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The world is changing fast
The world is changing fast, bringing new challenges and opportunities for organisations 
– HR leaders need to respond or risk falling behind.

While many HR functions have undergone significant transformation 
in recent years including moving to cloud-based platforms, the pace 
of change means that new and even more agile approaches are 
needed. HR leaders must define and create a model that elevates HR 
to become strategic partners to the business, helping tackle complex 
cross-functional challenges.

The landscape is shifting at pace across multiple interlinking domains. 
The demographic mix is changing fast, with five generations set to be 
in the workplace in the next few years. Managing a workforce with a 
hugely diverse range of aptitudes, experience, priorities and 
expectations is challenging. 

At the same time, skills needs are also rapidly evolving, with AI and 
big data changing the game. Upskilling the workforce and addressing 
skills gaps is a major priority. To capitalise on AI, greater business 
agility and collaboration between teams will also be pre-requisites.

These complex issues are bringing the HR function into focus like 
never before: how can you, as a CHRO or people leader, respond at 
pace to deliver true business value in a time of such dynamic change?

We explore these challenges and set out four key steps for a fast-
tracked transformation that creates an HR operating model for the 
future powered by ethical AI.

15%
of companies engage in strategic workforce 
planning, leaving a significant gap in HR’s ability 
to align talent with long-term business goals1

90% of employers say skill gaps are the 
biggest barrier to business transformation 
(2025–2030)2

74% agree that managers are not adequately 
equipped to lead change, further 
complicating transformation efforts1
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01
Opportunities to 
accelerate HR 
transformational 
change

The simple fact is that HR 
transformation is challenging.  
If it was easy, we probably 
wouldn’t be talking about it here. 
However, approached in the right 
way, there is a significant 
opportunity to drive 
effective change. 

Designing the HR function 
of the future

We see three key organisational design challenges facing HR 
leaders today – functional silos where work is done in isolation, 
limited cross-functional integration, and an inadequate focus on 
employee experience. 

As business leaders increasingly demand agility, data-driven 
insights, and tailored people solutions, HR must rethink its 
operating model to move beyond legacy structures and become 
a proactive architect of organisational performance and culture.

There is a clear opportunity to create an organisational design 
where HR becomes a truly integrated partner to the business 
– breaking down silos to create seamless and cohesive working
across teams. The HR operating model and the technology
solution should be integrated with each other so that
processes, people and technology are aligned. This in turn
improves the employee experience as they use HR-related
systems and tools.

85% of companies plan to prioritise
upskilling their workforce1

Building the skills 
for tomorrow

Digital skills are no longer a niche requirement – they are the 
currency of the modern workforce. With the World Economic 
Forum predicting that half of all employees will require training 
or retraining in digital capabilities this year, the urgency is clear. 
Organisations face a fiercely competitive market for talent, and 
as external supply struggles to keep pace, the most effective 
route is often to build capability from within. A digitally-enabled 
workforce is not just more efficient and collaborative; it is also 
more innovative, resilient and motivated. These digital skills are 
not reserved for a select few but must be embraced by all if 
businesses are to remain competitive.

The rapid advance of AI only sharpens this imperative. Lifelong 
learning has become a necessity, demanding that individuals 
and organisations alike remain agile and committed to 
continuous development. By investing in reskilling and upskilling 
initiatives – from targeted training to talent marketplaces that 
enable cross-functional projects and skills-based career 
pathways – organisations can expand their supply of hard-to-
find expertise. Those that prioritise this approach will not only 
close today’s skills gaps but also create a workforce equipped 
to thrive in an AI-powered future.

70% expect to hire staff with new
skills by 20251

1. World Economic Forum, WEF_Future_of_Jobs_Report_2025.pdf
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Choosing and integrating the 
right technology solution 

Technology is not just an enabler; it is the critical foundation of any effective 
HR transformation. Carefully evaluate what’s available in the market, engage 
your stakeholders and consider consulting external advisers. Once you’ve 
made your choice:

• Trust the best practice architecture and functionality already built into
the platform.

• Don’t try to ‘over-customise’ the solution – allow the SaaS platform to
lead, making only minor bespoke adjustments where necessary.

One often-overlooked factor in HR transformation is the importance of 
integration architecture -  seamlessly connecting systems and data to create 
a single source of truth and unified employee experience. The traditional 
“best of breed” approach, which involved selecting separate platforms for 
different business functions and then stitching them together, is giving way 
to a new mindset. Today, organisations increasingly favour a “full platform” 
strategy, leveraging a single solution that spans multiple domains such as 
HR, Finance and Strategic Workforce Planning. This not only delivers 
consistency in look and feel but also improves usability and reduces the 
burden of maintaining many complex integrations.

Your technology partner should:

- Prioritise user experience, creating an interface that ensures employees 
and managers can easily access the information and tools they need.

- Evolve continuously, delivering regular updates that keep pace 
with market changes and innovation.

- Embed AI responsibly, accelerating efficiency and value creation while 
maintaining ethical standards.
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Inspiring people 
and change

There are a number of common cultural and people barriers, 
including resistance to change and concerns about what the future 
holds. At the heart of this is the change management challenge. 

Communication is critical. Start by setting the vision and making 
sure everyone is clear about why the change is happening and what 
the benefits will be. Address the things they will really want to 
know, such as:

• How will your HR transformation enable HR to operate more
effectively and better support the business?

• What will the change actually look and feel like for individuals in
the HR team?

• How will it make their roles easier and help them
perform better?

Getting off to a good start is key. Keep up the communication 
drumbeat all the way through. This is key to retaining stakeholder 
engagement.

55%
of HR leaders report their 
current technologies don’t 
meet evolving business needs1

75% of HR leaders believe 
managers are overwhelmed1

1. Gartner Top 5 HR Trends and Priorities That Matter Most in 2025

https://www.gartner.com/en/human-resources/trends/top-priorities-for-hr-leaders
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02
Impact and 
Opportunity of AI
AI is changing the game 
across all areas of business 
– and the potential for it to
enhance HR processes and
value creation is enormous.

In the HR domain, AI is transforming the landscape 
by automating processes, enhancing decision-
making, and improving employee experiences.  
Key impacts include:

• Talent Acquisition and Recruitment
By identifying the skills an organisation needs,
rather than simply roles and headcount, AI is
enabling businesses to fulfil their talent
requirements in a vastly more strategic,
dynamic and responsive way. AI can be used to
analyse and predict which key skills are or will
be needed and identify gaps. In the recruitment
process, it is a powerful tool for writing job
descriptions, matching candidates to key
criteria and shortlisting them (removing the
need for tedious and time-intensive CV
screening), and even for some areas of the
interview/assessment process. It’s a powerful
support to recruitment teams.

• Employee Engagement and Retention
Tracking key metrics, AI can be a highly
effective support to HR teams in analysing
employee engagement data and drawing
actionable insights from it. This helps address
attrition risk, boosting retention.

• Workforce Planning and Analytics
Linked to its focus on skills, AI enables HR
leaders to run comprehensive analyses of
workforce planning requirements in the near,
medium and longer term. By linking it to the
business strategy, AI models can highlight
needs, gaps and shortfalls and model these
under a range of scenarios. It is also highly
configurable – running analyses by geography
or seniority level for example, or assessing
needs against diversity & inclusion goals or
other key corporate priorities.

The rise of Agentic AI

Agentic AI is the ‘new kid on the block’ in HR 
technology, capable of acting autonomously and 
proactively to drive strategic outcomes. It goes 
beyond traditional automation and analytics by 
managing complex processes and adapting in 
real time.

For example, agentic AI can independently handle 
end-to-end HR workflows such as talent 
acquisition, sourcing, screening candidates and 
automating onboarding tasks like scheduling 
interviews and assigning training. It personalises 
learning journeys based on individual roles and 
career goals, detects early signs of disengagement 
and initiates timely interventions (e.g. scheduling 
check-ins, recommending development 
programmes). It continuously learns from results 
and refines policies or programmes accordingly.

Key to success is to ensure that you are really clear about what you are trying to 
achieve with AI

Rather than simply starting to implement solutions in a piecemeal fashion. Ask yourself some 
critical questions such as:

- What are the core problems we’re trying to solve with AI?

- What does success look like, and how will we measure it?

- Do we have clean, structured and accessible HR data?

- Do we have the internal skills and knowledge to implement, manage and use AI tools?

- How will we ensure AI use is ethical, unbiased and transparent?

20-40%
productivity improvements 
by using AI for tasks like 
recruiting, onboarding, 
financial planning and 
workforce management.1

50%
reduction in time to hire by
deploying AI-driven candidate 
matching and resume screening.1

1. Workday
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03 Four priorities to achieving
HR transformation

In your HR transformation, it’s 
essential to keep the technology 
and operating model aligned. To 
do that, here are four key 
considerations that we 
recommend to clients.

01 Clear Vision and 
Strategic Alignment

For the transformation to succeed, you 
need a clear vision of what you are trying to 
achieve. Start by defining the purpose and 
goals. Ensure there is alignment between 
your vision for HR and the wider business 
strategy for the organisation as a whole. 

02
People, Technology and 
Data Readiness

To become a truly strategic partner to the 
business, HR must be ready to rethink not 
only its tools and processes, but how it is 
structured, how it collaborates, and how it 
embraces change. This requires 
investment across three interconnected 
domains of people, technology and data.

Whatever your end-state solution, ensure 
that the new system supports AI, 
automation, analytics and integrations 
(where needed) with other platforms. 
Prioritise data quality (critical for the 
effective functioning of AI), governance 
and security to enable reliable insights.

Demand capabilities that align with 
strategic goals, enhance employee 
experience and future-proof the 
organisation. Key considerations include:

• Alignment to strategic priorities

• Employee-centric design

• Security, compliance & ethics

03 Adaptable Operating 
Model

Flexibility in operating model design to 
meet the needs of the business is 
essential. There is an opportunity for HR 
to be the architect of business value 
through reimagining existing capabilities 
and leveraging the power of Agentic. 

04
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Employee Experience 
and Inclusion

Don’t lose sight of what the work is 
ultimately about: creating a better user 
experience for HR teams and for 
employees. Make sure that every design 
and process flow decision has the 
employee journey in mind – from 
recruitment right through to retirement. 
Look for opportunities and ways to increase 
personalisation – which is a key factor in 
improving employee experience. 
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04 Why KPMG
& Workday

The KPMG and Workday alliance is a proven, powerful proposition for HR leaders that aligns people, processes 
and technology to create a seamless, data-driven and employee-centric HR function. 

Working together with you to gain faster transformation, measurable ROI and long-lasting competitive advantage, you can build a platform that 
remains upgradable, maintainable and secure.

Why KPMG?

KPMG has a suite of services and solutions that 
help organisations transform their operations 
and achieve their strategic goals. KPMG’s 
experience of creating inter-connected design 
layers and its range of proven, leading practice 
accelerators including 250+ KPIs, 140+ reports 
and dashboards, and 11 process taxonomies, 
supports organisations in implementing 
effective tailored solutions. Through deep 
industry expertise and a breadth of subject 
matter experts with real world experience of HR 
transformations, KPMG brings a powerful 
combination of organisational design, process 
design, technology expertise and 
change management.

Why Workday?

Workday is the acknowledged leader in 
technology solutions for HR and people, 
whose intuitive solutions are the result of 
significant investment in AI and automation 
technologies. Workday creates a unified hub 
in which you gain real-time insights and stay 
decision ready with configurable frameworks 
that make it easy to connect to other solutions 
and build new functionality via their Extend 
module. It’s a business optimised 
environment that supports your staff 
wherever they are, across devices and with 
collaboration tools built in.  

Better together
Bringing KPMG and Workday together, 
clients are the beneficiaries of a best-in-class, 
multi-dimensional collaboration: your entry 
point to an AI-enabled, connected, responsive 
HR function of the future.

KPMG and Workday delivers a guided 
process with HR assets and accelerators that 
transforms the employee experience while 
also reducing implementation risks.

Combining KPMG’s methodology with 
Workday’s world-class SaaS technology 
results in a partnership that is different to any 
other in the market - because of our 
emphasis on client success and the quality of 
client outcomes we deliver.

Unlocking value from your HR Transformation
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If you’re ready to take the next step and believe we can assist, 
please don’t hesitate to reach out. To learn more about KPMG, 
our alliance with Workday, and the work we do, there are several 
resources available to deepen your understanding.

Please get in touch with our HR and Workday specialists: 

Aarti Uplenchwar
Head of Customer Strategy & 
Value Management 

Workday UKI 
aarti.uplenchwar@workday.com

You can read more about KPMG and our HR Services  here.

You can learn about the KPMG and Workday alliance  here. 

More detail on KPMG and our full range of capabilities and services can be found here.

Mohammed Bari 
Partner, HR 
Transformation

KPMG in the UK
mohammed.bari@kpmg.co.uk

Some or all of the services described herein may not be permissible for KPMG audited entities and their affiliates or related entities.

The information contained herein is of a general nature and is not intended to address the circumstances of any particular individual or entity. Although we endeavour to provide 
accurate and timely information, there can be no guarantee that such information is accurate as of the date it is received or that it will continue to be accurate in the future. 
No one should act on such information without appropriate professional advice after a thorough examination of the particular situation.
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