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Introduction

The transformation of HR into a strategic business function marks a pivotal shift in organizational dynamics, as revealed in 
Brandon Hall Group’s research study, The HR Playbook: Mastering the Art adn Science of Strategic HR in the Age of Innovation 
and Change. The data shows that HR departments are increasingly becoming central to organizational success, driven by 
technological innovation, changing workforce demographics, and evolving business models. The analysis also indicates that 
while progress has been made in strategic alignment and digital transformation, significant opportunities exist for organizations 
to enhance their HR capabilities and create more agile, responsive structures that can effectively address current and future 
workplace challenges. This evolution is particularly evident in the adoption of AI and machine learning technologies, with 
organizations investing heavily in digital solutions that promise to revolutionize HR operations and decision-making processes.

The research also reveals a growing recognition of HR’s role in driving business value, with successful organizations allocating 
increased resources to strategic HR initiatives and capability development. The data suggests that organizations that have 
effectively transformed their HR functions are seeing significant improvements in key performance indicators, including employee 
engagement, retention rates, and overall business performance. This transformation, however, requires a delicate balance 
between leveraging new technologies and maintaining the human element that is crucial to effective people management.



2025 Brandon Hall Group™. Not Licensed for Distribution. 4

HR Playbook: Mastering the Art and Science of Strategic HR in the Age of Innovation and Change

Current State
HR is evolving into a significantly strategic business 
partner, with 41% of organizations now operating under a 
hybrid model that combines centralized and decentralized 
approaches. However, our research reveals that 40% of 
organizations still maintain a centralized structure, indicating 
substantial room for operational evolution. The alignment of 
HR metrics with business outcomes shows mixed results:

This disparity highlights the ongoing challenge of translating 
HR initiatives into measurable business impact. The current 
state also reflects a growing emphasis on data-driven 
decision-making, with organizations increasingly investing 
in analytics capabilities and technology infrastructure to 
support more sophisticated HR operations.

Organizations are at various stages of HR transformation, 
with leading companies demonstrating significantly higher 
levels of digital maturity and strategic capability. The data 
shows that organizations with more mature HR functions 
are achieving better business outcomes, including higher 
employee engagement scores, improved talent retention, 
and more effective leadership development. However, the 
gap between high-performing HR organizations and those 
still struggling with basic alignment issues continues to 
widen, creating a critical imperative for acceleration of HR 
transformation initiatives across industries.

Most

39%

All

14%
Not at all

15%

Some

26%

HR Metric Alignment

 Source: Brandon Hall Group™ Study, HR Playbook
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The technological revolution sweeping through HR 
departments presents complex challenges, requiring 
teams to master an expanding array of digital solutions 
while maintaining rigorous data privacy standards. 
This transformation occurs against the backdrop of 
unprecedented workforce diversity, with five generations 
working side by side, each bringing distinct expectations 
and work styles. Our research indicates that 65% of 
organizations cite a greater need for people analytics as a 
primary driver of HR digitalization, followed by increased 
workforce globalization (59%) and technology support 
requirements (58%).

The rise of remote work has further complicated the 
landscape, bringing employee well-being and mental 
health to the forefront while raising new questions about 
virtual team dynamics and digital collaboration. The rapid 
pace of technological change means that HR teams must 
continuously update their skills and capabilities.

The complexity is further amplified by the need to balance 
automation and human interaction in HR processes, as 
organizations strive to maintain personal connections while 
leveraging the efficiency gains of digital solutions. Our 
research shows that HR departments are grappling with 
significant challenges in data management and privacy 
compliance, particularly as they expand their use of AI and 
advanced analytics.

The integration of multiple HR technology platforms, legacy 
systems, and new digital solutions creates additional 
complications in ensuring seamless service delivery and 
maintaining data integrity. 

Furthermore, the shift toward hybrid work models has 
introduced new challenges in areas such as performance 
management, employee engagement, and cultural 
development, requiring HR teams to develop innovative 
solutions that effectively bridge the physical and digital 
workplace environments.

Complexities
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Consequences
The evolving HR landscape creates several critical implications for organizations:

✦ Current readiness levels show concerning gaps: 26% of 

organizations are completely ready to address current 

workplace needs, 48% are mostly ready, 25% are 

somewhat ready, and 1% are not ready at all.

✦ Future readiness presents even greater challenges: 

only 29% feel completely ready for future needs, 34% 

are mostly ready, 32% are somewhat ready, and 5% are 

not ready at all.

✦ Organizations face increasing pressure to upskill HR 

teams, with strategic planning (62%) and coaching/

mentoring (60%) emerging as top priorities.

✦ The integration of AI and automation requires careful 

balance to maintain the human element in HR 

processes.

✦ Without adaptation, organizations risk falling behind in 

talent acquisition, retention, and development.

HR Readiness

 Source: Brandon Hall Group™ Study, HR Playbook



2025 Brandon Hall Group™. Not Licensed for Distribution. 7

HR Playbook: Mastering the Art and Science of Strategic HR in the Age of Innovation and Change

Critical Questions

How effectively does your current HR operating 
model align with emerging business needs and 

workforce expectations?

What is your organization’s readiness level for 
implementing data-driven HR practices?

How does your talent strategy account for the 
increasing complexity of workforce dynamics?

What specific metrics and accountability 
systems are in place to measure HR initiatives’ 

effectiveness?

How prepared is your HR function to support rapid business 
model innovation while maintaining employee engagement?
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Brandon Hall Group™ POV

Modernize the HR Operating Model

Organizations must transition to a multi-tiered HR operating 
model that combines strategic centers of excellence, agile 
business partnering, and efficient shared services. Success 
in this transformation requires designating 30% of HR 
resources to strategic initiatives while leveraging technology 
to automate 40% of transactional activities. This model 
addresses the critical question of operational alignment 
by creating clear governance structures and decision-
making frameworks that enable rapid response to changing 
business needs while maintaining operational excellence.

Our research indicates that organizations adopting 
this modernized operating model experience a 40% 
improvement in HR service delivery and a 35% increase 
in stakeholder satisfaction. The key to successful 
implementation lies in creating clear delineation between 
strategic and operational functions, with dedicated teams 
focusing on innovation and transformation while maintaining 
robust service delivery standards. Organizations should 
establish clear metrics for measuring the effectiveness 
of this model, including response times, cost per HR 
transaction, and strategic initiative completion rates.

Accelerate HR Digital Maturity 

The imperative to establish an integrated HR technology 
ecosystem over the next 18-24 months is paramount, 
focusing on cloud-based solutions that enable predictive 
analytics and AI-driven insights. Organizations should 
aim to digitize at least 75% of HR processes and invest in 
developing their HR team’s data-driven decision-making 
capabilities. This strategy directly addresses the readiness 
question for implementing data-driven HR practices and 
provides a foundation for measuring initiative effectiveness.

Furthermore, successful digital transformation requires 
a comprehensive change management approach, 
including targeted training programs and regular capability 
assessments. Organizations should establish digital 
centers of excellence within HR to drive innovation and 
ensure technology investments deliver maximum value. 
Our research shows that organizations with mature digital 
HR capabilities achieve 45% higher employee satisfaction 
scores and 30% lower operational costs compared to their 
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Build Change-Ready HR Capabilities 

Developing dedicated change management capabilities 
within HR is essential, including certified change 
practitioners and agile project teams. Organizations should 
allocate 15-20% of HR resources to transformation initiatives 
and maintain a continuous learning ecosystem for HR 
professionals. This approach ensures HR functions can 
effectively support rapid business model innovation while 
maintaining employee engagement and cultural cohesion.

The success of this initiative depends on creating a culture 
of continuous improvement and innovation within HR teams. 
Organizations should establish innovation labs or incubators 
within HR to test new approaches and technologies before 
full-scale implementation. Our research indicates that 
organizations with strong change management capabilities 
are three times more likely to successfully implement 
major organizational transformations and achieve desired 
outcomes. This includes developing specific competency 
frameworks for HR professionals that emphasize 
adaptability, digital literacy, and strategic thinking.

Deploy an Adaptive Talent Strategy 

Organizations must implement a dynamic talent strategy 
combining internal talent marketplace principles with strategic 
workforce planning. This approach should include quarterly 
talent reviews, skills-based career pathways, and hybrid 
work policies that optimize both flexibility and collaboration. 
Success metrics should focus on internal mobility and time-
to-productivity improvements, addressing the complexity of 
modern workforce dynamics and evolving skill requirements.

The effectiveness of this strategy relies heavily on creating a 
robust technological infrastructure that supports talent 
mobility and skills development. Organizations should 
implement AI-driven talent matching systems and create clear 
visibility of internal opportunities. Our data shows that 
organizations with mature talent marketplaces fill critical roles 
60% faster and achieve 40% higher retention rates for high-
potential employees. The strategy should also incorporate 
regular feedback mechanisms to ensure continuous alignment 
with business needs and employee expectations.
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Establish Measurable Impact Frameworks 

Implementing comprehensive HR analytics frameworks that track both leading and lagging indicators across all major 
people initiatives is crucial. Organizations should aim for 100% transparency in metric reporting and establish quarterly 
review cycles that tie HR outcomes directly to business performance indicators. This framework ensures clear accountability 
and measurement systems for HR initiatives, particularly in areas such as DEI, employee engagement, and leadership 
development.

Success in this area requires more than just implementing measurement systems; it demands a fundamental shift in how HR 
approaches data and analytics. Organizations should invest in developing advanced analytics capabilities within HR teams 
and create clear data governance structures. Our research shows that organizations with mature HR analytics capabilities 
are 2.5 times more likely to make data-driven decisions and achieve 20% higher returns on HR investments. The framework 
should include regular benchmarking against industry standards and peer organizations to ensure continuous improvement 
and competitive advantage.
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With more than 10,000 clients globally and 30 years of delivering world-class research 
and advisory services, Brandon Hall Group™ is focused on developing research that 
drives performance in emerging and large organizations, and provides strategic 
insights for executives and practitioners responsible for growth and business results.

About Brandon Hall Group™

SOME WAYS 
WE CAN HELP

Membership 
Individual and Enterprise Membership 

options: Includes research assets, 
advisory support, a client success 

plan and more.

Excellence Awards
Four annual programs 
recognize the best 
organizations that have 
successfully deployed programs 
to achieve measurable results.

Professional Certifications
Self-paced certification 
programs. Virtual group 
sessions for companies. 
In-person conferences 
and summits.

ENTERPRISE EXCELLENCE 
CERTIFICATION PROGRAM

Recognizes the best HCM programs 
that transform their organization and 
achieves breakthrough results. This 
designation is a step above the HCM 
Excellence Awards® which focuses 
on one program within a company. 
Enterprise Excellence is a hybrid of 
award winners who are also members.

Organizational
Excellence
Program

SMARTCHOICE® PREFERRED 
PROVIDER PROGRAM

Uniquely places HCM service and 
technology companies at the top of 
organizations’ consideration list of 
vendors. It adds an unmatched level 
of credibility based on BHG’s thirty-
plus years of experience in evaluating 
and selecting the best solution 
providers for leading organizations 
around the world.

Organizational
Excellence
Program

AGENCY!
BY BRANDON HALL GROUP™

Provides comprehensive marketing 
solutions for human capital 
management solution providers. 
We offer strategic services to 
establish a strong foundation for 
your marketing efforts. 

Organizational
Excellence
Program

Advisory Offerings
Custom research projects, 
including surveys, 
focus group interviews 

and organizational 
needs assessments for 

transformation, technology 
selection and strategy.
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