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HOW TO USE THE GLOBAL
SKILLS MATRIX 2026

A Practical Guide for HR Leaders and People Teams

You already know how to do skills gap analysis, succession
planning and performance management. What has

been missing, for most organisations, is a framework that
actually reflects what administrative professionals do.

The Global Skills Matrix 2026 provides it. This guide
focuses on what is specific to the GSM and to this
workforce, not the processes you already have in place.

One structural point before you start: Most administrative professionals in

your organisation are working in silos across business functions rather than
within a single administrative team. That means they have fallen outside the
talent management processes that operate through teams, functions and line
management hierarchies. No peer group for benchmarking. No natural manager
who understands the role. No visibility in workforce planning conversations. The
GSM is arguably most valuable for exactly this group, precisely because your
existing machinery has not been reaching them. Before you apply any of the
frameworks below, the most important first step is to bring your administrative
professionals together as a workforce, map them collectively against the five
levels, and manage them as the talent pool they are rather than as isolated
individual contributors scattered across the business.
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1.
Role Assessment and Grading Alignment

The GSM gives you something you have not had before for this workforce: a precise, externally validated definition of
what each level of administrative contribution looks like in terms of judgement exercised, coordination complexity and
organisational impact. For most organisations, applying it will reveal a significant number of professionals operating
above their current grade, particularly at the Level 2/3 and Level 3/4 boundaries.

What the GSM gives you here Critical considerations

e The Skills Matrix and
Tasks Matrix (available at
globalskillsmatrix.com) give
you exact capability and
responsibility definitions at each
level. Map actual work against
these, not job descriptions,
which are typically out of date.

¢ The critical assessment questions
are: What judgements does this
person make independently?
What is the organisational
consequence if they get it
wrong? These questions reliably
distinguish level in a way that
task lists do not.

* The framework separates
workload from level explicitly.
Use it to distinguish between a
professional who is busy and one
who is operating at a genuinely
higher level of contribution.

e  Where reclassification is
indicated, the GSM gives
you an external, globally
validated reference point for
the conversation. This is not
a personal assertion from the
professional. It is a global
evidence base.

Tenure bias. 80% of the
profession has over ten years
of experience. A highly tenured
professional in an undefined
role may be operating at Level
2. A professional with three
years in a well-structured role
may be at Level 4. Assess the
work.

Title mismatch. 43% of
administrative professionals say
their title does not reflect their
responsibilities. Do not use the
title as your starting point for
assessment.

Grading the executive,

not the role. A Level 3
administrator supporting a
CEO is doing Level 3 work.
The level of the executive they
support does not define their
level of contribution.
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2.

Succession Planning

Over 80% of the profession has more than ten years of experience and fewer than 8% are in the 25-34
age bracket. The institutional knowledge concentrated in your current senior administrative cohort is
your most significant succession risk, and because these professionals are typically scattered across the
business rather than sitting in a visible function, that risk is almost certainly not appearing in your formal

succession conversations. It should be.

What the GSM gives you here

® The Level 4 and 5 capability
definitions give you a precise
description of what you are trying to
develop toward in your succession
pipeline. Use them to define what
“ready” looks like for senior roles in
a way that is based on contribution
evidence rather than relationship
proximity or visibility.

e The Skills Matrix at Level 3 tells
you exactly what capabilities a
potential successor needs to
develop to be Level 4 ready.

That becomes the development
brief, not a generic “develop your
strategic thinking” conversation.

® Because administrative professionals
sit in silos, succession risk for these
roles is typically invisible in standard
workforce planning. Bringing them
together as a mapped cohort makes
the risk visible and allows you to
manage it deliberately.

¢ The tenure concentration also
means knowledge transfer needs
to be actively structured. The
GSM level definitions help you
identify what knowledge sits at
each level and what needs to
be documented, developed and
transferred before it walks out
the door.

Invisible risk. The
administrative professionals
most likely to leave in the next
five to ten years are the ones
carrying the most institutional
knowledge. If they are not

in your succession planning
conversations, that is a
structural gap in your process.

Assuming progression

is automatic. Level 3
professionals do not become
Level 4 by accumulating tasks.
The capability gap between
the levels is specific and the
development required is
deliberate.
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3.
Skills Gap Analysis

The Skills Matrix is the most precise skills gap tool available for this workforce. It defines, at each level, exactly
what capabilities are required: not generically, but specifically to the administrative profession in its current
form. The three most consistent gaps in the 2025 survey data, particularly at Levels 3 and 4, are Al capability,
governance awareness and the ability to operate with strategic rather than procedural judgement.

What the GSM gives you Critical considerations

here

Map current demonstrated
capabilities against the Skills
Matrix at each professional’s
assessed level and the level
above. The gap between those
two is the development brief.

Aggregate across your
administrative cohort. Because
these professionals are typically
invisible as a workforce, systemic
gaps never surface in standard
L&D conversations. Mapping them
collectively, probably for the first
time, will reveal patterns your
organisation has not seen before.

The Al capability gap is specific
enough to address directly. The
GSM defines Al expectations

at every level. Map your cohort
against those definitions and you
have a structured brief for your
digital development programme.

Treating Al confidence

as fixed. The average Al
confidence score of 53 out

of 100 across the profession
reflects access to structured
development, not innate
capability. This is an investment
gap, not a talent gap.

Generic L&D spend.
Development investment that
is not mapped to specific GSM
capability gaps at a specific
level tends to be uneven

and hard to evaluate. The
framework makes targeted
investment possible.

The silo problem again.

Skills gaps in an isolated
individual look like a personal
development issue. The same
gap across fifteen professionals
scattered across the business

is a systemic organisational
shortfall. You cannot see that
without bringing them together
first.
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4.
Recruitment and Role Design

Administrative roles are currently described under more than 187 different job titles globally. The same title
can represent entirely different levels of work in different organisations, and different titles can describe
identical work. The GSM gives you a level-based anchor for role design and recruitment that cuts through that
inconsistency and ensures you are assessing candidates against the right criteria.

What the GSM gives you Critical considerations

here

Define the level of the

role before writing the job
description. Use the Tasks
Matrix to confirm what level the
work actually sits at, then write
the description to reflect that
level, not a generic template

or the previous incumbent's
personal style.

Build interview and assessment
criteria from the Skills Matrix at
the target level. You are testing
for the capability profile of the
level, specifically the quality of
judgement exercised, not task
familiarity.

For senior roles, referencing
the GSM level in the job
posting attracts candidates
who understand the framework
and self-select accurately. It
also signals to the market that
your organisation takes this
profession seriously.

Use the framework to brief line
managers and hiring panels

who may not understand the
difference between Level 3

and Level 4 administrative
contribution. The level
definitions give them a reference
point that is independent of
personal preference.

Defining the role around the
outgoing incumbent. The
role should be defined by the
level of work required, not the
personal characteristics of the
previous postholder.

Grading on arrival of the
executive. If a new CEO
joins and their support role
is upgraded in grading, that
should reflect a genuine
increase in the level of work
required, not automatic
elevation based on seniority.

Over-specifying tools, under-
specifying judgement. The
most important thing to assess
is the quality of the candidate’s
judgement at the target

level. Proficiency in a specific
technology is trainable. The
right level of judgement is not.
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5.
Maximising Executive Performance

This is the application that tends to get the attention of CEOs and CHROs most quickly. When administrative
capability is correctly levelled and aligned to the executive’s operating needs, senior leadership attention is
freed from coordination, information management and governance preparation and directed toward strategic
decision-making. The mechanism is direct and the impact is measurable in how leadership time is allocated.

What the GSM gives you
here

* The Level 4 and 5B capability
definitions describe precisely
what a senior executive's
administrative support should
be doing: managing information
flow and filtration, governance
readiness, risk anticipation,
decision sequencing, and
enterprise coordination. Use
these as the specification for
senior administrative roles, not a
generic EA job description.

® Assess whether the
administrative support
assigned to each senior leader
matches the level of work that
leader’s role actually requires.
The question is not whether
the executive has support,
but whether that support is
operating at the right level.

e Frame this conversation to the
executive team using the GSM
language of executive time
leverage: What is the strategic
cost of the hours your most
senior leaders are currently
spending on work that a well-
levelled Level 4 or 5 professional
could own?

Assuming proximity means
level. A professional sitting
outside the CEO's office is
not automatically operating
at Level 4 or 5. The level is
defined by what they do, not
where they sit.

Under-resourcing at the top.
The highest-cost leadership
time in the organisation
should have the highest-level
administrative support. That
alignment is often missing,
and the executive time cost of
getting it wrong is significant.
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6.
Performance Measurement, Goal Setting and KPIs

Most performance frameworks for administrative professionals are built around task completion. The
GSM enables a different approach: measuring contribution by the quality of judgement exercised and
the organisational outcomes achieved. For professionals operating in silos without peer comparators,
this is particularly valuable, as it provides an objective, level-based reference point that does not depend
on the line manager’s personal understanding of the role.

What the GSM gives you here

®  Anchor performance objectives
to the capability definitions at the
professional’s assessed GSM level.
A Level 3 professional’s objectives
should describe operational
coordination outcomes and cross-
functional impact. A Level 4's
should describe governance quality,
information flow effectiveness and
strategic alignment. The framework
tells you what good looks like at
each level.

¢ Development objectives should
target the specific capability gap
between the current level and
the next, drawn directly from
the Skills Matrix. This transforms
the development conversation
from vague aspiration to specific,
assessable commitment.

* At review points, assess whether
the level of judgement exercised
has escalated, not just whether
objectives were met. That
escalation is the evidence base for
level progression and provides the
documentation for a reclassification
case if one is warranted.

* Include an Al capability objective
for every administrative
professional, calibrated to the
GSM expectations for their level.
This makes digital development
a structured performance
expectation rather than an
optional extra.

Task-based KPIs that measure
activity rather than impact.
“Prepared board papers on
time"” is a task. “Completed
governance documentation,
flagged two material risks before
the board meeting and enabled
a more focused discussion”

is a Level 4 contribution. The
framing matters.

Informal assessment
dependent on relationship
quality. For professionals
working in silos, performance
assessment is particularly
vulnerable to being driven by
how well the line manager likes
them rather than by evidence
of contribution. The GSM gives
you a structured, defensible
basis for differentiation.
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7.
Career Pathways and Development Investment

51% of administrative professionals report no clear career pathway in their organisation. That is not a
coincidence or a cultural preference. It is a structural consequence of the fact that this workforce has never
been managed as a function with defined levels, a job architecture and progression criteria. The GSM provides
exactly that architecture. Using it to build career pathways for your administrative workforce is probably the
single highest-return HR investment you can make in this group.

What the GSM gives you here

® The five-level progression model
gives you the architecture for an
administrative job family with defined
transitions. The Skills Matrix tells
you what capability each transition
requires. You now have everything
you need to build pathways that have
never existed in most organisations.

e The distinction between Level
5A (leading the administrative
function as a discipline) and Level
5B (executive operations leadership
adjacent to senior leadership) matters
for career design. Not every senior
administrative professional wants or
is suited to the same endpoint. The
framework gives you two defined
senior destinations.

e Because administrative professionals
have disproportionately self-funded
their own development, structured
organisational investment, even
at modest levels, will have a
disproportionate impact on retention
and engagement. The GSM gives you
the framework to make that investment
targeted rather than discretionary.

* Connect your L&D programmes to
GSM levels explicitly: foundational
digital and Al literacy at Levels 1-2;
operational reporting and project
capability at Level 3; governance and
strategic communication at Level 4;
leadership, workforce design and
transformation at Level 5. This makes
development structured and evaluable.

Progression tied to vacancy rather
than capability. The most common
career path for an administrative
professional is to wait for a more
senior person to leave. The

GSM enables capability-based
progression that is independent of
vacancy cycles.

Treating development
conversations as optional for

this group. If administrative
professionals are not receiving the
same quality of career conversation
as other talent groups in your
organisation, that gap will show up
in retention data, succession risk
and institutional knowledge loss.
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8.
Al Integration and Digital Transformation

42% of administrative professionals are already using Al as an embedded part of their workflow. The GSM
embeds Al capability expectations at every level, making it the natural anchor for your digital transformation
strategy for this workforce. The most important thing to understand is that Al integration without role redesign
creates confusion rather than efficiency. When routine tasks are automated, the role needs to be explicitly
redefined at a higher level of contribution, not simply made lighter.

What the GSM gives you here

The Skills Matrix’s Al expectations
at each level give you a precise
definition of what digital
capability your organisation
needs to develop by level. This

is the specification for your Al
development programme for
administrative professionals.

Where Al is automating routine
tasks, use the GSM capability
definitions at the level above to
define what the role now exists

to do. This is not an abstract
exercise. It is a role redesign
conversation that needs to happen
explicitly, with HR at the table.

The Al confidence divide (average
53 out of 100, range 0-100)
reflects an investment gap, not
a capability gap. The GSM gives
you the framework to structure
targeted investment by level
rather than deploying generic
training that addresses neither
the capability gap nor the level
at which each professional is
operating.

Al deployment without role
redesign. If you automate
scheduling and correspondence
management without explicitly
redefining what the role now
contributes at a higher level, you
create ambiguity, not efficiency,
and you lose the value the
automation was meant to unlock.

Leaving Al development

to individual initiative. The
polarisation in confidence scores
means the gap between the
most digitally capable and least
digitally capable professionals in
this group is widening. Waiting
for individuals to self-develop
will accelerate that polarisation
rather than address it.

The Global Skills Matrix 2026 is available in full at globalskillsmatrix.com, alongside the Executive
Summary, the How to Use guide for administrative professionals and supporting tools. The framework
does not require wholesale restructuring. It requires that you start treating your administrative workforce
as the talent pool it is, with the same rigour you apply to every other function in the business.
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