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Build leadership alignment and buy-in

Modernize legacy practices that restrict consideration of talent without four-year degrees

Equip hiring managers to lead confidently without fear of making the wrong hire

Conclusion

As this research makes clear, belief in skills-first is not the barrier—consistent execution is. Hiring managers 

continue to believe in the value and potential of a skills-first approach. Yet when the rubber meets the road, 

structural, procedural and personal barriers can stall progress revealing that skills-first adoption is a journey 

rather than a one-time shift. Overcoming these challenges requires organizations to double down on

and pursue a deliberate strategy that reinforces new behaviors, sets clear expectations and 

drives lasting shifts in both mindset and process.



To help hiring managers overcome structural, procedural and personal barriers, organizations must:

 change 

management 

Translating belief into consistent practice—and sustaining momentum —requires organizations to take a 

coordinated approach. Based on our findings, the following strategies are most effective in helping hiring 

managers embed and expand skills-first practices across their teams:

Secure top-down buy-in 

Frame the business case around leadership priorities. Use data, case studies and emotional 

storytelling to generate urgency and align with broader organizational goals. 

 efforts periodically to prioritize areas needing attention and plan for continuous 

improvement.

Assess change 

management

Equip hiring managers with practical resources 

Provide actionable tools—such as —to help hiring managers identify roles 

best suited for skills-first hiring and remove unnecessary degree requirements.

 guides and checklists

https://oneten.org/news/skills-based-hiring-best-practices/
https://oneten.org/news/skills-based-hiring-best-practices/
https://oneten.org/wp-content/uploads/2025/09/Change-Management-Assessment-Tool.pdf
https://oneten.org/wp-content/uploads/2025/09/Change-Management-Assessment-Tool.pdf
https://oneten.org/wp-content/uploads/2025/06/Research-Snapshot_Writing-Skills-First-Job-Descriptions_A-Best-Practice-Checklist_vF.pdf


https://oneten.org/news/research-snapshot-assessing-soft-skills/
https://oneten.org/news/harnessing-the-power-of-skills-first-practices-during-economic-uncertainty/
https://oneten.org/wp-content/uploads/2023/09/OneTen_Embracing_a_Skills-First_Mindset.pdf
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The roadmap below offers a visual guide to help organizations focus on the structural, procedural and 

personal levers of change and translate these strategies into practice across corporate strategy, hiring 

resources and communications.

Barrier 
Type Corporate Strategy Hiring Resources & 

Training
Messaging & 
Communications

Structural

Make the business case 
for skills-first hiring

Build top-down buy-in by 
using real world examples 
and success stories

Identify roles suitable for 
recredentialing

Provide guidance for 
writing effective skills-first 
job descriptions

Share pilot role examples

Publish thought leadership 
on downstream outcomes 
and wins

Use data-driven 
communications focused 
on time-to-fill, quality of 
hire

Spotlight internal 
champions

Procedural

Run audits and provide 
tools to evaluate hiring 
systems (e.g., ATS bias)

Align with goals/strategies

Standardize tools/
processes

Develop role-specific 
assessments

Build assessment guides 
co-developed with hiring 
managers

Creative trainings on what 
“good” looks like

Show how assessments 
are rigorous and justifiable

Personal

Align skills-first hiring with 
KPIs and incentives

Incentivize replication 
across units

Develop incentive 
structures to cascade 
team buy-in

Connect to steps in the 
hiring process

Leverage white papers on 
how skills-first hiring 
drives team cohesion & 
performance

Push internal messaging 
on impact, outcomes

Roadmap for Scaling Skills-First Hiring

1. Access to Talent: Provide direct pathways to vetted, work-ready candidates without four-year 

degrees.

2. Strategy and Support: Help identify and recredential key roles, design tailored integration 

guidance and provide career pathways for non-degreed talent.

OneTen is uniquely positioned to support organizations through their skills-first journey. We help companies 

transform how they source, hire and retain talent by implementing and scaling skills-first solutions that drive 

real results. We do so by offering:
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OneTen partnered with Ipsos to conduct a quantitative survey and qualitative focus groups of 

400 U.S.-based hiring managers. The quantitative survey was conducted online from May 15-

June 2, 2025. Behavioral Science Integration was utilized to complement the quantitative 

insights. The qualitative focus groups, consisting of six, 45-minute in depth interviews were 

conducted June 5-6, 2025. Participants represented companies of 500+ employees. Hiring 

managers were defined as respondents at the manager level or above with final or shared hiring 

decision-making authority for their direct reports. Respondents were not drawn from OneTen 

Coalition Companies.

Methodology

3. Proven Tools and Resources: Enable companies to implement and operationalize skills-first 

best practices using actionable frameworks, step-by-step guides, toolkits and playbooks 

based on experiences from the frontline.

4. Research and Insights: Help businesses stay informed with cutting-edge research, data-

driven insights and workforce trend analyses.
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About OneTen

OneTen is a nonprofit organization committed to unlocking opportunity for talent without four-year degrees. 

As a coalition, we work with leading CEOs and their companies to transform hiring and advancement 

practices through skills-first strategies and connect talent without traditional college degrees to in-demand 

jobs at America’s top employers. OneTen is dedicated to closing the opportunity gap for all talent without 

traditional college degrees. By prioritizing skills over degrees, we can create greater economic mobility for 

talent while investing in America’s workforce. Join us at , where one can be the difference.OneTen.org

https://oneten.org

