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The year 2020 is sure to leave a lasting mark 
on the shape and feel of work. No matter 
the degree to which COVID-19 affected an 
industry’s or organization’s ability to operate, 
the pandemic opened many organizations’ 
eyes to new possibilities — from flexible 
working to telemedicine and the changes 
that skills-based talent models and digital 
transformation can deliver. In turn, this has 
prompted deeper reflection: What pandemic 
people practices will endure? What flexible, 
sustainable people models will serve as a 
bedrock for growth? How can we reinvent a 
brighter future for all? 

Given the events of 2020, 
organizations in Turkey 
will be investing in 2021 
and beyond:

Top priorities

Upskilling/reskilling

Evolving retirement 
plan structure and 
governance to improve 
employee outcomes

Defining future 
workforce needs 
and/or restructuring 

Cultivating a 
lab mindset 
(experimenting with 
new talent models)

Reinventing 
flexibility and 
fluid careers

Diversity, equity, 
and inclusion (DEI) 
analytics and insights

Other focus areas

At the dawn of the new decade, companies were looking for new 
paths to success. There was renewed focus on the futures of people 
and the planet, active reskilling for new career paths and evolving 
roles, delivering a workforce edge by combining human intuition with 
workforce science, and taking a holistic view of employees’ health and 
well-being, retirement planning and financial wellness, and career and 
professional development to align the employee experience with new 
expectations. As it turned out, marrying economics and empathy across 
these dimensions was key to business survival during the pandemic. 
This approach and these values are certain to endure.

We have all had to rise to the challenge of the unprecedented health 
and economic crises and recognize that geographies, industries and 
individuals experienced this period in unique ways that set us on 
different courses. The question now is how can we take the learnings of 
this period and channel the innovations born of necessity into a new way 
of working and a plan for reinvention?

In Turkey, as organizations strove to shore up their businesses and supply 
chains, many also started to question long-held business truths. Silos 
vanished amid unprecedented cross-functional collaboration. Early 
adopters of digitally enabled working (such as virtual onboarding and 
remote working) were in better shape than others; those who had lagged 
pressed fast-forward on digitalization plans. 

According to 174 HR leaders in Turkey who participated in this year’s 
survey, nearly half (49%) expect COVID-19 to negatively impact their 
business. Almost half of Turkish HR leaders (48%) indicate that they will 
invest in upskilling/reskilling efforts in 2021, followed by defining future 
workforce needs and/or restructuring and reinventing flexibility and 
fluid careers (see sidebar). In addition, one in three Turkish companies 
are deciding to focus on incentivizing transformation (rewarding skill 
adoption/change). Initiatives that stimulate a more fundamental 
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Progress on the four talent trends varied sharply in 
2020. Which sped up and which got neglected provides 
clues to set you apart from the competition in 2021.

• Focus on futures saw action on gender and 
wealth gaps and a multistakeholder model on 
the agenda. Yet while progress on stakeholder 
capitalism paused for many locally during 2020, 
COVID-19 actually thrust stakeholder empathy 
forward — especially globally. Reputations 
suffered for companies that lagged in caring for 
people’s health and communicating transparently. 
Responsible employers that extended well-being 
provisions saw them lauded publicly. The upshot? 
They are now magnets of talent.  

• Race to reskill speculated that reskilling would 
be both this decade’s biggest opportunity and its 
greatest challenge. Companies that took advantage 
of the sudden disappearance of employees’ top 
barrier to reskilling (“not having enough time”) 
during the pandemic rallied employees to a broader 
value proposition. With job security concerns at an 
all-time high, the era of apathy around reskilling 
is over. Those that can deliver skills at scale will 
outpace competitors and start to build the learning 
organization critical to staying ahead.

• Sense with science highlighted the growing 
debate about harnessing the power of data while 
upholding ethical practices on AI and analytics. 
Yet data privacy and data security took a backseat 
to the development of urgent initiatives, such as 
contact tracing. With greater health and workplace 
surveillance a reality for many, searching questions 
about how data on employees is collected, used and 
secured will require much more attention in 2021.

• Energize the experience outlined the need to 
inspire people with an energizing and empathetic 
employee experience (EX). Delivering on flexible 
working at scale dominates today’s EX conversation. 
Staying ahead will require taking an even broader 
view: redefining the employee value proposition 
fit for today’s needs and tomorrow’s generations — 
upending what “being at work” means even as work 
and work arrangements remain in flux.

To read the 2020–2021 Global 
Talent Trends Study, visit 
www.mercer.com/ 
global-talent-trends.

reshaping of work, such as evolving retirement 
plan structure and governance to improve 
employee outcomes or cultivating a lab mindset 
(experimenting with new talent models), are 
lower on the list (11th and 12th, respectively, 
out of 12). A successful shake-up of work requires 
trust on all sides.

Happily, this is something that will outlive the 
pandemic: 84% of HR leaders say they have a 
process in place to keep a trusting company 
culture intact as a hybrid model of remote and 
in situ workers emerges. Trust and empathy 
are the foundations of success for long-term 
strategies — such as aligning benefit goals with 
business priorities, defining future workforce 
needs, delivering on flexibility for all and 
engineering a step change in the employee 
experience through radical HR transformation — 
all of which are essential to the reinvention this 
new era demands.

In our 2020 Global Talent Trends Study, four key 
trends set the agenda. Since COVID-19, it’s clear 
that some of these have sped up, while others 
have stalled. Let’s explore how each trend fared 
during 2020 and how companies have found a way 
forward amid the disruption.
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After a hiatus during the second and third quarters of 2020, 
the mandate to align business practices to a multistakeholder 
model is back. In the research last year, we asked executives 
whether their companies are delivering on a multistakeholder 
model and found that although just 35% said they were, 50% 
said it was a focus for 2020.1 We saw renewed impetus at the 
end of 2020 to make progress on responsible investing and 
environmental, social and governance (ESG) metrics. The way 
organizations respond to COVID-19 will have a bearing on 
their future ability to engage with their customers, staff and 
shareholders.

The majority of companies in Turkey now moving forward 
with stakeholder capitalism are tying ESG goals to their 
purpose (66%), and two in five (43%) are embedding ESG 
metrics into executive scorecards (see Figure 1). Stakeholder 
empathy (particularly the increased focus on employees as 
stakeholders) was a feature that emerged during 2020 — and 
one likely to persist. The shift toward greater empathy is 
filtering through to how organizations are starting to rethink 
benefits and the talent value proposition (TVP) that will 
inspire employees. 

The ability to share or move talent quickly came into focus 
this year, as managers were concerned that some positions 
were stagnant in terms of talent. Sixty percent of companies 
make it easier to loan or share talent internally to create more 
fluid and socially responsible workforce models, and 21% 
increase the use of variable/contingent talent pools. 

Focus on futures
Work together to ensure people thrive now and in the future

Figure 2. Creating space for financial education

of organizations agree that they will offer 
more financial education than they did before 
the pandemic.16% 
of organizations are not using but plan to use 
AI-supported financial investment insights 
for employees.11% 

Figure 1. Talent and investors care about ESG — How are companies evolving their practice?

Pensions and financial well-being
Employees need to plan for the future as well as today. With 
the pandemic and global economic downturn, financial 
well-being has become one of the most important aspects of 
overall employee well-being. In some countries, governments 
allowed temporary access to saved pensions during the 
pandemic. This was a way of providing additional spending 
money to support the economy. In the fully funded private 
pension system, financial education for employees is critically 
important, as this will have a direct impact on future benefits, 
yet only 16% of HR leaders consider providing financial 
education to their employees (see Figure 2). In addition, a 
limited number of participants actively monitor and change 
their fund allocations. 

1 Mercer. 2020 Global Talent Trends Study.

Tying ESG goals to our purpose and keeping this purpose visible to employees

Embedding select ESG metrics related to goals into executive scorecards

Ensuring all executives have shared obligations for ESG metrics

Building ESG goals into our wider transformation agenda

Clarifying the board’s ESG roles and responsibilities

66%

43%

43%

31%

22%
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As remote working has become prevalent, transformation 
priorities in 2021 are concentrated on targeting workforce 
upskilling/reskilling toward critical talent pools (55%), 
followed by expanding talent and learning ecosystems (52%) 
(see Figure 3). In this respect, Turkish HR leaders are even 
more enthusiastic than the global benchmark in including the 
entire workforce in upskilling/reskilling: Almost half of Turkish 
HR leaders (47%) highlighted that they will expend effort 
on upskilling/reskilling that includes the entire workforce 
(compared to 23% globally). 

HR leaders say the biggest obstacles to transformation are 
too many priorities distracting people (53%) and employee 
exhaustion given blended work-life (43%), followed by 
balancing a focus on survival/lack of budgets (40%). Apart 
from these points, Turkish HR leaders differ from colleagues 
in other countries in emphasizing a decline in employee 
trust and motivation when it comes to challenges in 
driving transformation (39% in Turkey versus 23% in the 
global benchmark).

As unique market conditions force companies to devise 
tailored methods rather than merely adopting benchmark 
practices, adjusting new practices with internal dynamics 
is critical to successful transformation and accelerating 
skill development. From this perspective, one-third (33%) 
of organizations have taken actions to align structures and 
culture, and a further 52% are planning to take these actions.

Race to reskill
Transform the workforce for a new world economy

Embarking on a quest to enable flexibility in organizations 
also appears to be a priority in the coming years. Forty-eight 
percent of HR leaders in Turkey say flexibility lies at the 
heart of transformation, and they will focus on reinventing 
flexibility in 2021. Equipping employees with new skills 
and expediting their development are highly emphasized 
practices. Forty-four percent of HR leaders in Turkey are 
exploring effective ways to move and develop talent based 
on skills. In addition, leading organizations are considering 
implementing skills-based talent strategies, such as pay-for-
skills/skills frameworks, something 14% of Turkish companies 
are doing today to create new talent models.

Which skills are critical for future resilience?
Organizations remain concerned about not having the right 
skill set: Almost half of HR leaders (48%) are considering 
prioritizing investment in upskilling or reskilling. In this 
regard, skills that allow effective adaptation to the business 
environment are high on the list. Turkish HR leaders rated 
digital dexterity as the most critical trait for future resilience, 
significantly above their colleagues from other countries (63% 
in Turkey, 39% in the global benchmark). Self-management/
prioritization skills ranks second as mission-critical, as 53% of 
HR leaders highlight it (see Figure 4). And almost half of HR 
leaders point to intensifying development of remote working 
skills, with emphasis on virtual collaboration (49%). 

Figure 3. Workforce upskilling/reskilling plans are focused on immediate priorities 

Figure 4. Which skills are critical for future resilience? (Top 2 and bottom 2)

Digital dexterity Innovation and adaptation of existing products

Self-management/prioritization skills Market sensing (commercial empathy)

63% 18% 
53% 9% 

Targeting workforce upskilling/reskilling toward critical talent pools

Expanding our talent and learning ecosystem

Reinventing flexibility

Increasing spend on workforce upskilling/reskilling for the entire workforce

48%

55%

52%

47%
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Last year, HR made significant strides in using predictive 
analytics to gather operational insights as well as using them 
in critical decision-making processes. As COVID-19 forces 
companies to adopt new working practices, companies strive 
to improve their weak spots to better adapt to a post-COVID 
environment. In this respect, the focus will shift toward 
improving analytic competence on learning/skill acquisition 
(51%), performance data related to flexible working (50%) 
and strategic workforce planning (44%). The aim is to respond 
to increased uncertainty and ambiguity exacerbated by the 
pandemic and ensure sustainable development in these 
challenging times (see Figure 5). 

Increased data processing abilities bring greater responsibility, 
and companies are also handling data more sensitively. Forty-
one percent of companies have revised access to employee 
data and/or developed ethical practical guidelines as they 
gather additional remote-working data. Companies are 
alert to the misuse of personally identifiable information, 
particularly on health or infection status of employees (43%) 
and health/infection status of employees’ immediate family 
members (41%).

Stronger analytic insights have the potential to transform 
organizations, and several companies are already making 
significant headway on strategic decision-making processes 
in 2020. Monitoring the impact of leader communication 
during the pandemic was clearly a topic of concern, and 

Sense with science
See ahead by augmenting AI with human intuition

40% of HR leaders say they use an enhanced employee 
listening approach to examine leader-employee 
communication. Utilizing extensive employee data on 
employee engagement in various cost-containment measures 
was another critical topic during the pandemic. Thirty-six 
percent of HR leaders say they use data about their employees 
to help executives balance economics and empathy in their 
decision-making processes. 

Inclusive benefits in their infancy
Building on a better understanding of different employee 
group needs and preferences, the next phase will be 
leveraging AI to offer more personalized and inclusive 
benefits. Thirty-seven percent of companies are moving 
toward AI-driven nudges that prompt employees to advance 
their health, wealth and career prospects, whereas only 10% 
of companies focused on this topic in 2020. 

AI in manager-employee communication has also been 
gathering momentum. Following AI leaps in recruitment 
and pay benchmarking, organizations also need to lean 
into data science and AI-based assumptions around 
employee experience and the dialogue between leaders and 
employees. Twenty-nine percent of HR leaders plan to use 
predictive analytics that nudge managers to take action or 
have conversations with employees at risk of lower levels of 
engagement or even leaving. 

Figure 5. 2021 plans to improve analytics reveal HR transitioning to a new normal

Learning/skill acquisition analytics

Performance data related to flexible working

Strategic workforce planning/modeling

People analytics integrated with market analytics

Metrics to inform the human adoption of technology

Pay equity analytics

Employee financial health and well-being analytics

Psychological, mental and emotional well-being analytics

Physical well-being analytics

Retirement portfolio investment metrics

50%

51%

44%

31%

31%

29%

21%

21%

19%

8%
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Our research shows that energized employees are more 
resilient, more likely to stay and more ready to reskill — all 
vital to helping the business return to work and thrive in 
the post-coronavirus reality.2 The pandemic has caused 
many crises and has affected many dimensions of employee 
experience (EX). According to this year’s research, 83% of 
Turkish companies believe the flexible working model has 
been the aspect of EX most dramatically impacted by the 
pandemic (see Figure 6). To provide a better experience to the 
employee, 53% of companies have expanded and improved 
flexible working practices and policies, while 36% are in the 
planning stage to implement flexible working in 2021. 

Before the pandemic, executives globally believed only 45% 
of the workforce was adaptable to a new world of work.3 
COVID-19, however, has shattered that belief — today, more 
than 90% of employers globally say productivity has stayed 
the same or improved with employees working remotely, and 
82% say they will implement flexible working at a greater 
scale post-COVID.4 The pandemic and subsequent lockdown 
have forced employers to evaluate the most essential factors 
that drive a trusting and high-performance employee work 
experience. For example, 78% of companies in Turkey say 
the lockdown has given them an opportunity to “relinquish 
central control” of employee behaviors, and they are moving 
toward more lateral and “unsupervised” work arrangements. 

Energize the experience 
Inspire and invigorate people by redesigning the work experience

Employee well-being is critical for a dynamic 
employee experience
Employee well-being is essential to an energizing 
experience, but COVID-19 led to a significant decrease 
in preventive care. Therefore, companies have started 
planning to reengage employees in their health and are 
promoting long-term health goals as part of caring for 
employees. According to our research, 45% of companies 
put introducing a mental or emotional well-being strategy 
(for example, mental health pathways, training for line 
managers and leaders, monitoring HRIS data for mental 
health indicators) at the top of their plans.

New expectations demand a new HR
When it comes to priorities for the HR function, 
accelerating programs for flexibility and redesigning 
HR processes for a remote work experience are #1 and 
#2 on Turkish HR leaders’ agenda. Yet accelerating HR’s 
digitalization (#3) and transforming the HR operating 
model (#4) are the true enablers of the first two (see Figure 7). 
This means breaking away from traditional HR models in favor 
of dynamic ways of working.5 

Figure 7. Adapting to new ways of working is top of mind — HR will have to be agile 

Figure 6. Employee experience saw the biggest change in flexible working models

2 Mercer. 2020 Global Talent Trends Study.
3 Ibid.
4 Mercer. The New Shape of Work Is Flexibility for All, 2020, available at https://www.mercer.com/our-thinking/career/the-new-shape-of-work-is-flexibility-for-all-global.html.
5 Mercer. Designing for Remote Employee Experiences: A Refreshed Approach to HR Transformation, 2020, available at https://www.mercer.com/our-thinking/career/designing-for-

remote-employee-experiences.html.

How we work flexibly

How we manage/coach employees we don’t see every day (virtual workers)

How we hire

How we build skills and new required capabilities

How we build our culture

83%

67%

52%

51%

47%

Accelerating programs and policies that enable employees to adapt to new ways of working

Redesigning HR processes for a remote/blended work experience

Accelerating HR digital transformation

Transforming the HR operating model to be more agile

Hard-wiring culture into workforce transformation plans

21%

20%

20%

17%

16%
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Driving a leading 
platform for learning 

Spurring an enhanced employee 
experience with HR Lab  

Paying attention to current trends and developments to adapt 
to rapid changes and even survive in this huge data-driven 
world is now more important than ever. This need prompted 
Mercedes-Benz Türk A.Ş. to provide their employees with new 
learning platforms. Mercedes-Benz’s Turkish HR department 
created a platform for employees to share their experience and 
knowledge so everyone in the company can easily find existing 
know-how supported by real-life experiences.

Employees needed information harmonized with real-
life experience gained within the company. The company 
decided to build a platform to help employees find a source of 
information for the subjects they wanted to learn about. First, 
Mercedes-Benz identified technical experts to volunteer to share 
their experience and knowledge with others as internal trainers 
with expertise in areas such as agile working, mindfulness, 
Big Data, AI and project management. These internal trainers 
helped other employees develop themselves and supported 
them in keeping up with the trending skills in the world.

Before COVID-19, internal training was held in face-to-face 
classrooms, and there was limited capacity for each session. 
However, with online meeting tools, Mercedes-Benz was 
able to invite more people to the training, and this helped 
solve the capacity problem. The platform helped more 
people in the organization interact with each other and 
share information and experience. 

One year after the launch of the internal training platform, 
Mercedes-Benz conducted a survey with all employees to 
assess its efficiency. Results showed that people now knew 
whom to reach out to regarding trending topics, such as Big 
Data, AI, MS Office tools or project management. Employees 
also realized that sharing these experiences helped them 
create and bring them to life more easily using the lessons 
they learned.

With employee satisfaction a primary key performance 
indicator (KPI), the issue of “how we can be people-oriented” 
has risen on Turkish automaker Tofaş’s agenda. To understand 
humans, we need to take advantage of human-focused 
methodology. For the company, the “design thinking” method 
has been a turning point not only for customers but also for 
employees to create innovative ideas and clearer solutions. 

The role of HR within Tofaş was to look at all employees 
from the perspective of the employee experience (EX) and 
to develop agile projects with a human-centered design 
(HCD) method. The company used this approach to design 
a program called HR Lab. Before starting this process, the 
HR team researched the literature and examined application 
methods and product outputs of other companies. The goal 
of HR Lab was to provide a better working environment, 
redefine processes and improve the EX at Tofaş by applying 
the HCD method.

The first part of the program was launched in 2016 as a joint 
effort of the customer experience team with HR through 
a pilot application. In 2017, this process was expanded 
throughout the HR function. Agile teams were established for 
the identified problems and asked to offer solutions within 
six months. In the following year, dedicated mentors were 
assigned to the teams, and the best mentors and projects 
were selected. In 2019, teams comprising people who applied 
voluntarily from other non-HR departments of Tofaş were 
given three months to suggest an ideal solution. 

The program prepared the foundations of Tofaş’s transition 
to agile methodology. Moreover, employee engagement 
scores have also improved over the years as a result of these 
projects and their implementation. Some examples of projects 
proposed by the HR Lab that continue to this day with great 
participation are: mentoring and coaching programs, family 
school for field employees, online searching platform and 
workplace lactation rooms.
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Recommendations
Moving forward

Rethink your model of organizational sustainability. 
Take action on balancing all stakeholders’ expectations 
by embedding measurable ESG metrics into board and 
senior management goals. HR also needs to consider 
the ESG aspects of their processes. 

Start with experiences that can be redesigned 
quickly and easily. Improving the onboarding 
experience has real benefits, including increasing 
engagement and retention. Show you care by 
focusing on people holistically. Make flexible working 
a practice, not a promise.

Identify the characteristics of your talent that will 
carry you into the future. Assess their strengths 
and development opportunities and invest in their 
careers by empowering them and providing training 
opportunities.

Design HR processes based on powerful 
analytical tools. Identify your organization’s 
analytical capabilities, and use powerful metrics 
to manage your workflow effectively.

Listen to your employees. Employees are key 
stakeholders when it comes to spotting development 
areas in the organization. Understand their work 
experience and take actions that will help your 
employees thrive.

Adapt to new ways of working. Use design thinking 
and interactive processes to “co-create” new employee 
experiences, which will increase the engagement and 
motivation of the workforce and their compatibility 
with the new shape of work.

Review your work processes. Optimize your work 
processes so that employees can spend more time 
on strategic tasks. Extend agile ways of working 
throughout the organization, and develop leaders’ 
related competencies to guide and coach their 
employees.

Extend the use of predictive analytics in addition to 
descriptive metrics. Identify key HR metrics that will 
contribute to decision-making in the pursuit of your 
strategic goals. Assign KPIs that would promote effective 
use of analytical tools.

Invest in leadership capabilities. Identify the strengths 
and development areas of employees, including 
leaders who are key in advancing your strategic goals. 
Cultivate leadership capabilities by providing training 
and development opportunities.

Create a culture of empathy. Harness the power of 
enhanced employee experiences, which can potentially 
improve business performance through human capital. 
Find a balance between efficiency and productivity 
with empathy and inclusion. 

Getting started Suggestions to accelerate 

1 1

2 2

3 3

4 4

5 5
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Conclusion

How will we remember 2021? Will a once-in-a-
generation pandemic impel a genuine watershed 
moment in which companies reset their focus to 
redesign their purpose and rethink how to drive a 
more equitable and inclusive society? Or will we slip 
back into old ways of working?

Time will tell. While 2021 will see companies transition 
from a “return to normal” phase to a “reinvention” 
phase, seeing that journey as a long-term endeavor 
will require relinquishing the crisis mindset. Doing 
so will make the year ahead one of sustainability and 
productive recovery.   

As organizations start to define a new shape of 
work,6 we see them exploring different avenues 
for reinvention, each with its own challenges and 
opportunities. Key shifts have emerged from the global 
pandemic, which are influencing reinvention plans. 
With perceptions changing about what’s important, 
consumers, employees and employers value different 
things than before, which will drive a rethink of the 
benefits and talent value proposition that can inspire. 
Organizations will place a premium on flexibility in 
business and work models to remain in business and 
thrive. And a new climate of responsibility for investors 
and employers means transforming business practices 
for sustainability, characterized by responsible 
investment, empathetic leadership and the equitable 
treatment of people. 

To learn more about the innovations in people 
practices influencing reinvention plans, visit 
www.mercer.com/global-talent-trends. 

6 Mercer. “The New Shape of Work,” available at https://www.mercer.com/our-thinking/career/the-new-
shape-of-work-covid-19.html.
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At Mercer, we believe in building 
brighter futures.

Together, we’re redefining the world 
of work, reshaping retirement and 
investment outcomes, and unlocking 
real health and well-being. We do this 
by meeting the needs of today and 
tomorrow. By understanding the data 
and applying it with a human touch. 
And by turning ideas into action to 
spark positive change.

For more than 70 years, we’ve 
been providing trusted advice and 
solutions to build healthier and more 
sustainable futures for our clients, 
colleagues and communities.

Welcome to a world where economics 
and empathy make a difference in 
people’s lives.

Welcome to brighter.
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