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The informed executive
Improving organizational agility
through workforce analytics

The case for change

The secret is out: Analytics is a must-have capability in human resources
Leveraging analytics to drive business growth is top-of-mind for corporate executive (“C-suite”) leaders.
Businesses collect an ever-increasing amount of data every day on their processes, customers, and
competitors. The rapid speed and innovative tools we now have to store, manipulate, and analyze this
information means that every business unit is measured on how they influence the company bottom line –
including human resources (HR) i. This perspective provides an overview of how the C-suite can better
leverage analytics, and practical steps you can take to get started and evolve your capabilities.

HR is playing catch-up
HR has long been behind the curve. In the 1990’s, most companies lacked the budget, the vision, and the
talent to transform their HR systems into an analytics platform. In a 2014 Deloitte Global Human Capital
Trends survey of over 2,500 business and HR leaders, only 14 percent of companies reported any
analytics capability in the HR function, compared to 81 percent of companies that utilize analytics in
finance, 77 percent in operations, 58 percent in sales, and 56 percent in marketing. ii
To close the gap, some companies are implementing integrated, cloud-based HR systems to harvest the
wealth of workforce-related big data iii needed to answer critical business questions. Big data is a key
component of workforce analytics – the art and science of combining workforce data, business data and
information technology (IT) expertise together to make more effective and efficient decisions about people.
Companies that successfully leverage workforce analytics are better positioned to outperform their peers in
executing their talent strategies. iv
However, C-suite leaders continue to grapple with how to utilize workforce analytics to align data-driven
workforce decisions to company goals and strategies. In a 2015 Deloitte Global Human Capital Trends
survey of over 3,300 business and HR leaders, 75% of companies reported workforce analytics as
“important” to them, but only 8% rated themselves as strong in it’. v Half of survey respondents rated their
organizations “weak” at reporting and score carding, a foundational analytics capability. vi
Figure 1: Corporate challenges with workforce analytics
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Traditional HR solutions will not solve these challenges
The standard HR organizational model cannot keep pace with changing business needs without a deeper
understanding of how technology redefines how we work, manage, and structure our jobs and careers to
drive company growth. Only 22 percent of companies believe that HR is adapting to the changing needs of
their workforce, and only 20 percent feel that HR can adequately plan for their company’s future talent
needs. vii HR must embrace the new world of fast-paced technology, data analytics, automation and talent
mobility, or risk becoming obsolete. Instead of simply managing transactions and delivering compliance
programs, HR must focus on becoming a stronger business partner by driving value-added talent solutions.
HR must raise its game by aligning its skills and capabilities with the organization’s overall business goals
to become trusted advisors that can analyze,
consult, and resolve critical business issues. viii
Business leaders, themselves, should deal with
the growing reality that the economy is recovering,
the global population is changing, and critical
talent is scarce. Culture, engagement, and retention are no longer just HR problems – they are top market
drivers for developing a people-centric culture that supports increased productivity, profitability, and quality
for business leaders in global and expanding markets. Consider the following:

HR issues are company issues.

•
•
•
•
•

By 2020, over half of major companies will have four generations in the workforce. ix
Less than 50 percent of C-suite executives feel they are receiving any development at all. x
Less than 25 percent of companies feel comfortable with today’s digital learning environment. xi
Half of today’s workforce would not recommend their employer to peers. xii
81 percent of companies report that they’re not ready to take advantage of the growing social media
trend. xiii

One thing is for sure: workforce analytics supports the bottom line
Having greater insight into workforce data is highly valued by global leaders as a key tool in better decision
making. Leveraging the predictive capabilities of workforce analytics solutions to understand these trends
and to forecast and drive future engagement through the right corporate culture can improve execution,
retention, and financial performance. xiv A clear acknowledgement of the value of workforce analytics,
coupled with an evolved leadership mind-set, is paramount for organizations to embrace workforce
analytics solutions and keep pace with dynamic business needs. xv
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The executive mind-set

Making decisions without workforce analytics insights leaves business outcomes
to chance
Organizational value grows when HR leverages data to answer critical workforce questions that affect
business outcomes. By enabling companies to have tangible discussions about business issues and how to
address them, workforce analytics enables HR to answer these questions. Specifically, these solutions
connect workforce trends, business performance, and future market indicators to corporate strategy, with
huge potential to leapfrog a company ahead of its peers. As decision maturity increases, the business case
improves for major investments in cloud-based technology solutions that provide broad analytics platforms.
Workforce analytics drives this advantage for HR and, ultimately, the entire C-suite team.

Workforce analytics for chief executive officers (CEOs)
Simply put, an organization’s employees are directly linked to its success (or failure). Providing increased
insight to CEOs on workforce challenges allows for improved decision making related to investments,
productivity, company culture, and overall organizational direction through scenario-planning and real-time
modeling. As is the case with modern marketing and customer Experience (CX) solutions, modern
workforce analytics can greatly reduce the time needed to assess the success or failure of new initiatives.
Furthermore, it can
Using predictive analytics to understand and reduce turnover
fundamentally change how
•
A global pharmaceutical company facing an extremely
some work is done (like change
competitive talent market in China understood it had to reduce
management). Best-in-class
workforce turnover to meet growth targets. It embarked on an
workforce analytics can also
effort
to improve retention, particularly among its sales force
improve executive line of sight
through the ability to detect and
predict workforce issues before
they can complicate business
plan execution. It is no mystery
why human capital was the top
CEO concern in the last two
Conference Board Global CEO
Challenge Surveys. xvi

•

Using data from the previous three years, the company
developed and implemented a predictive model to provide
insights on critical sales roles for the company and pivot points
that influenced retention. The model enabled prediction down
to the level of the individual employee, identifying which
variables were strong predictors of retention and turnover, and
informing the development of focused retention strategies. For
example, despite an intensely competitive talent market,
compensation was not the primary driver of turnover.

Workforce Analytics for
chief HR officers (CHROs)

•

Using this data-driven model to improve the targeting and
effectiveness of its retention strategy, the company has been
able to use the analysis to take targeted action to improve
retention. The company was able to focus its investments on
the retention initiatives that offer the highest value and impact.

From compensation and
rewards, to recruiting and
staffing, or resource project/
geographical allocation,
workforce analytics gives the CHRO the tools required to improve all aspects of their HR strategy.
Workforce analytics provides insight into organizational value, employee engagement, and diversity and
inclusion. The prescriptive and predictive outputs of the solution provide real-time, data-driven
recommendations to support all CHRO activities, including succession planning, identifying talent gaps, and
providing profiles that identify what makes a great employee. In addition, an empowered workforce
analytics capability can provide a detailed mechanism to benchmark organizational metrics to their peers.
The best implementations of workforce analytics combine data from HR and other sources, such as
operations or finance, to paint a more complete picture of the drivers affecting improved customer or
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business outcomes. Best-in-class workforce analytics initiatives aspire to eventually provide insight into
every human-powered and automated process in both the business and the evolving workforce.

Workforce analytics for chief financial officers (CFOs)
Being responsible for financial planning, managing assets, and assessing risk tolerance stands to gain a
great deal from a well-informed workforce analytics solution. For example, data-driven workforce
information can give CFOs insights into employee engagement that can cut the costs of replacing
personnel, which can be as high as 213 percent of that person’s salary. xvii Organizations that are equipped
with predictive indicators of talent retention rates are more capable of proactively correcting regrettable
attrition through higher investments in training, engagement events, or employee benefits. Understanding
why people leave, what makes them stay, and how to encourage top performance is how an organization
should invest its time and resources. Additionally, since effective workforce planning sits at the intersection
of Finance, HR and external labor market data, CFOs have a key role to play in helping to make possible
needed combined insights.

•

•

•

Using the cloud to simplify data management
Seeking to replace redundant manual processes and
manage its global workforce more efficiently, a global
cosmetics and beauty products leader decided to move
its HR technology to the cloud. As the company’s non-US
markets were expected to grow faster than US
operations and had significantly fewer capabilities to
manage their workforce, the company planned a phased
deployment to focus first on its non-US markets, followed
by a rollout to remaining European and Asian countries
and then the U.S.
The solution included implementing “best practices” in
HR processes and creating a single global source for
employee data. Workforce analytics and reporting tools
were also built into the system. The solution streamlined
core talent management functions such as performance,
compensation, and employee objectives and goals and
allowed HR to easily extract data and upload it to existing
payroll systems. Employees could enter and access their
personal information easily, while managers enjoyed
faster, more consistent data management processes.
Equally important, since upgrading cloud solutions is
significantly less time-consuming than upgrading
traditional ERP technology, the solution could evolve to
meet the company’s changing needs. This is a critical
differentiator for cloud solutions. The resulting ease of
use, greater functionality, and sharply heightened
analytics capability mean that this company’s cloudbased solution reaches beyond technology and process
improvement to serve as a catalyst for broader
organizational and cultural change.

Workforce analytics for chief
information officers (CIOs)
Primarily concerned with all things IT,
CIOs are continually asked to find
ways to improve infrastructure and
streamline the flow of data across the
business. It falls on the CIO to provide
the environment for which workforce
analytics solution inputs are
aggregated and how outputs are
shared and generated. Additionally,
technology executives are called upon
to manage data governance, and
develop a technology strategy and
architecture that allows for the right
amount of organizational agility.
Specifically, systems should be
readied to support company needs to
leverage big data that provide
combined business insights and bestin-class workforce analytics.

Workforce analytics for chief
marketing and sales officers
(CM/SOs)

Insights into the workforce can give
CM/SOs information needed to make
decisions about where to direct the
organization’s perception and brand.
In many ways, an organization’s
employees represent a competitive
advantage, but they are also a source
of important strategic information. For instance, when equipped with accurate employee engagement
information, a workforce analytics optimized organization is better poised to plan and execute company
strategy. Additionally, for many corporations that sell directly to consumers, employment and consumer
brand strategy can no longer be managed as fully independent activities. Dissonance between commercial
go-to-market messaging and the workforce environment can be problematic, and workforce analytics can
help CM/SOs to better understand if the teams managing customer experiences have a good grasp of
what’s needed to serve and win.

5

Where to start: Analytics in action

Getting started in analytics is easier than you think
For many companies, the transition from data reporting to data analytics is a leap into the unknown. xviii
While 14 percent of companies now have some form of basic or progressing analytics capability, more than
60 percent are still stuck with a disorganized set of HR systems and no clear way to make meaningful datadriven decisions. xix Replacing legacy systems with highly integrated, cloud-based solutions provides
greater availability to people data. However, how do you start using this data to make a real difference in
talent decisions? Where do organizations start to build the capability, and what does that mean in terms of
IT investments? Here are some potential starting points:
•

Identify the decisions you need to
make and then get the data Talk to your
business units, select a well-known business
problem – such as turnover or training quality
– and work with the people across different
functions affected by the problem to identify
the data sets needed to analyze and solve the
issue. Know the top 10 business questions you
need to answer. Do not analyze data in a
vacuum – work with business partners to
address real business needs. xx

•

Partner with IT on the technology
strategy Data quality and availability is often

Key potential benefits from workforce analytics
• Prioritization of human capital investments
• Ability to optimize the right workforce mix
• Support with transitioning the workforce into
new or modified roles that align with corporate
strategy
• Definitions around an equitable recruiting and
hiring strategy
• Improved ability to forecast attrition
• Identification of HR program investment returns
to justify costs
• Shaping of the future workforce
• Improved workforce diversity and inclusion
• Reduction of costs and identification of cost
savings

one of the biggest problems on the people side
of the business. Work with IT to build a
program to clean, organize, and monitor data
quality and to design the guiding principles for aligning technology with critical and emerging business
goals and metrics. xxi Before diving into big investments, spend time testing ideas using tools you
already have to see what works in your organization. Additionally, know that not all data are created
equal. While structured data from HR and financial systems used to report items like headcount or
employee costs need to be clean, big data sources usually do not need to be perfect to generate
value. For example, sentiment or text analytics can provide indicative real-time insights from large
unstructured data sets, and do not typically require the same level of data transformation or
consistency. These approaches can provide quick insights into directionality and still provide value in
the absence of certainty.
•

Bring the data geeks into HR Pair the talent experts with statisticians, econometricians, industrial
psychologists, and IT specialists who bring different views to business challenges. Combine the people
side with the business and technology side on one team to drive value and enhanced decision making
for the organization. xxii Many organizations struggle in building their workforce analytics capability
because they are looking for all these characteristic in one person. Instead, organizations should build
a team that brings the entire core and complementary skills needed in workforce analytics to provide
the broad perspectives and expertise that are critical to success. Think of a team that actively
cooperates and interacts with the business to effectively integrate strategy, operations, people,
finance, technology, and marketing needs.
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•

Start small and build on your successes Focus on critical issues that are important and
prototype a solution for a high priority business problem. Choose an area that will be high-impact and
data-rich to maximize the potential of the prototype. Share the results as widely as possible to socialize
small wins as the foundation for building a capability iteratively.

•

Promote broad adoption of workforce analytics Get clarity on your audience and the context
in which insights from workforce analytics will be leveraged. Some insights are best-suited to be
delivered in snippets as part of process decision support, while bigger business questions are usually
addressed with more extensive
scenario modelling capabilities.
Deliver the wrong insight in the
wrong way and you can
struggle with adoption. Focus
on making clear the questions
you plan to answer, and make
sure you provide the “so what”
that connects data to desired
business outcomes. Systems should be easy-to-use by managers and employees, so seek feedback
and adoption early to ensure workforce analytics solutions will resonate with stakeholders. Don’t
underestimate the importance of automation to deliver mission-critical information quickly and easily to
decision-makers. Finally, leverage the advantages in speed to value that exist with cloud-based
solutions to show early wins and create further demand for more workforce analytics.

Workforce Analytics goes beyond
tools to provide a platform for
engagement through HR data.

Workforce analytics challenges traditional approaches to decision making for HR
and across the organization
Imagine an organization where business leaders look to HR for advice as they develop business strategies
to drive growth, where HR is considered the developer of talent and leadership across the business, and
where business leaders respect and admire the HR professionals as co-leaders of the business. xxiii Seeing
the value in the investment – both quickly and frequently – lays the foundation for an in-house workforce
analytics capability across the organization.
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How to evolve: The analytics journey

Workforce analytics is a journey…not a destination
To establish and sustain workforce analytics solutions that work for your organization, you need a roadmap
that outlines the journey that your business units need to take. The reality is that you cannot get there
overnight – organizations can take several years to get to their desired level of capability.
Workforce analytics solutions range from fundamentals like data management and reporting to more
sophisticated applications such as predictive modelling, data mining, and optimization. Understanding where
you stand today – and acknowledging the path of maturity for the how and what of workforce analytics
capabilities – supports an organization in developing the roadmap and is a critical step in enabling leadership
to make data-driven decisions about the workforce. Foundational capabilities focus on the structure and
usage of workforce analytics (i.e., the “how”). Dimensional capabilities focus on the capabilities and delivery
of workforce analytics (i.e., the “what”). Organizational decision making maturity increases as foundations
are strengthened and dimensions are expanded.

Consider five key foundations to evolve the “how” of workforce analytics
•
•

•

•
•

Organizational Alignment and Governance: Align the workforce analytics capability and the
governance structure to manage the associated processes, tools, and organization.
Staffing and Engagement: Create a staffing plan for the workforce analytics team. Create a learning
and communications plan to engage leadership and the workforce in understanding and leveraging the
capability.
Business Adoption and Usability: Encourage buy-in by aligning workforce analytics to business
strategy, assessing the ability of internal customers to use outputs and drive decisions, and facilitate
ease-of-use across the organization.
Operations: Stand up the day-to-day management, processes, and service levels of workforce
analytics within an organization.
Technology: Establish a framework for the selection, implementation, and use of various technology
packages to provide workforce analytics data, dashboards, reporting, and modelling.
Figure 2: Foundations of workforce analytics

Graphic: Deloitte Development LLC
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Consider five key dimensions to evolve the “what” of workforce analytics
•
•

•
•

•

Data: Establish techniques and technologies to expand capabilities for the maturity of data collection,
information management, data quality, data strategy, and the data analytics platform.
Reporting and Automation: Institute rapid and repeatable processes to report, automate, and
visualize data and to develop point solutions to bridge ad-hoc business needs that communicate
results and insights.
Analytics: Develop and advance analysis and statistical capabilities to identify trends and apply
forecasting, predictive, and optimization techniques to enhance decision making.
Measurement and Evaluation: Assess and apply techniques to survey employee sentiment, track
metrics and performance indicators, and evaluate the effectiveness of programs to meet desired
outcomes.
Big Data: Identify and analyze new and non-traditional data sources from social media and other
external sources to ‘datify’ talent trends and practices and discover new challenges and opportunities.

Define your success factors for workforce analytics capabilities
To strengthen and expand workforce analytics, analyze where you are and determine what you need to set
the strategy and define the roadmap for your business needs. By leveraging initial capabilities to prototype
solutions and highlight value to increase
demand, an organization can build capabilities
iteratively as results are delivered to the
business.

Know your capabilities, and
invest in them to yield results.

An organization can use the workforce analytics
foundations to assess the current state of the
organization – requirements, skills, tools,
technologies, and readiness for change – and map out the desired elements of a future state organization.
By understanding where there are gaps in missing foundational elements, you can generate options to
prioritize capabilities and set short-term execution plans in motion to solve pressing C-suite business
challenges. An organization can use the workforce analytics dimensions to assess the priority and delivery
needs in the future state to map out the resources and the abilities needed to develop and increase
analytics capabilities. Knowing the decisions that the business wants, and needs, to make guides the
sequence and timing to mature the capability. The result is a strategic way ahead for your organization for
rollout, prioritization, and mobilization for implementing workforce analytics.
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