
 

 

The Skills-Based Organization: Putting 
Skill Definitions at the Center of Your 
Operating Model 

 

In today's dynamic and fast-paced world, organizations are constantly seeking ways to 
optimize their workforce and stay ahead of the competition. One pathbreaking concept 
that has emerged is that of the skills-based organization, or SBO for short. This 
innovative approach places skills at the center of everything an organization does, 
revolutionizing the way jobs and roles are defined and managed. In this blog, we will 
delve into the intricacies of the skills-based organization, exploring its components, 
benefits, and how it transforms the way we think about skills, jobs, and roles. 

Understanding the Standalone Nature of Skills 

To fully comprehend the power of the skills-based organization, we must first grasp the 
significance of defining skills as standalone items. By doing so, these skills become 
reusable components within the operating model, allowing for seamless integration and 
scalability. Contrary to popular belief, the standalone nature of skills does not isolate 
them; rather, it facilitates connections between skills and other parts of an organization. 



A skill definition's atomic nature enables it to be mapped to multiple roles without 
altering its core definition. Through the addition of contextual information, such as 
mapping "Communicate with customers" to diverse roles, organizations can leverage 
the versatility of skills and optimize their workforce allocation. 

The Components of the Skills-Based Organization 

The skills-based organization comprises various interconnected components, each 
playing a vital role in shaping the organization's talent ecosystem. Let's explore some 
typical components that interact with skills within this operating model: 

Employees 

At the heart of any organization are its employees. The skills-based organization 
recognizes the unique skill sets possessed by each individual and leverages these skills 
to optimize workforce allocation and career development. By mapping skills to 
employees, organizations can identify gaps, provide targeted training, and facilitate 
effective talent management. 

Roles 

Roles form the backbone of an organization's structure, defining the responsibilities and 
requirements of each position. In the skills-based organization, roles are not static 
entities; instead, they are dynamically linked to skills. This enables organizations to 
adapt roles to evolving skill requirements, ensuring an agile workforce capable of 
meeting changing business needs. 

Contractors 

In addition to full-time employees, organizations often engage contractors to 
supplement their workforce. The skills-based organization extends its reach to 
contractors, enabling organizations to assess and allocate contractors based on their 
specific skill sets. By integrating contractors into the system, organizations can optimize 
resource allocation and ensure the right skills are available when needed. 

Validation/Testing 

Validating and testing skills is a crucial aspect of the skills-based organization. By 
implementing robust validation and testing mechanisms, organizations can ensure the 
accuracy and reliability of skill assessments. This enables them to make informed 
decisions regarding talent acquisition, internal promotions, and skills development 
initiatives. 

Career Pathways 



Career development is a fundamental aspect of employee engagement and retention. 
The skills-based organization facilitates the creation of well-defined career pathways 
based on skills. By aligning skills with career progression opportunities, organizations 
can empower employees to chart their professional growth and nurture a culture of 
continuous learning. 

Projects 

Projects form an integral part of organizational workflows. The skills-based organization 
recognizes the importance of matching skills to project requirements. By identifying the 
skills needed for each project, organizations can assemble high-performing teams, 
optimize resource allocation, and ensure project success. 

Learning 

Continuous learning is essential for personal and professional growth. The skills-based 
organization integrates learning opportunities into its operational framework, allowing 
employees to acquire new skills and expand their knowledge base. By linking learning 
initiatives to skills, organizations can foster a culture of continuous learning, adaptability 
and resilience. 

Goals 

Setting clear goals is crucial for employee motivation and performance. The skills-based 
organization connects goals with skills, enabling organizations to align individual and 
team objectives with skill development. This integration fosters a sense of purpose and 
direction, enhancing employee engagement and productivity. 

Opportunities 

The skills-based organization identifies and presents relevant opportunities to 
employees based on their skills. By leveraging data on skills and interests, 
organizations can match employees with projects, assignments, and career 
development opportunities that align with their capabilities and aspirations. 

Content 

Content plays a pivotal role in skills development and knowledge sharing. The skills-
based organization encompasses a vast repository of content, ranging from training 
materials to informational resources. By organizing and curating content based on skills, 
organizations can provide targeted learning experiences that enhance skill acquisition 
and retention. 

Mentors 



Mentorship is a powerful tool for professional growth. The skills-based organization 
recognizes the value of mentorship and facilitates mentor-mentee relationships based 
on skills and expertise. By connecting individuals with mentors who possess relevant 
skills, organizations can foster knowledge transfer, career guidance, and skill 
development. 

Analytics 

Data-driven decision-making is a cornerstone of the skills-based organization. By 
leveraging analytics, organizations can gain valuable insights into skill gaps, workforce 
capabilities, and talent trends. These real-time insights enable proactive talent 
management, strategic planning, and informed decision-making. 

The Complex Web of Relationships 

The components of the skills-based organization are intricately connected, forming a 
complex web of relationships. These relationships are characterized by many-to-many 
connections, enabling fluid interactions and seamless collaboration. Let's examine some 
of the key relationships within the system: 

Learning and Content 

The relationship between learning and content is vital for skills development. The skills-
based organization recognizes the many-to-many connection between learning 
initiatives and content resources. Training courses often consist of multiple documents, 
videos, and slide decks, while each piece of content may be utilized in various training 
courses. This modular approach enables the creation of a reusable learning system that 
adapts to evolving skill requirements. 

Projects and Employees 

Projects involve multiple employees, with each employee capable of being assigned to 
more than one project. The skills-based organization accommodates this many-to-many 
relationship, ensuring optimal resource allocation and project team composition. By 
aligning skills with project requirements, organizations can assemble teams with the 
right expertise, enhancing project outcomes. 

Mentors and Employees 

Mentorship relationships within the skills-based organization are characterized by 
reciprocity. An employee may have one or more mentors who guide their career 
development, while mentors may assist multiple employees. This interconnected 
network of mentorship enables knowledge sharing, skill transfer, and mutual growth. 

Goals, Learning and Employees 



Goals, learning, and employees form a triadic relationship within the skills-based 
organization. Employees set goals, which are then supported by learning initiatives and 
skill development opportunities. By aligning these elements, organizations can drive 
employee engagement, professional growth, and goal achievement. 

Validation, Goals and Employees 

Validation and testing play a crucial role in skills assessment and goal achievement. 
The skills-based organization incorporates validation mechanisms, such as tests and 
assessments, which are linked to goals and employees. These validation tools provide 
evidence of skill proficiency, goal attainment, and contribute to the overall talent 
management process. 

Storing and Managing Complex Data 

As the skills-based organization encompasses numerous interconnected components 
and relationships, storing and managing the associated data can be complex. However, 
with a well-designed system and a clear understanding of these interactions, the 
complexity can be simplified. Let's examine an example scenario involving employees, 
learning, goals, and validation. 

To represent this scenario effectively, the system would need to store the following 
entities: 

 Employee representation 
 Goal definition 
 Training content 

Additionally, relationship data would include: 

 Goal-setting metadata between employees and goal definitions (e.g., target 
dates, completion criteria, etc.) 

 Assignment of training content to employees 
 Log of training completion by employees 
 Confirmation of goal achievement by employees 
 Metadata indicating the training's contribution to success 

By structuring and organizing data in this manner, organizations can effectively track 
and manage employee progress, goal attainment, and the impact of learning initiatives 
on skill development. 

Embracing Change and Unlocking Potential 

While the skills-based organization concept expects leaders to adopt a new mindset 
and emerging operating model, it also unlocks tremendous potential for organizations. 



By placing skills at the center of operations, organizations can optimize workforce 
allocation, drive skill development, and adapt to changing business needs. The 
interconnected components and relationships within the system empower employees, 
foster continuous learning, and facilitate agile talent management. 

As organizations embrace the skills-based organization concept, they embark on a 
transformative journey that revolutionizes the way jobs and roles are defined, executed, 
and evolved. By harnessing the power of skills, organizations can unlock their full 
potential and thrive in an ever-changing world. 

In conclusion, the skills-based organization is a game-changer, redefining the way 
organizations approach jobs and roles. By embracing the interconnectedness of skills, 
employees, learning, projects, and more, organizations can optimize their workforce, 
enhance career development, and drive business success. The skills-based 
organization is not just a theoretical concept; it is a practical framework that empowers 
organizations to unleash their true potential. 

So, are you ready to be a skills-based organization and refresh your operating model? 
It's time to unlock the power of skills and embark on a journey of growth and success. 
Start building your skills-based organization today with Skills Copilot. We can help you 
take off and reach your cruising altitude with confidence.  


