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Definition: People analytics
[pee-puh l an-l-it-iks]. Noun. Using advanced
statistics to expand the discovery, interpretation,
and communication of meaningful patterns in data
to drive high quality people and business decisions.
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What’s at stake?
Payroll is one of a health system’s
largest and most important expenses.
However, executives typically are less
effective at managing their employee
assets and labor costs than other
expenditures (e.g., capital, inventory,
facilities). According to the US census
bureau, Healthcare and Social
Assistance invests an average 39
percent of revenue on payroll—more
than any other major industry.1
Employees are traditionally lauded as
an organization’s most valuable asset.
Yet, many health system executives
may lack a complete or accurate
understanding of their employee
makeup. And while an overwhelming
majority (84.8 percent) of surveyed
organizations view employee retention
as a “key strategic imperative,” it is not
evident in operational practice and
planning—only half, or 51.5 percent,
have a formal retention strategy.2
Combine these two trends together
and what do you get? Leaders
who lack a true understanding of
their largest expense. Accurately
determining employee value can be
challenging—especially since the
health care workforce is undergoing
radical changes:
•• Rising turnover: Health care industry
turnover has been on the rise for
years. According to the 2016 National
Healthcare Retention & RN Staffing
Report, while the national rate of
hospital employee turnover leveled
off at 17.1 percent in 2015 (slightly
below 2014),3 bedside registered
nurse (RN) turnover increased from
16.4 percent in 2014 to 17.2 percent
in 2015.4 Newly hired nurses are also
leaving faster than they once did: A
2014 study in Policy, Politics & Nursing
Practice revealed that an estimated
17.5 percent of newly-licensed RNs
leave their first nursing job within
3

the first year, and one in three (33.5
percent) leave within two years.5 This
trend was confirmed by the 2016
National Healthcare Retention & RN
Staffing Report6, which highlighted
first year RN turnover (i.e., leaving
within 12 months of hire) as
accounting for nearly 3/10 (29.2%) of
all RN separations.
•• Potential retirement bubble: The
aging US population is producing
a potential employee retirement
bubble, and the health care industry
is not immune to this. According
to a 2013 survey conducted by the
National Council of State Boards
of Nursing and The Forum of State
Nursing Workforce Centers, 55
percent of the RN workforce is age 50
or older.7
•• Changing required skillsets: Staff
turnover is not the only challenge
facing health system executives:
The required skillsets for health
care professionals are changing
to address the impact of health
technology advancements (e.g.,
electronic health records [EHRs],
Computerized Physician/Provider
Order Entry [CPOE], Clinical Decision
Support), new value-based payment
models, and alternative care delivery
approaches (e.g., patient-centered
medical home [PCMH], retail clinics).
Health care tends to lag other
industries in the adoption of new
processes and technologies, and we
find this to be consistent in their use
of big data and analytics to improve
organization performance. This is likely
due to a number of factors, including
the nature of health care work, tight
margins and limited funds, and
historically conservative cultures. Yet,
the successful use of data analytics in
other industries (see sidebar) could
indicate that it’s time for health care
systems to up their game.

Many industries and functions benefit from
data analytics
Only 44 percent of companies overall currently use
workforce data to predict business performance.
However, high-profile organizations in a variety
of industries are using data analytics to improve
performance in a number of functional areas, and
this approach may be leveraged to increase HR
effectiveness.
•• HR—Hewlett-Packard Company (HP) used
data and analytics to combat the problem of
employee attrition. The company pinpointed
$300 million in estimated potential savings with
respect to staff replacement and productivity
loss across all of HP employees.
•• Marketing—Video-streaming giant Netflix
analyzes customer, market, and distribution
data to increase program views and subscriber
numbers by recommending shows and movies
based on past views/ratings, gender, age,
education level, zip code, etc. The company also
uses analytics to guide content creation for its
entertainment-producing business.
•• Supply chain—Big data and cloud computing
are providing many manufacturer supply chain
networks with improved data accuracy, clarity,
and contextual intelligence. Organizations
have developed quality early-warning systems
that detect and then define prioritization
frameworks that isolate quality problems
faster than more traditional methods. These
early-warning systems are deployed upstream
of suppliers and extend out to products in
the field.
•• Finance—Many banks and credit card
companies are using predictive analytics
to spot instances of potential fraud, often
alerting consumers before they notice anything
amiss. The Visa payment network’s anti-fraud
detection system, for example, gathers
hundreds of pieces of transaction information
and analyzes up to 500 unique risk attributes,
looking for clues that may indicate fraud. Visa
relays the risk score to the cardholder’s financial
institution, where the decision is made to either
approve or decline the transaction. This process
is repeated up to 32,500 times per second,
with the system analyzing more than six billion
pieces of data every day.
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Our take
Qualitative measures that are based on
a company’s mission statement, its HR
handbook, or an individual’s experiences
during his or her employment often guide
critical workforce decisions; however, this
lens provides only a partial view into an
organization’s “people portfolio”—blind spots
are common. To capitalize on employeerelated opportunities emanating from health
care consolidation and shifting workforce
patterns, forward-thinking health system
leaders—including the CEO, COO, CHRO,
CNO, and Directors of Analytics, Workforce
Planning, and Talent Management—are
striving to better understand what is
changing, who/what is driving the change,
and what value creation to expect from
addressing core business and talent issues.
To gain insights that drive value, executives
should transition from qualitative- to
quantitative-based Workforce Planning.
People analytics helps enable health care
leaders to flip the lens; to scientifically
unlock and measure the value of people to
the organization. People analytics treats
employees as a critical asset in the supply
chain; an asset that can be analyzed and
optimized to benefit individuals and the
company as a whole. It is an approach that
can uncover opportunities to transform
HR practices and optimize talent-focused
investments and programs by helping
executives make more informed decisions
about their workforce. Just as important,
people analytics can increase day-to-day

and long-term employee satisfaction by
helping to identify opportunities for fulfilling
career development.
Health care provider awareness and use of
people analytics is gaining speed but there
is a growing maturity gap among many
organizations in how to optimally leverage big
data for enhanced organizational value. In the
past, providers’ analytics use was directed
externally to better understand their patients.
But even as today’s health systems turn their
focus to internal HR applications, they may
lack a thorough understanding of necessary
data and capabilities, a sound implementation
strategy, an effective governance program,
and robust data privacy standards to realize
people analytics’ full potential.
Among the drivers of change for people
analytics in health care are the movement
towards integrated cloud HR systems, the
growing number of HR and health care
professionals with analytics backgrounds,
and the persistence of CEOs pressing
CHROs to use data to inform decisionmaking before taking action. Also, there is
growing, quantifiable evidence of analytics
ROI: Cross-industry research shows that
organizations which use HR-related data
analytics have stock market returns 30
percent higher than the S&P 500; are
twice as likely to be delivering high-impact
recruiting solutions; and have leadership
pipelines that are 2.5X healthier (Figure 1).

To gain insights that drive value, executives should
transition from qualitative- to quantitative-based
Workforce Planning.
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Figure 1: HR-related data analytics ROI

People analytics leaders gain
tremendous returns
Financial

30%
higher stock market
returns than the S&P 500

Recruiting

2X

more likely to be delivering
high impact recruiting
solutions

Leadership

2.5x
healthier leadership
pipelines

Reputation

4x

more likely to be respected by their
business counterparts for their
data driven decision making
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The path forward
Deloitte Workforce Planning and People Analytics solutions can help an organization’s executives and HR leaders understand the workforce
drivers creating the imperative for data-informed decision-making. Deloitte solutions combat HR disrupters and can bridge the gap from
current-state challenges to future-state value.
Workforce driver
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Solution

Potential value

Changing workforce demographics

Deploy analytical techniques to isolate
employee segments and identify
talent, data analysis, and reporting
program options to mitigate excessive
termination activity

Combining internal and external
data to develop workforce plans and
optimize talent

Leadership development

Combine deep analytical skills with
learning strategy expertise to quickly
identify where learning spend
opportunities exist

Projecting necessary skill sets to enable
successful leaders

Culture and engagement

Use analytics to identify employee
characteristics for promotion to
senior levels

Identifying diversity roadblocks, skill
gaps, etc.

New organizational models

Use multiple tools to accelerate and
deepen insights, and provide a granular
and aggregate view of organizational
structure and workforce data

Identifying the opportunities to more
effectively align, allocate, and/or
deploy staff

Driving productivity

Use labor cost optimization principles to
identify opportunities to reduce excessive
employee labor and overtime cost without
negatively impacting service quality

Optimizing employee productivity using
critical employee characteristics
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Case study: People analytics uncovers
hidden drivers of employee turnover
Issue: A regional health system with 20+ acute care facilities, 100+ clinics/physician offices, and ~40,000 employees
was experiencing above-average RN turnover. The system sought to better understand its nursing workforce in
order to predict and mitigate the negative impact of future workforce trends. In 2016, a Deloitte Human Capital
team implemented a program using advanced analytics and data science principles to better understand drivers of
turnover.
Solution: The Deloitte team first aggregated five years of workforce data (down to the individual employee and
applicant level) from more than six disparate internal information sources, and segmented clinical units to better
understand their unique drivers of employee movement. The team then deployed multiple machine learning and
statistical methods and alternative visual techniques to deliver data-driven insights. Finally, Deloitte developed
a roadmap to guide the health system in developing and implementing talent and analysis programs aimed at
reducing future turnover.
Impact: Based on the statistical analysis of employee data, health system executives were able to see that many of
their prior hypotheses regarding the drivers of employee turnover were inaccurate. The Deloitte team uncovered
many previously unknown drivers of turnover, including:
•• Instances where managers were not addressing employee desires for alternative assignments/positions
(the analysis showed that employees who changed jobs within the health system were significantly less likely
to terminate)
•• Large departments with a large (80+) Span of Control (“SPOC”) was directly related to higher rates of employee
termination, in some cases nearly 2x the organization’s average
These seemingly minor challenges were proven to have a statistically significant impact on employee turnover via
a number of advanced statistical methods. Using this analysis, Deloitte helped the client create a predictive model
to identify employees at high risk for resignation to address these challenges, and worked with the client to develop
targeted, fact-based talent management solutions to address these challenges.

Bottom line
Many forward-thinking executives and HR
leaders are deploying people analytics
to maximize the return on workforce
investments. Using people analytics requires
a strategic approach that leverages senior
leadership support and a skilled team
of analytics professionals. Among smart
first steps:
•• Begin at the beginning. Some health
care providers may hesitate to explore the
use of people analytics because they fear
their organization lacks good quality data,
adequate technical capabilities, and/or
knowledgeable staff. Numerous external
resources are available to help them “begin
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at the beginning”, gaining quick actionable
insights while helping evolve their analytics
capability and use over time.
•• Target business problems that are
leadership priorities. Analytics ventures
often fail due to chasing a problem that is
not a top priority to leadership. It is critical
that people analytics project advocates
proactively establish executive-level buy-in
and focus on business, not just HR, issues.
•• Invest in the right people with the
right expertise. Next-generation HR
professionals will likely need to be more
business-oriented and possess critical

new skills in organizational networks,
employee engagement and culture,
building and leading teams, analytics
and statistics, digital platforms and
applications, and employee experience
and brand. Companies increasingly are
hiring or assigning business professionals,
mathematicians, and data scientists to
their HR departments to boost people
analytics capabilities. Health care systems
should follow suit and invest in staff that
possesses analytical, interpretative, and
transformational skills to ensure that their
insights are relevant and deliver value to
the business.
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Let’s talk
Are you ready to discuss how people analytics can help maximize the return on workforce investments? Let’s talk about how to combat HR
disrupters and bridge the gap from current-state challenges to future-state value.
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