning. Identify critical skills for future business needs.

Employee performance 80%

50% 75% 100%
Recruiting. Embed skills-based criteria into job descriptions and candidate ,
n =95 talent management leaders overall (Development = 90; Leadership = 84;

screening. Use Al-powered tools to assess candidate skills and fit. Focus Mobility = 82; Workforce planning = 76; Recruitment = 76; Performance = 76)
recruitment efforts on skills alignment rather than traditional credentials. Souree: Gartner
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TAKE ACTION

How CHROs work with Gartner

See the insights How
Organizations Are
Achieving ROI With Skills-
Based Talent Management
to learn more about how

skills-informed approaches
deliver value.

ROIf wnskllh-hhmtdwbrﬂwwwlw
e, by spedific focus ana
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Armend ofbearing o Uptake of lesrning Guadity of marages-smployse
onganizationsl skills Fmscurces careat | develapmens
converssticns

M

Work with your head of
talent management to
identify opportunities
to implement these
approaches.

M

Schedule a call with a
Gartner analyst to help
decide on the right skills
intelligence investments for
your organization.

f ‘ ‘ Cian O Mérain
' Senior Director Analyst
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CHRO CHALLENGE 3 L —

What are effective strategies for
organizational culture change?

CHROs are grappling with the reality that organizational culture is increasingly
seen as an obstacle rather than a catalyst for performance. CEOs identify
culture as a major barrier to growth, yet fewer than half of CHROs believe it
drives performance, and only 43% of employees feel their culture supports
their success.

In response, many leaders are calling for a “high-performance culture,” but
often lack clarity on what this truly entails, reflecting uncertainty about the
norms and behaviors required for success in today’s environment. As the pace
of business change accelerates — particularly with Al-driven transformation —
static, legacy cultures are no longer viable.

Instead, CHROs must guide their organizations through continuous cultural
evolution, using insights into dominant cultural themes to differentiate from
competitors, challenge outdated assumptions and secure buy-in for the
changes needed to achieve ambitious performance goals.

The CHRO Report

What your peers are asking

AskGartner

An Al-Powered Tool to Access Trusted Gartner Insights

What are effective strategies and practices for transforming
and sustaining organizational culture change?

How can performance management processes be adapted to
strengthen alignment and connectedness with organizational culture?

Learn More About AskGartner /1
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GARTNER ANSWER *

Shaping culture to drive
performance in the Al era

Gartner analysis of the dominant cultural themes today, based on a survey of
over 3,000 employees, can help CHROs define their desired culture, evaluate
the current state of the organization, identify potential cultural misalignment and
drive C-suite and board alignment on culture risks, opportunities and next steps.

Six dominant cultural themes emerged from this analysis, with the following
percentages of employees identifying each of these as the dominant theme of
their organization’s culture:

¢ Accountability and decisiveness (25%) ¢ Drive and achievement (12%)

* Well-being and support (21%) e Collaboration and teamwork (12%)

» Consistency and integrity (18%) * Innovation and adaptability (12%)

No single cultural theme is directly correlated with higher employee
performance: Enterprise contribution levels are similar across all six themes
These themes are also consistent across regions, industries and company
sizes. However, there are some notable differences in the perceptions of senior
leaders, managers and individual contributors.

This finding underscores the need to design culture measurement processes to
capture perspectives from all levels and roles. CHROs should work with business
leaders to determine whether variation reflects intentional differentiation or
indicates misalignment with desired norms.

The CHRO Report

Dominant culture themes, by employee role

Percentage of employees

B Accountability and decisiveness [ll Well-being and support [ll Consistency and integrity

[ Drive and achievement [l Collaboration and teamwork [l Innovation and adaptability

o I
< | W 3
. | W 5 3

n = 3,141 employees
Note: Percentages may not add up to 100% because of rounding.
Source: Gartner
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TAKE ACTION

How CHROs work with Gartner

M

See Dominant Cultural
Themes in 2026: 4 Essential
Insights for CHROs for
more insights into what
these perceptions mean
for defining and shaping
organizational culture.

Dominant Culture Themes, By Employes Fole
Percontage of Erpicyee

M

Use the Ignition Guide to
Measuring Organizational
Culture to assess your
current culture, track
progress and inform C-suite
discussions on the cultural
priorities that best enable
your strategy.

M

Schedule a call with a
Gartner analyst to identify
the most effective
approaches to culture
change that fit with your
organization’s culture goals
and strategy.

Jessie Knight
Vice President Analyst
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Gartner helps CHROs address all their mission-critical priorities (MCPs)

Achieve your MCPs with trusted insights, tailored guidance and execution tools backed by 25,000+
annual CHRO conversations and 200+ HR analysts. Talk to us to learn more.

Transform HR Through Al

MCPs

31% of CHROs feel prepared to
incorporate Al into HR’s
operating model

Create & Deploy an HR Strategy
@ that Supports Al Transformation &
Enterprise Goals

Shape Work for the Human-
Machine Era

78% of CHROs agree that
workflows and roles need to
change to get the most out of
their investments in Al

® Position HR as a Critical Partnerin
the Organization's Al Strategy

Mobilize Leaders for Growth
Amid Uncertainty

75% of CHROs believe
leadership and people
management skills will become

more important as they integrate

Al into business practices

® Identify the New Capabilities
Needed in Effective Leaders Today

Strengthen Culture to Power
Performance

77% of HR leaders expect Al to
impact the organization’s culture
over the next 12 months

® Spot Points of Dissonance or
Atrophy in the Current Culture

® Redesign the HR Operating Model
& HR Roles for the Al Era

Evaluate Al's Impact on Work &
@ Lead Al-Human Work Design
Efforts

® Prepare Leaders to Manage
Through Continuous Change

Anticipate the Impact of Al/ Other

® Emerging Trends on Org. Culture

Identify High-Value Al &
Technology Use Cases Across HR

Define, Measure, & Manage an
@ Evolving Workforce Amidst the
Continual Evolution of Al

® Teach Leaders to Implement
Changes in Their Teams

Embed Desired Cultural Norms into
@ the Organization During Work
Transformation

Journey Steps
®

® Analyze the Vendor Landscape for
Al & Technology Use Cases

Lead Enterprise-Wide Workforce
@ Planning by Aligning Needs, Costs
& New Employment Models

Get Leaders to Foster a High-
@ Performance Culture for
Organizational Success

Equip Leaders to Drive Culture
@ Evolution in the Midst of Al-Driven
Change

Build a Governance Framework to
@ Measure & Evolve the Alin HR
Strategy

Source: Gartner

Evolve Talent Initiatives to Meet
@ &
Enterprise Needs

® Evolve Succession Planning to
Align with Changing Roles

Follow Us on LinkedIn

® Build CEO/Board/C-Suite Buy-In
for Culture Evolution

Sign Up for Our Newsletter
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Save the Date

Gartner

SYMPOSIUM [ Xpo.

Join the world’s most influential gathering
of CHROs and HR leaders!

Gain exclusive insights, explore cutting-edge
strategies and network with top HR
executives shaping the future of work.

Mark your calendar and choose
your region:

EMEA

. 6 — 8 October 2026
Ame"cas Londonf S.K?r

26 — 28 October 2026
Orlando, FL @

Asia/Pacific

and Japan

16 — 17 November 2026
Sydney, Australia

Don’t miss this opportunity to transform
your HR strategy for 2026 and beyond.
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Connect with us

Get actionable, objective business and technology insights Learn more about Gartner for CHROs
that drive smarter decisions and stronger performance on

your mission-critical priorities.
Stay connected to the latest insights
U.S.:1855 3225484

International: +44 (0) 3300 296 946

Attend a Gartner conference

Become a Client
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