
Praise for People Analytics in the Era of Big Data

“This book provides easy-to-understand processes for drawing competitive infor-

mation out of Big Data and turning it into applicable knowledge. In short, this book is 

both a compelling argument and a framework for the reader on which to build a talent 

management strategy and work plan.”  —Dr. Jac Fitz-enz, CEO, Human Capital 
Source

“Talent is one of an organization’s greatest assets, and analytics must be part of the 

overall talent strategy. This book provides the business leader and hiring manager with 

a compelling framework to leverage analytics across the entire talent life cycle.”  —Chip 
Smith, Chief Marketing Officer, Sears Home Appliances and Services

“People Analytics in the Era of Big Data is a practical guide that’s an essential read for 

any HR professional who wants to get a handle on the landscape of People Analytics and 

how it can increase workforce return on investment.”  —Rathin Sinha, Founder and 
CEO, JobFindah Network, and former CEO, America’s Job Exchange

“People are the most valuable asset in an enterprise. Jean Paul and Jesse have given 

us seven pillars that transform how we attract, develop, and retain people. Forward-

thinking leaders should read this book.”  —Michael C. Krauss, @ C Level columnist, 
Marketing News, and President, Market Strategy Group

“The topics covered in People Analytics in the Era of Big Data touch the core of what 

we as HR people should be preoccupied with. People Analytics are the prerequisite foun-

dation for any real talent strategy.”  —Mieke Van de Capelle,  Chief HR Officer, 
Perfetti Van Melle

“Companies live and die by their ability to attract and develop high-value tal-

ent.  People Analytics in the Era of Big Data provides a key framework to help compa-

nies leverage analytics to get the most from their talent investments.”  —Neil Costa, 
Founder and CEO, HireClix

“Talent analytics is a must for any organization to ensure that investment in  talent is 

well targeted and delivering the desired results. People Analytics in the Era of Big Data pro-

vides HR leaders with important building blocks to develop an effective People  Analytics 

practice.”   —Kathy Andreasen, Chief People Officer, Endurance  International 
Group

“Without question, talent is the essential ingredient in an organization’s success  

or failure. Unfortunately decisions about talent are typically dependent on gut feelings 

and immeasurable interpersonal relationships. Finally there is a playbook on how to 

collect, interpret, and act on the talent data so organizations can recruit and retain  talent 

better.”  —RD Whitney, Group Vice President, Diversified Communications

“Whether you call it the “War for Talent” or the “Talent Tsunami,” there is no debate 

that the ability to acquire a world-class workforce will be the competitive  differentiator 

for companies that want to out-think, out-innovate, and simply beat their  competition. 

People Analytics in the Era of Big Data provides organizations with revolutionary  thinking 

and the prescriptive tools on how to leverage Big Data to significantly improve the 

 quality of their workforce.”  —Steve Pogorzelski, CEO, Avention OneSource, and 
former President, Monster.com
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“The authors have found a compelling way to bring together two of the most 

important focus areas for any business leader: analytics and recruiting. People Analytics in 

the Era of Big Data is essential reading not just for HR professionals but for entrepreneurs 

like me who recognize the importance of talent, team, and culture.”  —John Kelly, 
CEO, CoachUp

“Big Data and analytics are hot topics in all areas of business these days, and 

talent management is no exception. This book provides a solid foundation for leaders 

who want to use analytics to drive ROI across their entire talent life cycle.”  —Wayne 
Cooper,  Executive Chairman, Chief Executive Group, and CEO, The Chief 
Executive Network

 “This is a must read for anyone looking for a practical and actionable approach to 

leverage people analytics in their organization.”  —Matt Gough, CEO, Echovate

“People Analytics in the Era of Big Data contains an easy-to-apply framework to one 

the hottest topics in analytics today. Leaders who wish to improve the ROI from their 

workforce management practices should take heed of the advice and techniques in this 

book.”  —Roger Baran, Ph.D., Associate Professor of Marketing, and Director, 
Asian Programs, DePaul University

“Thorough research, incisive analysis, and well-chosen case studies are the hall-

marks of Isson and Harriott’s work. They weave all of that together with clear, cogent 

arguments about why and how data analytics will permeate every aspect of the HR, 

talent management,  and recruiting life cycles. Best practices based on anecdotes or 

instinct will no longer satisfy line management. It’s time for corporate talent managers 

to get on board. If you don’t quite get how to apply data in these ways, this book will 

be your primer.”  —Glenn Gutmacher, Vice President, Diversity Talent Sourcing, 
State Street Corporation, and Founder, Recruiting-Online.com

“In today’s Big Data explosion, it’s imperative for every business leader to lever-

age analytics to optimize their talent management. JP and Jesse’s book provides the 

framework and actionable insights every leader needs to compete and win with People 

Analytics.”  —Stephane Brutus,  Interim Dean, John Molson School of Busi-
ness, Concordia University

 “Human capital is the number one source of competitive advantage in the twenty-

first century. Like finance, product, and marketing before it, the field of human capital 

is now flooded with data but deprived of frameworks, processes, and methodologies 

to make sense of it. This is what this book provides: a practical guide to applying data 

science’s best practices to the field of human capital. My hope is that it helps HR depart-

ments across industries take their legitimate seat at the business strategy table. The 

world needs this—badly.”  —Louis Gagnon, CEO, Ride.com, and former CMO and 
CPO, Audible

“People Analytics is a new territory for most HR managers, which is enabled by 

more systematic data collection and advances in machine learning and analytics. This 

book shows how to apply analytics across an entire life cycle of employee management. 

With many real-life examples, this is a must-read for HR practitioners and managers.”   

—Minha Hwang, Analytics Consultant/Expert, Double Ph.D. (MIT and Stanford)
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I dedicate this book to my daughters, Roxane and Sofia, who 
have been my inspiration for so many things I do. Daddy was 
not available as usual to play with you and hopes when you 
read this book you will be proud of your patience. A special 

thanks to my wife, Marjolaine, for her love and support taking 
care of our little Sofia to give me more time to write.

—JP Isson

This book is dedicated to all the unsung analytical heroes, 
working tirelessly to uncover new insights, predict future 
business trends, and drive business impact. Keep pushing 

forward and never give up.

—Jesse Harriott
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Foreword 

People Analytics in the Era of Big Data does a great job of melding ana-

lytic processes and methods with the mass of data that is growing 

exponentially every day. Future success in talent management will be 

largely dependent on an organization’s ability to mine that database. 

The days of scanning job boards, college recruiting trips, open houses, 

and advertising are obsolete. Organizations’ main problem is twofold. 

One, there is no competitive advantage in applying these recruitment 

processes. Everyone can and does use them, and the results are simi-

lar rather than unique. Two, these methods are all behind the com-

petitive curve. Nothing within them speaks to the special demands of 

the future because they do not uncover and express true future talent 

demands. At best, they are simply common tools.

The good news is, as the authors so clearly explain, that diving 

into the Big Data ocean with predictive analytics fishing gear virtually 

ensures that you will catch exactly what you’re fishing for. First, think 

about the talent pool. In truth, there is no shortage of qualified people 

for any one company. The talent ocean has not been overfished for 

the needs of your company. The problem is that there are many boats 

fishing. You need a world‐class talent acquisition system. This is where 

predictive analytics comes to the rescue.

There is a shortage of twenty‐first‐century talent acquisition strat-

egies. Recruitment doesn’t start in the employment section of the 

human resources department. Employment methods, by whatever 

label is in vogue, are simply functional tools. Everything starts with 

the organization’s purpose, goals, and strategic plans. It has been clear 

for decades that issues of organizational purpose are often not fully 

addressed. Statements that the goal is to increase market share by x 

percent next year are accepted as purpose statements. Not true. They 

are nothing more than wishes. Management must first be absolutely 

clear regarding the purpose of the organization expressed in terms of 

its role in society. Books have been written about this, yet seldom is 

there a deep dive into purpose.
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Once purpose is clear, then data and analytics can be brought to 

bear in forming a strategy. One more time, Big Data is the talent ocean. 

Analytics is the fishing gear. Analytics helps management find the 

school of fish that it seeks to fulfill its unique purpose.

Analytics comes in three levels: descriptive, predictive, and pre-

scriptive. Descriptive speaks to what has happened up to the present. 

Predictive reveals what must be done to achieve future goals. Prescriptive 

tells how to do it. When a patient tells a doctor that he has sinus con-

gestion, that is descriptive. The doctor applies her knowledge to deter-

mine what type of treatment will alleviate or cure the condition. That 

is predictive. The paper that the patient takes to the pharmacy explains 

how the treatment is to be administered. That is the prescription.

This book provides all three analytics: the description of the talent 

market and its shortcomings (Big Data), what types of analytics tools 

are available and are under development that should be used to reveal 

where the talent is, and finally how to use predictive analytics to solve 

the talent needs of the organization.

The basis of this book stems from real‐world examples from the 

authors’ years of talent acquisition experience. They provide easy to 

understand processes for drawing competitive information out of Big 

Data and turning it into applicable knowledge. In short, this book is 

both a compelling argument and a framework for the reader on which 

to build a talent management strategy and work plan.

Dr. Jac Fitz‐enz, CEO, Human Capital Source
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Preface 

Talent is top of mind again as leaders struggle with how to capitalize 

on the opportunities of a changing postrecession economy while at the 

same time keeping workers happy and engaged. Even though many 

parts of the global economy are still struggling, there continues to be 

a talent shortage and many companies still struggle to hire and hold 

key talent. At the same time, younger workers continue to enter the 

workforce while older workers retire. These younger workers have a 

different expectation for the pace of feedback, career development, 

promotion, and what it means to be an employee. Also, the world of 

work has changed, with social media providing new ways to connect, 

engage, and find candidates. This enables candidates to promote their 

skills, while at the same time leaving a gold mine of talent data to be 

harnessed as a competitive edge for hiring managers.

At the same time, executives are putting pressure on their human 

resources (HR) departments to produce fact‐based insights and strate-

gies for critical talent issues such as: Do we have the right talent mix 

to achieve our objectives? Can we predict who are going to be the best 

leaders for the future? What development should we give these poten-

tial leaders? How engaged are our top performers in our key business 

strategies? Do we know which talents are at risk of leaving? What are 

we doing to keep them?

Workforce dynamics have always been complex during busi-

ness cycle changes. However, what’s different in this economic cycle 

is that human capital executives and hiring managers now have Big 

Data analytics to leverage in attracting, acquiring, and advancing the 

right talent through the organization. The amount of available data 

on your employees and business processes is exploding, and Big Data 

is now everywhere, including the workplace. Real‐time information 

on employee engagement, actions, sentiment, productivity, location, 

quality, and aspirations is everywhere, making it possible to tie talent 

to business outcomes in ways that were almost impossible before.
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The implications are significant because talent management in 

many businesses has traditionally revolved around interpersonal rela-

tionships or decision making based on educated experience, rather 

than deep analysis. Advanced People Analytics provides a unique 

opportunity for human capital professionals and hiring managers to 

position themselves as fact‐based strategic partners of senior execu-

tives, using analytically proven techniques to recruit and retain those 

top employees who drive superior value in companies.

People Analytics is a new domain for most HR departments. How-

ever, with the application of new techniques and new thinking to 

talent management, the field of People Analytics is becoming more 

mainstream. Leading companies are increasingly leveraging sophisti-

cated methods to analyze employee and business data to enhance their 

competitive edge. The old approaches of gut feel and “that’s worked in 

the past” are no longer enough.

We wrote this book to be different from the other available books 

on People Analytics, and we are glad you have chosen to read it. The 

focus of this book is on practical approaches that can help a business 

leader create value from and make the most of the organization’s ana-

lytical assets. Also, unlike other books, we outline how to inject data 

analytics at every stage of the talent management process, from talent 

acquisition through retention. Furthermore, we have included real‐

world examples of what other companies are doing, both what’s work-

ing and what’s not working.

This book will help you think about People Analytics across your 

organization, evaluate whether you are doing People Analytics well, 

and provide you with frameworks to take your efforts to the next 

level, creating business value for your organization in the process. This 

is not a technical book; it is written to be relevant to someone with 

no analytical experience as well as to the person with a great deal of 

analytical experience.

The focus of this book is on effective People Analytics and how 

companies can create business value from their Big Data assets. By 

effective People Analytics, we mean analytics that start with a stra-

tegic human capital business goal or question, integrate disparate 

data sources together, create a prediction for the future, and lead to 
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business actions with measurable results. We provide numerous Peo-

ple Analytics examples throughout the book with an eye toward those 

real‐world examples that will be of interest to a business leader as well 

as practicing analytical professionals.

To support different workforce analytics covered here, this book 

will also provide you with interviews and frontline stories from leading 

People Analytics organizations, including: Accenture, Adobe, AOL, Best 

Buy, Black Hills, Bloomberg, Bullhorn, CareerXroads, CGB Enterprise, 

CVS Aviation, Deloitte, Dow Chemical, Facebook, FedEx, General Elec-

tric, General Motors, Goldcorp,  Google, Harrah Entertainment, Hewlett-

Packard, hiQ Labs, Johnson & Johnson, Lockheed Martin, Microsoft, 

Monster, Omnitracs, Pfizer, SAS Institute,  Société de Transport de Mon-

tréal, Sprint, Starbucks Limited Brands, Transcom, The Container Store, 

Wells Fargo, Workplace Safety and Insurance Board, and Xerox.

Big Data continues to be touted as the next wave of technology 

and analytics innovation. From our perspective, the next wave of 

innovation is not just about Big Data, but more about how companies 

leverage Big Data analytics to take action and optimize their business. 

Having data is not enough; it needs to be leveraged effectively to drive 

and optimize business action that is coordinated at all levels of the 

organization. As it relates to People Analytics, Big Data is critical to 

providing real‐time insights to businesses regarding how to maximize 

the value of the talent for the organization as well as maximize the 

organization’s value for the talent it intends to retain and develop. 

Throughout the book, we review our Seven Pillars of People Analytics 

Success in the context of Big Data, providing examples for each pillar 

to help illustrate the key concepts to effective People Analytics.

This book is written where each chapter builds on the preced-

ing one, but each chapter can be read by itself as well. You will get 

more out of the book if you read it from beginning to end, but if you 

are interested in quickly learning about employee engagement ana-

lytics, for example, you can jump right to that chapter. Regardless, 

we encourage you to start with Chapters 1 through 3, which provide 

the foundation for the book as well as outline one of our key frame-

works, the Seven Pillars of People Analytics Success. Throughout the 

course of this book, we explore each pillar of the People Analytics 
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framework, offering insights on how to successfully leverage analyt-

ics for every pillar, and we provide frontline stories from companies 

that have successfully leveraged the framework to improve business 

outcomes. We will also share best practices and takeaways at the end 

of each chapter.

We are confident that if you follow the principles contained in this 

book you will develop high‐impact People Analytics and generate busi-

ness value from the Big Data and little data available to your organiza-

tion. Some of the practices we outline are not easy to accomplish, but 

whether you are in a large company or a small one, you can apply your 

vision of People Analytics and create business value from your data.
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War is 90 percent information.

—Napoleon Bonaparte 

O rganizations are in a worldwide war—a war to acquire a 

diminishing resource, an asset that is more valuable than oil 

and more critical than capital. The resource can be bought but 

not owned. It is found in every country but is difficult to extract. 

Leaders know that without this resource they are doomed to medi-

ocrity, yet most of them use outdated methods to measure and 

understand it.

The resource is skilled workers. In the United States alone, employ-

ers spend more than $400 billion a year locating, securing, and holding 

on to them.1 Internationally, companies large and small devote a simi-

larly significant amount of money (as well as staff and executive time) 

to bringing in skilled workers and keeping them happy. Just one part 

of the process, help wanted advertising, costs employers almost $20 

billion per year.2 Whether they’re called employees, talent, human 

capital, or personnel, these are the people with the skills, work habits, 

knowledge, experience, and personal qualities that drive your organi-

zation to meet its goals. Top talent is rare by definition—the ones you 

want on your team whether you are on a hiring binge or managing 

layoffs.

Top personnel create the best new products, make the most 

revenue, and find the greatest efficiencies. They build great work-

places, delight customers, and attract others like themselves to 

join the organization. They adapt to changing business conditions. 

Finding, managing, and holding that top talent is the key to your 

future.

It takes a ton of work to maintain top talent in your workforce. The 

underlying dynamics of locating, hiring, and retaining all employees—

especially the best ones—call for a continuous give-and-take between 
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employer and employee, and analytics is a must for understanding 

those dynamics unique to your organization. Your talent strategy, and 

People Analytics, must go beyond your current workforce to include 

people at every stage of the employment cycle. It includes under-

standing potential employees who work elsewhere, candidates (those 

who might work for you), current employees, and former employees 

(alumni, including retirees who have left employment altogether). If 

talent mattered less in the modern economy, the quest to find it would 

be less urgent. Today, it’s the only long-term path to greater profits.

The PeoPle AnAlyTics AdvAnTAge

If you are reading this book, we assume you see the importance, as we 

do, of using People Analytics to positively impact your organization. 

You may be a human resources (HR) business leader who wants to 

learn more about how companies use data effectively. You may be an 

analytics manager who wants to understand pitfalls to avoid that can 

lead to failure when undertaking People Analytics. You may be moti-

vated to learn some of the latest techniques and best practices of how 

to use different types of people-related information across the enter-

prise. You may be an analytical professional and want to learn how to 

take your organization’s People Analytics to the next level. You may 

be an HR leader who wants to learn about data across the enterprise 

so you can decide how best to use it to make strategic human capital 

decisions. Whatever your motivation for reading this book, we assume 

your organization has business challenges that you hope data and the 

practice of People Analytics will help you overcome.

In 2015, Deloitte’s Global Human Capital consulting group con-

ducted a global survey among more than 3,300 HR and business lead-

ers in 106 countries. It’s a great resource and one of the largest global 

studies of talent, leadership, and HR challenges. The findings revealed 

many challenges facing human capital, not the least of which are 

related to People Analytics. For example, the number of HR and busi-

ness leaders who cited engagement as being “very important” approxi-

mately doubled from 26 percent the previous year to 50 percent in 

2015. Sixty percent of HR and business leaders surveyed said they do 
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not have an adequate program to measure and improve engagement, 

indicating a lack of preparedness for addressing this issue. Only 12 per-

cent of HR and business leaders have a program in place to define and 

build a strong culture, while only 7 percent rated themselves as excel-

lent at measuring, driving, and improving engagement and retention.3

According to Deloitte, organizations are also missing the growth 

opportunities presented by analytics. The Deloitte report revealed that 

analytics is one of the areas where organizations face a significant 

capability gap. Seventy-five percent of respondents cited talent analyt-

ics as an important issue, but just 8 percent believe their organization 

is “strong” in this area—almost exactly the same as in 2014.

“HR and people analytics has the potential to transform the way 

we hire, develop, and manage our people,” said Jason Geller, principal 

at Deloitte Consulting LLP and national managing director of the com-

pany’s U.S. human capital practice. “Leading organizations are already 

using talent analytics to understand what motivates employees and 

what makes them stay or leave. These insights help drive increased 

returns from talent investments, with huge consequences for the busi-

ness as a whole.”4

It is gradually becoming clear that in today’s cutthroat business 

climate where the employee is gaining power, failing to leverage Peo-

ple Analytics effectively in your organization can mean the difference 

between thriving and slow death.

Interview with Jeanne Harris, Global Managing 
Director of Information Technology Research, 
Accenture Institute for High Performance
JP Isson had a chance to interview Jeanne Harris, the coauthor with 
Tom Davenport of the well-known book Competing on Analytics 
(Harvard Business Review Press, 2007), as well as the October 2010 
Harvard Business Review article “Talent Analytics.”

Isson: How will analytics change the HR world in the future?

Harris: In some ways, the book Moneyball [by Michael Lewis (W. W. 
Norton, 2004)] is really about analytics for talent management and its 
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net impact. And that is really a good way to show people the potential 
analytics holds for every industry. Ironically, most companies leverage 
analytics in certain aspects of their business; however, HR tends to be 
the one they wait to look at later in the process. It just seems to me we 
need to be getting started earlier. But the important thing to keep in 
mind is this is not a one-size-fits-all situation, and all answers will vary 
depending on the business.

The impact of analytics will depend on your business model: If your 
strategy is customer intimacy, you’re going to focus initially on your 
customers’ analytics. For example, if your business is in retail, you 
will find that it’s equally important that your employees focus on those 
customers, too. By setting up and managing your customer analytics, 
you will be able to develop insights on customer relationships and 
determine the best strategies for improvement.

However, these strategies will vary if you are an investment banker. 
Instead of your primary focus being on creating a tight relationship 
with your customer, you might instead want to better understand how 
you can quickly identify, manage, reward, and motivate your employees 
who do the best job of investing money—in other words, how you best 
manage your star performers.

Isson: Do you believe HR is ready to embrace People Analytics?

Harris: Companies that I have talked with about People Analytics tend 
to be in the very early stages of implementation. Sometimes, they them-
selves are not clear on what information they want to collect and how 
they will leverage it. This is an important issue we need to address.

Many times, HR leaders have the sense that so much of what they have 
to do is reporting for regulatory or legal purposes, and they want to 
become more of a strategic partner with the business by managing and 
developing the right talent needed to drive the organization forward. 
While they may know analytics is the vehicle for accomplishing this, 
oftentimes they are not exactly sure how to do so.

I think that in many organizations, there is the perception that the most 
interesting issues are not addressed by HR, but instead they occur in 
other parts of the business. This is an interesting wrinkle: As an HR 
professional, you don’t want to try to lift away from the business, but 
you want to add value. It is all about striking the right balance between 

(Continued )
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HR and the business. I think this really is the core issue most execu-
tives struggle with sometimes.

Isson: How can companies leverage HR analytics or People 
Analytics?

Harris: One of the ways HR teams are starting to get involved in analyt-
ics is through applying the customer life cycle management (CLCM) 
model to their own employees. This is an idea that goes back to a Com-
peting on Analytics case study, where a company (at the time, Nextel), 
had used CLCM to study their own employees from the time they heard 
about Nextel to the time they resigned. It’s about marketing and tracking 
your internal resources as much as you do your external ones.

Developing a model that enables you to track your candidates and new 
hires from the first time they hear about your company through the em-
ployee life cycle will help you keep your fingers on the proverbial pulse 
of your talent and enable you to better manage your retention activities. 
For instance, if a hiring manager has an employee who says he or she is 
leaving, that manager can look at the expected lifetime value of that spe-
cific employee before deciding whether or not to make a counter offer.

Companies will be successful if they manage their HR teams the same 
as they manage their sales or marketing teams. They can leverage the 
HR team as a strategic department that can provide cost-containment 
insights and help them best manage their overall employee life cycle, 
much in the same way they do with their own customers. Using hard 
data points, they will be able to build models to react in real-time and 
better manage employee attrition through deciding what actions can be 
taken to keep high-potential and high-value employees.

Isson: What impact will Big Data have on HR teams looking 
to embrace analytics?

Harris: I constantly think Big Data just means more data that you now 
need to know how to analyze. I have always thought that way even be-
fore big data was “Big Data.” It’s one of those things that you want to do 
properly, but that you couldn’t quite technologically handle. And now, 
all those barriers are all gone.

My message for HR executives is to approach Big Data as a sky’s-the-
limit opportunity. There is a lot of value that can be unearthed just by 

(continued)
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mining the data you already have in your system. Once you’ve explored 
your data, you can add other data from other resources, such as 
publicly available talent data, labor market data, and benchmarked data 
from other companies. The limit that we historically had to deal with 
regarding massive data does not exist anymore, and this is a mind-
set change that we must all learn to adapt to and embrace. Big Data 
will help us bring our organizations closer to achieving our collective 
company mission and associated goals.

Isson: What advice would you give to a company beginning to 
make use of People Analytics?

Harris: My advice is twofold:

 1. The important thing is just to get started. Start by engaging 
your business partners throughout the company and gain a 
comprehensive understanding of their talent issues, gaps, 
strengths, and goals. In many ways, that is the first hurdle 
for HR executives to overcome because the business side 
of companies aren’t typically used to thinking about HR in 
these terms. It’s a reeducation process, and it comes down to 
establishing an open dialogue between business units.

 2. The second thing is to think big, start small. Choose a high-
impact area where you can add demonstrable value to your 
internal customers. Take the data you collect, learn from it, 
and use it to improve processes. HR analytics is in its infancy 
stage, and it’s going to take some time to figure many things 
out, but there is no doubt that People Analytics will become 
the Moneyball for HR.

Companies are getting smarter about using People Analytics to 

acquire, advance, and retain top talent—and, in the course of doing 

so, to improve their return on human capital investment. Some of the 

conclusions that companies are coming to are sometimes counterintui-

tive. For example, according to a Wall Street Journal story,5 when look-

ing for workers to staff its call centers, Xerox Corporation used to pay 

lots of attention to applicants who had done the job before and had a 
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lot of experience. Then, an analytics algorithm told Xerox that experi-

ence doesn’t matter when seeking a top performer. The algorithm said 

that what does matter in a good call-center worker—one who won’t 

quit before the company recovers its $5,000 investment in training—is 

personality. Data showed that creative types tended to stick around for 

the necessary six months. Inquisitive people often don’t. After a half-

year trial that cut attrition by 20 percent, Xerox now leaves all hiring 

for its 48,700 call-center jobs to analytics software that asks applicants 

to choose between statements like: “I ask more questions than most 

people do” and “People tend to trust what I say.” The Xerox example is 

a brief illustration of the insights that can be gained through leveraging 

Big Data in an effective People Analytics practice.

As People Analytics is rapidly evolving and often indicates differ-

ent things to different people, we think it is important to outline what 

we mean by the term for the purpose of this book. We define People 

Analytics as the integration of disparate data sources from inside and 

outside the enterprise that are required to answer and act upon for-

ward-looking business questions related to the human capital assets 

of an organization. We realize this is a fairly broad definition; how-

ever, our experience in practicing People Analytics, as well as that of 

the hundreds of companies that have provided input for this book, 

indicate to us that People Analytics is moving away from an isolated 

reporting and dashboard mentality inside the HR department toward 

an integration of various types of people-related information across 

the organization in tighter alignment with the business goals of C-level 

executives.

Even though People Analytics is a relatively new field, we see it as 

having the potential for great organizational impact and importance, 

far beyond that of the more traditional and isolated HR reporting func-

tion. Actually, the practice of People Analytics is beginning to have 

meaningful impact in many companies, some of which we profile in 

this book.

There are several key components worth noting in our definition 

of People Analytics that may differ from more traditional definitions 

of HR reporting or analysis. First, in our view, effective People Analyt-

ics must be grounded in key business questions. The amount of data 
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available to businesses is overwhelming and growing at an exponen-

tial rate, and it’s easy to enter analysis paralysis or drift into intellectual 

curiosities. Therefore, organizations must articulate and prioritize the 

key questions they want People Analytics to answer.

Second, we believe that People Analytics has the most impact on 

the organization when it is forward-looking—not backward-looking. 

In other words, it is most useful when it is predictive and provides a 

lens into the future regarding likely business outcomes.

Third, to us, the new age of People Analytics requires the integra-

tion and synthesis of various information disciplines across the organi-

zation such as employee research, employee behavior, web analytics, 

business reporting, competitive intelligence, economic and labor mar-

ket research, and outside data sources, among others, in order to be 

effective. If you recall from our definition, all effective People Analyt-

ics should be grounded in key business questions and objectives. Those 

business questions and objectives do not care about your organiza-

tional structure, that some of the employee data is in finance, some 

is in HR systems, and some resides in the information technology 

(IT) department. Those business questions just demand answers, and 

whichever organization can answer them consistently with speed and 

accuracy will win. Will that be you or your competitors?

So, how do you unleash the power of People Analytics to 

address the business challenges that are most critical to your orga-

nization while overcoming typical pitfalls inside your company? If 

you could only find one brilliant data scientist and woo them into 

your organization, then everything would be all right and your 

company could do brilliant things with its people data. That one 

genius could help you identify your at-risk employees effectively, 

learn how to increase your employee productivity, reduce employee 

turnover, predict what will make new employees likely to succeed, 

and increase your organization’s talent return on investment (ROI) 

by 30 percent, right?

Wrong. Certainly smart and knowledgeable staff is critical to mak-

ing good use of your data—but that is nowhere near enough. There 

are several other challenges your organization needs to be aware of 

before you can most effectively leverage People Analytics. This book 
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is designed to help you address those challenges, but first, let’s outline 

a few of them.

The World of Work hAs chAnged

There are many factors that are setting the stage for People Analyt-

ics’ rise to importance. We see labor market and societal forces that  

are leading up to the newfound focus on People Analytics. Some 

of these have been occurring gradually over the course of decades, 

and some are more recent phenomena. However, they’re all coming 

together to make People Analytics a necessary capability for any orga-

nization that wants to remain competitive in the future.

Let’s start by considering the economy. We all know that over 

the past eight years or so the global economic environment has been 

more intense and challenging than ever before. At the time we write 

this book, the U.S. economy is showing fits and starts of positive 

growth and the labor market is again tight in many areas with the 

war for talent raging. In a 2015 press conference, Janet Yellen, chair 

of the Federal Reserve Bank, indicated that “the U.S. economy hit a 

soft patch earlier this year. Real gross domestic product looks to have 

changed little in the first quarter. Growth and household spending 

slowed, business fixed investment edged down and net exports were 

a substantial drag on growth.”6 Those companies that identify with 

the Fed’s moderate outlook are trying to hold market share, keep 

their current customers happy, and keep their employees engaged. 

Despite the lack of dramatic growth in the economy, finding new tal-

ent and holding on to existing talent continue to be a struggle for 

most companies.

In addition, much of the global economy is still on unsure footing 

in many parts of the world. Consumers are still being conservative 

about their spending in places like Europe and Asia. The global real 

estate market has not fully recovered, and global businesses are strug-

gling to understand how to grow effectively, yet profitably.

However, business and consumer confidence have shown signs of 

improvement and the long-term payroll data trend from the Bureau of 

Labor Statistics indicates that companies are creating new jobs again. 



T h e  P e o P l e  A n A l y T i c s  A g e  ◂ 11

Therefore, optimistically minded companies are eagerly trying to be 

smart about staying ahead of business trends as well as capturing some 

of the economic growth.

With this as a backdrop, let’s consider some of the other forces 

that are changing the world of work and paving the way for the rise of 

People Analytics, including:

 ■ Impact of digital technology on the labor market.

 ■ Decreasing employee tenure and loyalty.

 ■ Influence of millennials.

 ■ Globalization of the workforce economy.

 ■ Need of employers to always be engaging talent.

 ■ Increased competition for talent.

 ■ HR is under pressure.

 ■ Skills gap in the labor market.

 ■ Talent is one of the last competitive differentiators.

 ■ HR evolves into talent management.

impact of digital Technology on the labor Market

Digital media has forever changed how employers look for workers 

and how workers look for new opportunities. The notion of either 

being happy in your job or actively seeking a job has been changed by 

digital environments. For many in-demand workers, there is an ongo-

ing stream of job opportunities from multiple digital channels such as 

the web, mobile, and social platforms that come in front of them all 

the time. Additionally, workers are more connected with one another 

and have an easier time understanding the real story of what it’s like 

to work in a particular company and what’s valued, as well as some of 

the negatives about a company.

As a result, the Internet and other digital environments have 

changed the workforce equation and revolutionized the overall talent 

sourcing and retention process, moving from a print-based to a digital-

based effort. Digital technology has also enhanced the word-of-mouth 

channels through social networks and social hiring channels.
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In addition, your employees see an ever-increasing number of 

recruitment messages from competitors from all directions. Media vol-

ume, including recruitment advertising and direct brand building that 

your employees see and that help form an impression of an employer, 

has been on the rise for quite some time. In the United States, com-

panies send over 90 billion pieces of direct mail each year trying to 

influence the behavior of customers.7 Also, the Radicati Group esti-

mates that nearly 90 trillion e-mails are sent each year,8 certainly a 

large percentage of which are helping your employees form an impres-

sion about a prospective employer organization. According to Media 

Dynamics, a media research group, the average American is exposed 

to a minimum combined total of 560 advertisements each day from 

radio, print, and television.9

At the same time, mobile recruitment usage continues to increase 

dramatically on a global basis, as does the use of social media and other 

online content such as blogs or tweets. There are roughly 6.5 billion 

mobile phone subscriptions worldwide, with some users having ser-

vice on more than one device.10 Also, according to the Direct Market-

ing Association, 36 percent of workers now follow brands on social 

media platforms.11

This new media is taking a lot of the friction out of learning about 

work opportunities and about choosing an employer. The good news 

from an analytics perspective is that, with the increase of new media 

and the multitude of ways to interact online, comes the increase of 

new data into the recruiting organization and the building blocks of 

People Analytics. For example, Internet sourcing created an explo-

sion of digital talent data and metrics, and technology has enabled this 

information to be captured, stored, processed, analyzed, and managed. 

Every interaction that someone, whether a prospective employee or 

a current employee, has with your employer brand in an electronic 

medium such as an Internet search engine, a website, a social media 

platform, an electronic coupon provider, a blog post, or over a mobile 

device generates a data trail.

Other interaction points are also growing and generating massive 

amounts of data in their wake that can potentially be used for Peo-

ple Analytics of your workforce. For example, there are unknown  
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quantities of digital location tracking sensors in shipping crates, elec-

tric meters, automobiles, industrial equipment, and various other 

devices used by employees at many organizations. Additionally, GPS, 

WiFi, and Bluetooth position tracking by mobile devices is wide-

spread and generates massive streams of location data that compa-

nies are beginning to harness in their quest to use analytics to drive 

workforce optimization.

Given these issues influenced by the rise of digital environments, 

the world of multichannel talent acquisition and retention requires the  

effective use of People Analytics to untangle the complex patterns of 

employer brand and talent perception that arise from being exposed to 

so many employers from so many channels.

employee Tenure and loyalty Are decreasing

Another trend leading to the greater importance of People Analytics is 

that worker loyalty is disappearing and workers are not staying with 

companies for as long as they did in the past. Employees are becom-

ing more fickle, and loyalty for employers is rarer than ever before—

so employee turnover is often a substantial business cost. As a result, 

more and more employees are becoming less engaged, and are plan-

ning to look for new work. The decline in employee loyalty is also seen 

to be affecting the quality of service provided to customers. According 

to a 2015 study by the American Management Association, employee 

loyalty has declined sharply over the past five years at North Ameri-

can companies and is thought to harm organizations by causing low 

morale, high turnover, disengagement, growing distrust, and lack of 

team spirit.12

In recent times, this issue has been laid at the feet of members of the 

millennial generation, who have a strong reputation for switching jobs 

frequently. However, the data tell a more complicated story. Certainly, 

millennials are part of the equation, but job tenure has been declining 

for at least 50 years, with both older workers and younger workers 

staying with companies for shorter and shorter periods of time.

For example, the Federal Reserve Bank of Atlanta examined the 

median job tenure by age group and generation and found that job 
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tenure decline was across the board, not just in millennials. As seen in 

Figure 1.1, when looking at 20- to 30-year-olds, we can see that the 

median job tenure was four years among those born in 1953 (baby 

boomers) when they were between 20 and 30 years old. However, 

for 20- to 30-year-olds born in 1993 (millennials), median job tenure 

is only one year.13 Similar—and some even more dramatic—declines 

occur across cohorts within each age group. Interestingly, there is also 

a five-year decline in median job tenure between 41- to 50-year-old 

“Depression babies” (born starting in 1933) and 41- to 50-year-old 

Gen Xers (born starting in 1973).

At the same time that worker tenure is decreasing across the board, 

employee loyalty is decreasing as well. Wharton School management 

professor Adam Cobb sees the declining loyalty as a symptom of an 

evolving relationship between organization and employee. Cobb sees 

employee behavior as being influenced by the major organizational 

restructuring that began 30 years ago. “Firms have always laid off 

workers, but in the 1980s, you started to see healthy firms laying off 

workers, mainly for shareholder value. Firms would say, ‘We are doing 

figure 1.1 Median Job tenure by age and Birth Cohort 
Source: Current Population Survey, U.S. Bureau of Labor Statistics.
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this in the long-term interest of our shareholders,’” Cobb noted. “You 

would also see cuts in employee benefits—401(k)s instead of defined 

benefit pensions, and health care costs being pushed on to employees. 

The trend was toward having the risks be borne by workers instead of 

firms. If I’m an employee, that’s a signal to me that I’m not going to let 

firms control my career.”14

The lower levels of employee loyalty and the declining job tenure 

are both creating a more urgent need for analytics to help understand 

which employees are engaged and which employees are at risk, as 

well as how to spot the signs early enough before it’s too late. Given 

all of this, it’s extremely critical for businesses to understand employee 

issues such as what drives attraction to you as an employer, current 

employee sentiment, and factors associated with a highly engaged and 

productive workforce. Understanding those issues must be grounded 

in solid analytics. Doing this without systematic analytics and voice-of-

the-employee input is almost impossible.

The influence of Millennials

Millennials have entered the workforce en masse, and many have dif-

ferent attitudes regarding the employer–employee relationship, what 

work means, and how they expect to be treated in the workplace. 

There’s a stereotype that millennials are entitled job hoppers; however, 

the data tell a different story. Younger workers are actually staying 

in their jobs longer than previous generations did. In the late 1980s, 

about 50 percent of 20- to 25-year-olds changed jobs each year, but 

that dropped to 35 percent after the recent recession, according to an 

analysis by the Washington Post.15 It’s not clear if millennials are hold-

ing on to those jobs by choice or if they are struggling to find better 

opportunities.

Regardless, there are some key differences between millennials 

and other workforce generations that make the importance of Peo-

ple Analytics more evident. For example, the millennial generation 

expects to be able to give and receive feedback openly and frequently. 

They expect this at all levels of the organization as well. So, it’s not 

unheard-of for a millennial worker to feel empowered to meet with 

the CEO and tell her what he thinks about recent happenings in the 
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company. This also influences their expectations for what a manager 

relationship should look like.

Additionally, millennials have a stronger desire for their job or 

career to have personal meaning beyond the job task they are tack-

ling. For example, is their company socially responsible, helping oth-

ers in the community, helping to influence the industry or world, or 

achieving something great? In other words, buying into the vision and 

mission of their employer is more critical for this generation compared 

to previous generations.

As a result, People Analytics is critical to monitor and understand 

the early at-risk signs for this generation. Concepts like a traditional 

once-a-year check-in or annual performance review are not going to 

be enough to make sure you’re staying close to and mitigating the 

turnover risk of your millennial workers.

globalization of the Workforce economy

Another driver of the need for People Analytics is the globalization of 

the world economy. The labor market and competition for talent can 

no longer be viewed through a domestic lens. There are complex labor 

market dynamics at play that only analytics can help untangle. For 

example, Figure 1.2, from Aon Hewitt’s annual report 2015 Trends in 

Global Employee Engagement, shows the world’s largest economies and 

the world’s largest labor pools. Together these countries make up more 

than 80 percent of the global gross domestic product (GDP) and avail-

able labor. These countries also have very different dynamics in eco-

nomic and population growth/stagnation and wide ranges of average 

employee engagement levels (from 38 percent in Japan to 78 percent 

in Mexico). China and the United States are the dominant markets 

from a GDP and labor perspective, with the U.S. GDP double that of 

China. Yet China, where 40 percent of the world’s workforce resides 

with almost 1.3 billion available workers, has a labor pool nearly five 

times that of the United States, whereas India has a very large labor 

pool but its economy is one-tenth the size of the United States’ and 

China’s economies combined.16

These data all point to the level of complexity leaders face in driving 

growth through talent strategies across global markets, all in various  
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stages of growth and maturity. However, according to Aon Hewitt, 

there are two very compelling facts about these data. First, there is zero 

correlation between the size of the economy and growth. However, 

there is a significantly positive correlation (0.52) between available 

labor and economic growth. In other words, where there is available 

talent, there is growth.

employers Must Always Be engaging Talent

Another force lending rise to People Analytics is that in the current 

climate, employers must now always be engaging their employees—

current, future, and past. Nowadays, an employer must continually 

attract, acquire, and advance talent just as brands attract, acquire, and 

figure 1.2 available Labor and GDP Growth for the World’s Largest economies 
Source: Ken Oehler, 2015 trends in Global employee engagement: Making engagement 
happen, Aon Hewitt, 2015.
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gain loyalty with customers over time. The reflection of this new reality 

can be seen in the Engagement Cycle framework developed by one of 

the authors of this book and published previously in Finding Keepers.17

The Engagement Cycle is a long-term practice combining employer 

branding, relationship management, and communication. The Engage-

ment Cycle creates strong bonds between employers and potential can-

didates before, during, and after the brief period we call “recruiting.” 

Its practices ensure that when the economy strengthens—and talent 

once again becomes scarce—an employer has built a strong bench of 

talented individuals who are interested, open to discussion, and even 

grateful for the attention. The Engagement Cycle concept also helps 

employers take advantage of candidate psychology during a slowdown 

to attract top talent for the long term.

As companies move from the hiring-as-transaction view to the 

marketing view, the employer and the candidate follow a clear three-

phase cycle in the course of their working relationship. The three 

phases of the Engagement Cycle determine the level and quality of 

engagement between employee and employer. Analytics at every 

phase of the cycle are critical. The three phases are:

 1. Attract. The Attract phase is a long-term dance between you 

and the candidate. It includes every activity meant to position 

the organization as a potential employer in the mind of a can-

didate. You project a carefully crafted, authentic image as an 

employer; the candidate becomes aware of your organization’s 

specific attributes. Your employees spread your reputation as 

an employer; the candidate listens and assesses your company 

as a potential workplace. It’s a similar dance to the way con-

sumers are drawn to brands in the marketplace.

 2. Acquire. This phase involves all the interactions between you 

and candidates from the moment they reach out to you. You 

advertise a position and they apply. You treat their applica-

tion a certain way, and they react. You find their resume and 

approach them, and they judge you by your image and your 

behavior. Your interview process is a series of interactions 

with different parts of your organization. Both candidate and 
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employer set expectations throughout this process that will be 

critical in making a good hire and later in holding onto the best 

talent. The Acquire stage also includes the honeymoon period 

right after an employee starts working, in which expectations 

will be tested against reality. In terms of consumer branding, 

this is the purchase of a product and its aftermath: Does the 

product perform as advertised? Is the customer so satisfied that 

he or she would recommend the product?

 3. Advance. Keep critical talent moving, not necessarily up, but 

growing in experience, responsibility, money, or other tangible 

and intangible ways. Advancing talent in your organization is a 

key to retaining good people and vital to your company’s abil-

ity to change as opportunity or necessity require. Retention is 

the “hold” part of hire and hold; in consumer branding terms, 

it’s the equivalent of customers’ becoming loyal to a brand and 

identifying with the brand’s attributes.

increased competition for Talent

Part of the increased need for People Analytics is the increased compe-

tition for talent. In order to be successful in the war for skilled work-

ers, your company must monitor and stay one step ahead of your 

primary competition for talent—tracking, analyzing, and integrating 

everything you know about them into the talent acquisition processes 

of your own company. For example, do you know the strategies and 

tactics your competitors use to attract talent, how your employer 

brand and work environment is perceived compared to theirs, which 

of your talent segments are more likely to defect to the competition, 

or whether your talent acquisition costs are higher than your com-

petitors’? Many companies rely, at most, on informal feedback on 

their competitors and do not have solid analytical systems in place to 

address these issues.

Given intense business competition, existing companies must con-

tinually monitor their employees’ behaviors and perceptions, remain-

ing on guard for precursors to employee turnover. Companies are 
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under great pressure to continually and rapidly reinvent  themselves 

and how they offer value to employees and customers. Failing to accu-

rately listen, track, and take action on employee attitudes often results 

in very high employee turnover costs compared to peer organizations. 

Take the case of Piper Windows, a UK-based company that started 

operating in 1980 as a manufacturer of windows for commercial and 

residential markets with projects ranging in value from £50,000 to 

£1.5 million. Piper’s customers included local government agencies, 

housing associations, schools, and hospitals, and its annual revenues 

were about £10.1 million. Although Piper was growing slightly faster 

than the market, its management believed that the company could 

gain a bigger market share by being more competitive and by fully 

using its current capacity. Piper was operating on a single site, split 

into two units, one for commercial and one for domestic business. The 

business was buying preformed extruded plastic, and then transform-

ing it into the window/door units. It used two profiles of plastic from 

two suppliers, with the two units manufacturing one type each.

In 2000, the company was struggling with how to increase plant 

output while still maintaining quality. Management believed that the 

ongoing struggle to achieve greater growth was a result of poor pro-

ductivity and quality control by frontline staff. The UK Department of 

Trade was enlisted for advice on improving factory output and quality. 

After some analysis, it was discovered that productivity and quality 

control were indeed very serious threats, but the cause of those issues 

was surprising to management. Despite leadership insistence that 

problems were due to poor use of equipment, bad layout, and quality 

issues, it was identified that the basic cause was due to the poor levels 

of employment and high staff turnover.18

Apparently, there were a number of deep-seated issues within the 

operation that were leading to high staff turnover. The company had 

consistently won a number of regional awards for training and training 

initiatives, but this was all initial training for new hires, and there was 

no ongoing training or staff development. It proved hard to convince 

leadership that turnover was a major threat to the business, as they 

were convinced that the answer was better performance through bet-

ter use of their current operations. This may have been true in the long 
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run, but would not be achievable unless leadership acknowledged that 

high turnover was a threat. Piper failed to do this, and in the long run 

it hurt the company. The company finally filed for bankruptcy in late 

2013.19

Interview with Michael Housman, Workforce 
Scientist in Residence, hiQ labs, and former 
Chief Data Analytics officer, evolv
JP Isson had the opportunity to speak with Michael Housman to 
discuss the important topic of People Analytics implementation, 
and how Big Data is changing human capital and workforce 
ecosystems.

Isson: Why should a company invest in People Analytics 
today?

Housman: The timing is right. The most obvious and important 
decision when it comes to human capital is the hiring decision— 
essentially, whom to bring into the job. Companies can’t afford to make 
bad decisions. So, I’d say there are two main reasons why a company 
should make the investment in People Analytics.

 1. The United States, in particular, has emerged as a service-based 
economy. If you look back to 1960, manufacturing used to be 
the biggest industry; the largest companies were in manufac-
turing, and that is no longer the case today. In a service-based 
economy, your human capital is your most valuable strategic 
asset, and that’s why it’s important to get the right person in 
the right job. And this is especially important for customer-
facing employees, as you will want to ensure they are reflect-
ing well on your brand.

 2. There is more data made available now than ever before. And this is 
only because of the Internet: Human capital data is being captured 
through human resources systems, performance management 
systems, learning and development systems, and applicant tracking 
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systems. The problem is that all this data is being captured, but 
not leveraged properly. There is a huge opportunity to use this data 
intelligently to make better, more informed decisions.

HR, specifically, is an industry that has been guided by gut instinct 
and intuition. If you think of Moneyball, for example, a hiring manager 
would make the decision based upon a gut feeling. Now, imagine if that 
same manager injected analytics into that decision-making process; he 
or she would perform better, hiring employees who would stay longer 
and perform better. Those hiring managers will, therefore, help their 
organizations to hit P&L [profit and loss] the right way—by using data 
to make informed decisions. People Analytics is still pretty nascent; 
however, to be successful, companies have to get on the wagon and 
avoid being relegated to the laggards.

Isson: What advice would you give to a company just starting 
to implement People Analytics? What are the dos and don’ts?

Housman: In terms of “don’ts,” I recommend avoiding the “start big 
and wait” method. Companies that initiate a huge undertaking and 
then take no further actions as they wait for the complete master data 
warehouse with all their talent data before they make their next move—
this is not a great way to start. I’ve seen companies with very ambitious 
project plans. They have tried to get all the master data and fail to start. 
This is because data is the most difficult element of analytics. It can be 
easily overwhelming. It has to be cleaned, standardized, aggregated, 
and integrated. The challenge to resolving this is to fix the data siloes 
that do not talk to one another. The best way is to start small: Identify a 
few questions (targets that are low hanging fruit), and pull data together 
that help answer a specific question.

Additionally, companies should start by leveraging the data that cur-
rently exists and is readily available to them. Starting broadly and 
trying to integrate all that information at once into their systems simply 
won’t work. It could also lead to a data deluge, where the sheer volume 
of information washes over the company, with no plans for what to 
do with all those pieces of disparate data. I recommend starting with 
available data and eventually expanding and adding more data into the 

(continued)
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mix gradually. The power of Big Data lies in its sheer size; you need a 
good sample. For smaller organizations, I would recommend they look 
into partnering with another small business or vendor, and leverage the 
benefits of a larger sample size. This would help them to separate the 
signals from the noise, and create more precise and actionable insights.

The best way to get started is by asking one single, interesting ques-
tion. For example, one company wanted to know what the ROI was for 
each employee referral. They found that for each referral, they were 
generating $370 for every $50 invested. You should ask a very specific 
question aimed at determining a best practice, instead of trying to boil 
the ocean.

Isson: What are the biggest challenges when implementing 
People Analytics?

Housman: Data integration and data governance are two of the biggest 
hurdles. This includes combining data from multiple sources, clean-
ing, and analyzing it in a consistent way. If there is no playbook, there 
can be variance in your data governance, which can cause problems 
and compromise results. Often times, data comes from multiple Excel 
spreadsheets and from different systems that do not talk to each other, 
which increases variability. And, in some cases, you may know the data 
exists, but you can’t get access to it.

The second challenge is to change human behavior. Even if we say to 
hiring managers, “Follow these recommendations, based upon this 
data,” and we can see how those who are using the tool perform much 
better, we will still see some managers presumably leveraging their own 
instincts and gut feelings they have developed after 24 years of being a 
recruiter. You might have the best analytics tool, but if nobody uses it 
you won’t succeed. For some companies, it’s difficult to change; people 
keep on listening to their gut feeling.

hr is under Pressure

Anyone who works in HR knows there’s pressure. The clock is ticking. 

Business leaders, HR leaders, and boards are recognizing the changing  
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and growing critical business needs related to HR and talent— 

leadership, organizational change, and talent development are at the 

top of the list. The time for HR business as usual is over. The CFO is 

asking to understand the ROI, the CEO is asking for a labor force to 

carry out a vision, and employees are demanding more benefits—HR 

is hit from all sides.

At the same time, they’re shifting their role from the tactical 

“where’s my paycheck?” function toward being a strategic business 

partner. HR now has access to huge amounts of computer processing 

power that makes it possible to take vast quantities of information— 

so-called Big Data—about the organization and its employees, and 

analyze it using specialized workforce and predictive analytics tools. 

These tools interrogate the data and connect different bits in different 

ways that might never have been thought of before. So they reveal 

new things, offering insights into what has happened in the past, 

what is happening at present, and even what is likely to happen in 

the future.

However, HR is struggling under the pressure. The Sierra-Cedar 

HR Systems Survey, now in its 17th year, gathers information from 

organizations across the globe that track the adoption and deployment 

of HR analytics solutions, gathering data on process maturity as well 

as the type and amount of data that HR organizations are capturing. 

According to Sierra’s most recent study, only 9 percent of companies 

use predictive analytics or Big Data to analyze trends related to human 

capital.20

skills gap in the labor Market

Another trend giving rise to People Analytics is the global skills gap in 

the labor force. And it’s going to get worse before it gets better. There  

are currently millions of unemployed and underemployed workers in 

the United States as well as millions of job openings. However, many 

of those workers will remain unemployed and those positions will go 

unfilled.

www.allitebooks.com

http://www.allitebooks.org


T h e  P e o P l e  A n A l y T i c s  A g e  ◂ 25

In the United States, labor force participation remains histori-

cally low, and a jobless economic recovery seems the new normal. 

 Increasingly, jobs are being automated, yet a shortage of skilled work-

ers is looming worldwide, even in China, despite its huge labor force. 

Technology also makes it possible for employers to redesign and parti-

tion work, and to reassign routine tasks to lower-skilled employees. In 

health care, for example, chronic disease management can be assigned 

to nurse practitioners rather than to physicians.

These and other changes are part of the larger disruptive forces 

that are reshaping the global economy. In the labor market, some of 

these shifts are already evident—and the disruption they bring about 

will only get larger. As a result, People Analytics becomes a critical fac-

tor in sourcing, attracting, acquiring, and retaining the skills needed in 

your workforce.

Talent is one of the last competitive differentiators

Another phenomenon giving rise to the importance of talent analytics 

is the increasing value of talent to the bottom line, and the diminishing 

value of other assets to make a difference.

In the development of new economies, stand-by competitive dif-

ferentiators have often faded. For example, capital forms much more 

freely than in the past, new products are quickly copied, location mat-

ters less as workplaces become decentralized, and distribution channel 

relationships fail to prevent competitors from entering through online 

channels. These structural changes don’t mean these things are no 

longer important, just that their relative importance is declining.

Talent creates the vast majority of value in the developed world’s com-

panies, and those who calculate the intangible assets of organizations (e.g., 

know-how, patents, brand names, ideas, and processes) put the products 

of brainpower from employees at 80 percent of a company’s value.21

Globalization plays a part as businesses in more developed econo-

mies cede manufacturing and low-end services to emerging econo-

mies. Their survival depends on the products of high-end talent, 

whereas information-rich products and services, business innovation,  
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sophisticated new technologies, better management, and more cre-

ative solutions drive the established economies.

This permanent change has increased the value of talent because 

talent is the last remaining factor that consistently delivers profits. Com-

panies espouse innovation, but it’s talent that innovates. A large retailer 

revolutionizes supply-chain management and then discovers that mid-

level store managers are the linchpins that determine whether all the 

efficiently delivered merchandise gets purchased by the consumer.

This, coupled with the shortage of critical skills in the labor market, 

means that more than ever, People Analytics is critical in order to give 

you the advantage over your competition in the talent war.

hr evolves into Talent Management

Human capital or talent management (TM) is evolving in much the 

same way as the finance function grew into a decision science, separate 

from accounting, or the evolution of marketing as a decision science 

separate from sales. Executives who are focused on talent manage-

ment must now work side by side with the CEO and other business 

leaders to identify ways that talent can be used to create new products 

and services and to inspire new strategies. People Analytics becomes 

a key enabler of this evolution, helping to understand worker senti-

ment, predict factors that lead to an engaged and productive work-

force, as well as help uncover hidden opportunities for talent-related 

programs to contribute to the company’s bottom line. Figure 1.3 lists 

some of the ways that HR is evolving from a process-based department 

into a strategic partner.

Putting it into Practice

To illustrate some of the challenges to People Analytics success, let’s 

take the case of a company we spoke with as part of the background 

research for this book. Out of respect for the company we won’t name 

it; however, let’s just say that it is a fairly well-known media company. 

This media company expressed some analytical angst to us during our 

interview. The interviewees said they realized a few years ago that 
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their unstructured data from employee engagement surveys was an 

untapped resource to help their people strategy as well as their busi-

ness strategy. So they went searching for someone with the requi-

site degrees and experience who could lead the work with their data 

to help them unleash its potential. They searched for seven months 

(these data analysis people are in demand) and finally found someone 

with a statistics degree, computer science experience, great references, 

and a solid track record of helping well-known brands analyze their 

data. They hired him and put the existing four HR analysts already at 

the company under his management. They were very optimistic with 

their new key hire and set him immediately to work on analyzing data 

from long-tenured employees versus those new to the organization in 

order to understand how to better target new prospective talent so as 

to yield long-term employee engagement and a solid return on their 

recruiting dollar.

They said things started off well at first—the team was optimistic and 

energized with the new team member. However, problems gradually 

started to develop. First, the People Analytics team went away for weeks 

at a time with little data analysis completed, and then when something 

was delivered it was usually lots of raw data and a graph or two that 

was difficult for the business’s people to understand. Second, the new 

team occasionally provided statistics that were in conflict with those 

from other teams in the company or what had been common company  

figure 1.3 traditional Paradigm versus emerging Paradigm

HR provides support to the business
units when asked.

Traditional Paradigm Emerging Paradigm

TM proactively identifies business
oportunities and flags potential human
capital risks.

Employee development is a shared
responsibility between managers,
employees, and the TM organization.

Managers and TM jointy apply their
experience to address employee issues.

TM uses the same data-driven, fact-based
approach as the rest of the organization.

TM professionals are valued for their ability
to solve business problems.

The HR department owns employee
development.

HR professionals are valued by their
responsiveness to inquires.

People problems are the responsibility
of the HR department.

HR deals with the “soft” side of the
business.
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wisdom in the past, setting off ill will between departments and spates 

of dueling data that often took weeks to untangle. Next, it seemed as 

though the analysts would come out with numbers that were different 

from the analysis they had provided just a few months earlier, which 

frustrated the business to no end.

The company attributed these challenges to the difficulty of doing 

People Analytics and tended to blame the analytics team for these prob-

lems. However, as a result of our interview, they gained an expanded 

view that it was very likely that the overall organizational dynamics 

within the company may have been the cause of their People Analyt-

ics difficulties.

First, we asked what company leadership sponsored the hiring 

and formation of this People Analytics team. It was explained to 

us that a long-tenured vice president of human resources commis-

sioned this initiative, and everyone had great faith that she could 

make the best use of these analytical resources. When we followed 

up regarding whether the most senior corporate or functional leaders 

were also in favor of forming this team, we were told that they were 

not completely sure as nobody beyond the senior vice president to 

whom the human resources vice president reported was consulted. 

This illustrates the first internal challenge that People Analytics must 

overcome: weak executive sponsorship. Unless a senior driving 

leadership force within the organization is aware of, supports, and 

believes in the mission of the People Analytics discipline over the 

long term, then it will likely have difficulties thriving and eventually 

fail due to shifting corporate priorities, company politics, and lack of 

corporate accountability.

Second, we asked what process the company had undergone to 

make sure its corporate business objectives were in line with the 

objectives of this new analytics team. We uncovered that they didn’t 

really communicate corporate objectives to the new analytics lead or 

his team, as they thought the team just needed to analyze data, not 

worry about corporate priorities. This illustrates the second internal 

challenge that a People Analytics function must overcome: failure 

to communicate and align People Analytics priorities with corporate 

priorities.
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Third, we noted that surely technology systems and resources 

were required to help the People Analytics team do their work, so we 

asked how the analytics team worked with the technology team that 

supported these analytics initiatives. For example, did the technology 

resources report into the new analytics team? Was there a direct line 

of accountability in some other way? We were told that they did not 

set up any formal arrangement, but relied on the new People Analytics 

manager to build a bridge and work across the departments. This illus-

trates the third internal challenge that the practice of People Analytics 

must overcome: weak alignment and accountability from the technol-

ogy support function.

Next, we asked whether there was any data quality or gover-

nance function within the company to ensure that definitions were 

standardized and data were accurate. We were told no, that it was 

the analytics team’s responsibility to make sure that whatever data 

and analysis were distributed were accurate and reliable. This leads 

us to the fourth internal challenge: lack of formal data governance. 

It takes dedicated and diligent effort from business and technology to 

ensure that data being published from various systems are accurate 

and reliable, and this cannot be just a matter of an afterthought by 

a few analysts because they happen to be last in the chain of data 

distribution.

Then we asked how the new People Analytics team’s activities were 

rationalized against other People Analytics–related activities across the 

enterprise from departments such as finance, strategy, or international 

business units. We were told that they did not really communicate 

with one another formally and didn’t initially think it was necessary 

because those teams were working on different analytical tasks. This 

illustrates the fifth internal challenge: weak alignment of existing Peo-

ple Analytics resources within an organization. We explained that in 

order to reduce the likelihood of duplication of efforts and dueling 

data as well as to ensure that the company is leveraging the collective 

knowledge of the analytical resources most effectively, there must be 

some type of formal alignment across People Analytics teams through-

out the company; whether that is a reporting relationship to a single 

manager or just a formal communication and management cadence 
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depends on the corporate culture and is open for debate, as we have 

seen each work well under different circumstances.

There will be many internal challenges on the way. These are just 

some of the internal challenges a People Analytics function must rise to 

meet in order to become business-relevant, fast, insightful, and predictive; 

to have a bias toward action; and to become part of the corporate culture.

Given that economic pressures remain in many parts of the global 

economy, that the war for talent is more intense than ever, that 

employee loyalty is all but gone, and that new media and digital tech-

nologies are on the rise, it’s no surprise that the use of People Analytics 

is gaining new prominence. These are the challenges for the People 

Analytics discipline—the challenge to help organizations thrive and 

prosper. It’s clear that effective People Analytics is seen as a way to 

address these key talent challenges and that People Analytics holds 

great promise to help organizations understand what their employees 

want from them, how to acquire new ones, and what will lead to an 

engaged employee. However, most organizations we speak with are 

struggling to make sense of what this data can tell them or how they 

can use it. Therefore, we have designed this book to help businesses 

think about, organize, and make the most of the people-related ana-

lytical assets available to them.

We don’t claim this book will solve all of these issues for every-

one. However, we know that the best practices, lessons learned, and 

assessment tools within will go a long way toward helping you to 

make sure your People Analytics is world-class. Throughout this book,  

we provide examples of companies that are doing it well, as well as 

some that are not.

This book is organized in such a way to help you build upon 

your knowledge as you read from chapter to chapter. We have also 

attempted to define and organize the chapters so they can stand on 

their own. For example, if you are primarily interested in learning 

about using People Analytics effectively for employee onboarding, you 

can jump to Chapter 7, Onboarding and Culture Fit. However, if you 

want to learn about how to successfully use People Analytics to lever-

age talent strategically to meet your business objectives, then we sug-

gest you read the chapters in order and ask yourself the hard questions 
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about whether your company is doing everything it can to leverage 

People Analytics.

Organizations are in an ongoing war—a war for talent. Everyone 

working in human capital knows it, business leaders know it, line 

managers know it, and the most talented employees know it. With 

some effort (increasingly less and less effort), talented employees can 

leave you forever. The time and money you spent training them, giv-

ing them experience and development opportunities, building key 

relationships within your organization—they’re all gone as soon as 

your talent walks out the door. So, leverage People Analytics to make 

sure your talent strategy adds to your organization’s bottom line, not 

just takes from it.

 KEY TAKEAWAYS

 ■ The field of People Analytics is evolving and is becoming more common. 
Companies are struggling with vast amounts of data in different systems, but 
are starting to see valuable ways People Analytics can be used.

 ■ There are several market dynamics driving the need for People Analytics, 
including an increased competition for talent, decreased employee loyalty, 
economic woes, and proliferation of new media.

 ■ The need for HR to move from a tactical partner into a strategic partner can 
be enabled through People Analytics.

 ■ People Analytics requires many things to succeed, including strong 
executive leadership support for analytics, effective technology infrastructure 
and tools, alignment with corporate priorities, and effective communication 
across departments.
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The whole of science is nothing more than a refinement of 
everyday thinking.

—Albert Einstein

This quote from Einstein highlights the impact of our everyday 

thoughts and reasoning, and applies perfectly when it comes to 

translating traditional business analytics into People Analyt-

ics. Like many other disciplines, People Analytics, also called Talent 

Analytics, simply builds on the principles of traditional analytics—

something that we have all grappled with at some level, whether 

it was in negotiating the price when buying a house or evaluating 

whether to relocate for a job offer. In fact, analytics forms the basis 

of our logical reasoning process: It helps us weigh our options and 

take factors such as cost, commute, happiness, and convenience into 

account.

To ensure that you have everything you need to smoothly migrate 

from business analytics to People Analytics, in this chapter we will 

cover:

 ■ The history of analytics adoption.

 ■ The similarities between marketing and human capital manage-

ment.

 ■ What predictive analytics and big data mean to the human 

resources (HR) and staffing industries.

 ■ How business analytics corresponds to People Analytics (and 

how to bridge the two).

 ■ Best practices for building a People Analytics center of excel-

lence.

 ■ Frontline application: Interview with Mark Berry of CGB 

Enterprises.
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A SHort HiStory of AnAlyticS AdoPtion

In order to best navigate today’s globally connected, competitive mar-

ketplace, which is propelled by an explosion of digital information, 

companies have been embracing analytics at different paces to help sift 

through and derive strategic insights.

From an industry perspective, analytics adoption has followed 

the classic adoption curve: There have been some early adopters who 

pioneered the adoption of analytics into their business processes; 

there are those, called the late adopters, who followed the pioneers; 

and then we have the laggards, a group that trails far behind both. 

What we’ve found is that while some businesses are struggling to 

move beyond basic reporting, the majority of HR managers and 

human capital leaders do not even know where to start with their 

analytics journey.

Early Adopters: insurance and finance

In Win with Advanced Business Analytics,1 we described how the insur-

ance and financial services industries have been pioneers in collect-

ing, managing, and leveraging predictive analytics to create actionable 

insights from their data. Given the mandatory reporting environ-

ment of these fields, not to mention the direct correlation between 

accurate data and their revenue, these industries first began using 

analytics in the 1800s to price life insurance and underwrite marine 

insurance. They have since continued innovating, undergoing many 

waves of improvement, including the use of neural networks to opti-

mize premiums; introduction of credit scores to evaluate a customer’s 

financial position; and application of various behavioral, third-party, 

and social media data sets to supplement their forecasts and future 

predictions.

Over the years, the success stories have been numerous, and finan-

cial institutions that are not using predictive analytics today in product 

pricing and underwriting would be seen as obsolete and doomed to 

failure.
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data Analytics Adoption in Human resources

Even if People Analytics and predictive modeling in HR are fairly 

nascent, interest in HR metrics started before the current trend of HR 

and human capital analytics. As a result, 10 major events occurred:

In 1911, Frederick Taylor, a mechanical engineer who sought to 

measure the productivity of workers and improve industrial efficiency, 

pioneered the scientific management of time-and-motion studies. He 

developed a method for capturing and measuring the effectiveness of 

an organization’s employees’ work, and summed up these efficiency 

techniques and best practices in his book The Principles of Scientific 

Management.2 Taylor believed in transferring control from worker to 

management and focused on the distinction between mental labor 

(planning work) and manual labor (executing work).

To demonstrate these principles in action, Taylor used “The Parable 

of the Pig Iron,” which applied his time-and-motion studies to illus-

trate the role management plays in determining the correct workload 

for each employee that keeps him or her the most efficient and happy.3 

Despite a lot of criticism of his work and principles, Taylor spurred a 

whole movement of analyzing the data behind physical work, which 

was first implemented in industrial engineering.

Two years later, in 1913, Hugo Munsterberg, a psychologist and 

an admirer of Taylor, extended these ideas into applied psychology, 

including industrial and organizational, legal, medical, educational, 

and business settings. In his book Psychology and Industrial Efficiency,4 

he addressed many topics of industrial psychology and claimed that it 

is not only the physical strength of a worker but also his or her psy-

chology that defines business productivity. He introduced the industry 

to the notion of worker selection based on a scientific approach of 

worker testing and job analysis. This later became known as an assess-

ment center.

Munsterberg also outlined a new science in his book—a blend of 

modern laboratory psychology and economics. He believed that the 

question of selecting the best possible person for a particular vocation 

comes down to making a process very scientific (for instance creat-

ing tests that limit subjectivity), and that it comes down to fitting the 
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person with the correct skill set with the correct position to maximize 

productivity.

During World War I (1914–1918), the U.S. Army started large-

scale testing called the Army Alpha and Beta Tests of World War I,5 

which were the first mental tests designed for the masses. In develop-

ing these tests, psychologists proved that one could be quite intelligent 

even though illiterate or not proficient in the English language. This 

led to the creation of two subsequent tests: the Army Alpha for liter-

ate groups and the Army Beta for the illiterate, low literate, or non-

English-speaking individuals.6 Both tests were based on the theoretical 

assumption that intelligence was an inherited trait, and the assump-

tion was made that native intelligence was being assessed. These tests 

also demonstrated how quantitative analytics could be leveraged for 

resource selection.

In 1920, E. L. Thorndike published his psychometric view of social 

intelligence, dividing intelligence into three facets: abstract intelli-

gence, or one’s ability to understand and manage ideas; mechani-

cal intelligence, or one’s ability to manipulate concrete objects; and 

social intelligence. In his classic formulation, Thorndike stated, “By 

social intelligence is meant the ability to understand and manage 

men and women, boys and girls—to act wisely in human relations.” 

Similarly, Moss and Hunt (1927) defined social intelligence as the 

“ability to get along with others.”7

In 1921 and 1923 in English, Carl Gustave Jung, a renowned Swiss 

psychiatrist and one of the founding fathers of modern-day psychol-

ogy, published his book Psychological Types,8 in which he proposed that 

people are innately different, both in terms of the way they see the 

world and take in information, and in terms of how they make deci-

sions. In this tract, he expanded the concept of social intelligence into a 

science of work, and taught that it is not only our individual skills that 

create productivity, but also our personalities and how we get along 

with each other.

Jung’s work in social psychology spurred a global evolution in per-

sonality testing. In 1943, driven by a desire to help people understand 

themselves and each other better in a postwar climate, Isabel Myers set 

about devising a questionnaire that would identify which psychological  
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type a person was. To do this, she enlisted the help of more experi-

enced psychometricians, and her work, which was first implemented 

in industrial engineering, was later endorsed by professors from the 

Universities of York, California, Michigan, and Florida. In 1943, she 

and Katharine Briggs published the first Myers–Briggs Type Indicator 

questionnaire, which is still in use today as an assessment tool.

While the roots of analytics are firmly planted in the late nine-

teenth and early twentieth centuries, most of the HR metrics in use 

today were developed following World War II. With the essential build-

ing blocks in place, much progress was made quickly in HR analytics.

In 1978, Dr. Jac Fitz-enz  published the first HR metrics. And in 

1984, he implemented the first benchmark metrics in HR and published 

his findings in the reference book How to Measure Human Resources Man-

agement.9 In it, he created 30 HR metrics that were developed through 

a joint effort between the Saratoga Institute and the American Society 

for Personnel Administration that later became the current Society for 

Human Resource Management (SHRM) in 1989. Some of the origi-

nal 30 HR metrics identified where predictive analytics can be applied 

to derive actionable insights are: voluntary separation, involuntary 

separation, voluntary separation by length of service, time to fill jobs, 

time to start jobs, revenue per employee, expense per employee, hire 

as a percentage of total employees, cost of hire, absence rate, human 

capital return on investment, turnover rate and cost, and vacancy rate. 

Employee attrition, also called voluntary separation, happens when an 

employee decides to leave your organization.

One way to apply predictive analytics is to address questions such 

as: Who are employees at risk of leaving your organization? When will 

they leave? Why will they leave? To answer those questions People 

Analytics harnesses all the data available from internal source HRIS 

(human resource information systems) data to external talent and 

market data such as publicly available talent data, labor market data, 

and competition data to anticipate “talent at risk to attrite” and proac-

tive actions to put in place to save them. There is also a body of People 

Analytics opportunities arising from a combination of 2, 3, or 4 of the 

30 HR metrics to better understand some specific workforce challenges 

you may face.
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In 1995, Rutgers University professor Dr. Mark A. Huselid’s work 

on high-performance systems demonstrated that the systematic man-

agement of HR was associated with a significant difference in organi-

zation effectiveness. This work provides evidence that the SHRM did, 

indeed, have a strategic potential. Shortly thereafter, in 1996, Drs. Rob-

ert Kaplan (Harvard Business School) and David Norton introduced 

the balanced scorecard. And, in 2001, in their book The HR Scorecard, 

Brian E. Becker, Mark A. Huselid, and Dave Ulrich highlighted how 

HR scorecards, which demonstrate the alignment of HR activities with 

corporate strategy and activity, improve organizational outcomes.

In 2005, the first talent management system (TMS) was created. 

TMSs are integrated platforms that automate and improve the key 

major processes of talent management, including recruitment, perfor-

mance management, learning and development, and compensation 

management. They are tools that also store a wide variety of employee 

data, from recruitment data, learning and leadership data, perfor-

mance and compensation management data, and resume profile data 

to job postings performance and work data. Today, TMS platforms can 

also store and manage social media data, as well as other digital foot-

print and talent behavior data.

It was only around 201010 that predictive analytics began to appear 

in the HR departments of most leading companies. And, according to 

Josh Bersin,11 only 4 percent of Fortune 1000 companies are using 

predictive analytics and, in doing so, this group’s stocks outperformed 

their peers on the Standard and Poor’s 500 by 30 percent.

First adopted and implemented by financial and insurance com-

panies in the 1800s, and then within the HR industry throughout the 

twentieth century, data analytics has been gradually and meaningfully 

changing business practices and improving organizations’ decision-

making abilities.

MArkEting And HuMAn rESourcES SiMilAritiES

In many organizations, HR, the so-called intuitive and experience-

based group, still shares the same challenges as the marketing depart-

ment. Oftentimes, the HR department feels misunderstood and is being 
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constantly requested to be more data-driven and become a strategic 

business function at the C-suite table.

facing today’s challenges

Over the past 10 years, we have had the opportunity to speak at con-

ferences across the world and to meet with industry leaders in staffing, 

talent management, and HR from organizations of all sizes on a regular 

basis. The most common challenge we consistently hear in People Ana-

lytics is that industry leaders are inundated with data from a variety of 

sources and are hampered by disconnected tools and systems. They are 

seeking the best analytical practices in order to create innovative talent 

life cycle management processes and optimize their HR teams.

While some are aware that HR will undergo a seismic change with 

Big Data analytics, those of us who work in the field believe the odds 

are high that the analytics revolution, which invaded the market-

ing industry in the late 1990s (with the beginning of the World Wide 

Web), is coming in HR. So how do we ready our teams for the future?

Having worked in business analytics for many years, enriched with 

interviews and research with those leaders, and sharing with them 

business analytics success stories in other functions of the organiza-

tion, we have found that one of the best ways to tackle the migration 

from business analytics to People Analytics is by using the lessons we 

learned when the marketing industry adopted analytics. Why? This is 

because HR and marketing have significant common denominators, 

and they both used to be non-data-driven functions and cost centers 

for most organizations.

By reviewing how marketing enhanced its role and practice over 

time, we can then derive best practices for the HR field.

from Business Analytics to People Analytics following 
the Marketing Analytic Path

Before 1990 (the beginning of analytics use in marketing), marketing 

was basically a discipline of creativity, art, “gut feel” judgment calls, 

and experience. In search of becoming a strategic business partner and 
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more accountable in a growing competitive marketplace, the industry 

underwent a massive change by integrating analytics into its business 

practices. Searching to strategically attract, segment, acquire, grow, 

retain, and reward customers, marketing opened up to analytics in 

order to fully understand its customer base, target demographics, the 

360 degrees of its different customers, and the market, and to optimize 

the entire customer life cycle management and customer relationship 

management. Thus, marketing analytics was born.

Marketing analytics ushered in a new era. The old days of “spray 

and pray” and shooting blindly to acquire and retain customers 

quickly became obsolete. Top-performing companies gradually began 

to sunset those old gut-driven practices and started using analytics. 

For the majority of successful companies, marketing coexists with 

marketing analytics, and constantly leverages the power of data 

intelligence, which enables them to become a balance between a 

disciplined art (experience, judgment, and instinct) and science (the 

intelligence of data).

Talent management and HR teams can learn a lot from their mar-

keting colleagues, adding or building a People Analytics program in 

order to proactively embrace the analytics revolution. Similar to tra-

ditional marketers, HR professionals are generally not known as “data 

geeks.” The field of HR has traditionally leveraged intuition, judgment 

calls, instincts, and experience. Although some managers may still rely 

on isolated metrics from HR dashboards to make major decisions, the 

field is not historically known for using predictive analytics as a sys-

tematic part of the decision-making equation.

Dr. Jac Fitz-enz12 rightly points out that “HR managers have done 

a poor job teaching the C-level executive how to achieve a high rate 

of return on employee investment. On top of that, there is a serious 

perception issue that the HR function has to fix as well.”

In today’s globally connected and competitive talent marketplace, 

HR is facing challenges from multiple fronts, and some HR leaders we 

have spoken with often say their departments are perceived as:

 ■ Cost centers

 ■ Order takers
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 ■ Useless

 ■ Disconnected with the business reality

 ■ Tactical, not strategic

 ■ Useful primarily for regulatory and legal reporting

Let’s take a closer look at some of these challenges, so that we can 

begin to address and rectify them.

 ■ Perception challenge: In some organizations, HR is perceived 

as a cost center, useless, an order taker, and disconnected with 

the business reality. But why? As Dr. Fitz-enz points out, “We 

should ask ourselves this major question: Why don’t CEOs rec-

ognize an investment in people as they do in other initiatives 

functions?” The answer is twofold:

1. Often C-level executives can make an investment in a non-

human arena, such as sales production and technologies, 

and feel confident that a reasonable return on investment 

will ensue. This is not the case with people. Talent manage-

ment and hiring have high levels of variability, which can 

make such investments challenging to evaluate without the 

proper data and analysis.

2. HR managers have done a poor job of teaching C-level exec-

utives how to achieve a high rate of return on employee 

investment. Analytics can be used to demonstrate the value 

of these investments and illustrate the important implica-

tions for the organization’s bottom line—for instance, how a  

2 percent turnover would impact sales and profitability.

There was even an article in Forbes claiming that compa-

nies should fire their HR departments.13 In it, a group of eco-

nomics researchers conducted a study on 2,500 resumes either 

with or without photos of the applicant and found that being 

good-looking (in the case of women) did not help an applicant 

find a job. According to the article, “attractive” women faced 

an uphill struggle to get a chance at a job, because 93 percent 

of the HR staff deciding whether to call someone for an inter-

view were female.
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 ■ Strategic challenge: HR has to become a more strategic busi-

ness partner, proactively providing recommendations that 

are directly tied to addressing core business challenges and  

objectives.

 ■ Performance challenge: The challenge is to leverage data 

analytics in order to master talent life cycle management, bridge 

the global skills gap, and better attract and retain top talents, 

as well as to capture the attention of the millennial market in 

order to ensure succession planning as the baby boomers move 

toward retirement.

Leaders want to leverage the power of advanced analytics and 

data intelligence to make more informed decisions. They are seeking 

to harness the power of Big Data analytics to improve performance in 

their business practices, and address core business challenges and core 

talent management questions such as:

 ■ How to attract the best people?

 ■ How to select the best people?

 ■ How to acquire the best people?

 ■ How to engage and develop the right people?

 ■ How to reward the best people?

 ■ How to retain the right people?

These questions are similar to the ones that the marketing industry 

was able to address by implementing business analytics and predictive 

modeling into their practices.

At this point, you are probably wondering how HR can piggyback 

on marketing to undergo its own analytics revolution. To manage 

human capital for tomorrow, you need HR metrics that are inherently 

predictive and that will have a high business impact. To move from 

business analytics to People Analytics, we can simply replace the word 

customer from any marketing analytics strategy with the word talent 

or employee. This will provide us with a basic migration of marketing 

analytics to People Analytics (talent analytics or workforce analytics), 

as seen in Table 2.1. This is possible because the common denominator 
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between marketing and human capital management is human 

behavior.

Over the past decades, HR has heavily invested in tools and tech-

nologies; however, it is time to move beyond simple dashboards, 

scorecards, and isolated talent metrics and embrace advanced business 

analytics to derive true value for organizations.

AdvAncEd BuSinESS AnAlyticS And AdvAncEd 
PEoPlE AnAlyticS

The following sections describe how People Analytics can use advanced  

business analytics paths and mainstream impact to address human 

capital management challenges.

Advanced Business Analytics Becomes Mainstream

Advanced business analytics starts with a business goal or question, inte-

grates disparate data sources, creates predictions for the future, and leads 

to strategic actions with measurable results. It is powered by predictive 

modeling, which has helped marketing teams attract, acquire, engage, 

grow, retain, and reward their most valuable  customers—goals that are 

very similar to those of HR departments looking to maximize their talent 

management cycles and that will require HR to think like a marketer.

Depending on their level of analytical maturity and their most 

pressing business objectives, companies have embraced analytics to 

create business value at different stages; predictive analytics is becom-

ing a pervasive and competitive differentiator across different indus-

tries and business functions:

table 2.1 From Marketing analytics to People analytics

Marketing Human Capital and HR (People Analytics)

Customer life cycle management Talent life cycle management

Customer relationship management Talent relationship management

Customer 360-degree analysis and 
understanding

Talent 360-degree analysis and understanding
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 ■ Amazon uses analytics to recommend what book to buy, and 30 

percent of its sales are generated from these recommendations.

 ■ Netflix leverages analytics to recommend what movie you are 

most likely to watch and like. And more than 70 percent of 

Netflix movie choices arise from its online recommendations.

 ■ Companies are using sentiment analysis of Facebook and 

Twitter posts to determine and predict sales volume and brand 

equity.

 ■ Target predicts when a pregnant woman is due based on prod-

ucts she purchases by simply combining her loyalty card data 

with social media information, hence detecting and leveraging 

on changing buying patterns. This allows the company to target 

pregnant women with promotions for baby-related products. 

The company also increased revenue 15 to 20 percent by target-

ing direct mail with product choice models.

 ■ Google was able to predict the 2009 flu epidemic two weeks 

ahead of the Centers for Disease Control, simply by leveraging 

online search trends (e.g., related to symptoms).

 ■ Google’s self-driving car is analyzing a gigantic amount of data 

from sensors and cameras in real time to stay safe on the road.

 ■ The GPS information on our phones is analyzing how fast the 

device is moving, which is used to provide live traffic updates.

 ■ During the 2012 presidential election, the Obama campaign 

team used analytics to micro-target voters in swing states.

 ■ Also during the 2012 presidential elections, famed statistician 

Nate Silver used analytics to correctly predict Obama’s victory.

 ■ Politicians are using social media analytics to determine 

where they have to campaign the hardest to win the next 

election.

 ■ Pediatric hospitals are applying data analytics to live streams 

of a baby’s heartbeats to identify patterns, and, based on the 

analysis, the system can now detect infections 24 hours before 

the baby would normally begin show any symptoms, which 

allows early intervention and treatment.
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 ■ The FBI is combining data from social media, CCTV cameras, 

phone calls, and texts to track down criminals and predict the 

next terrorist attack.

 ■ Video analytics and sensor data of baseball and football 

games is used to improve performance of players and teams. 

You can now buy a baseball with more than 200 sensors in it 

that will give you detailed feedback on how to improve your 

game.

 ■ Artists such as Lady Gaga are using data about our listening 

preferences and sequences to determine the most popular play-

lists for her live performances.

It’s clear that analytics is being used in nearly every aspect of our 

lives and across myriad industries. So, how do we apply it in HR to 

help solve current challenges?

What is People Analytics?

People Analytics starts with a talent management business question or 

goal, and then integrates disparate data sources together to create pre-

dictions for the future, which can then be used to outline businesses’ 

actions with measurable results. Let’s take a closer look at the major 

components of People Analytics.

Talent Management Business Questions

A good talent management business question or goal will be directly 

related to workforce planning, talent sourcing, talent acquisition, talent  

onboarding, talent engagement, talent turnover, talent development, 

retention, safety, or employee well-being. For instance:

 ■ What skill sets does your organization need to achieve its busi-

ness objectives?

 ■ What talent should your organization develop, reward, and 

promote?

 ■ Where should your organization search for the best talent?

 ■ What type of employee to attract?
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 ■ Whom to hire?

 ■ Whom to engage?

 ■ Whom to retain?

Integrate Disparate Data Sources

Now that you have a talent management business question in mind, 

how do you go about integrating disparate data sources? Typically, 

data sources can be broken down into three categories: talent data, 

company data, and labor market data.

 1. Talent data includes things such as overhead, HR department 

costs, organizational structures, leadership, talent span of con-

trol, recruiting costs, quality of hire, employee performance and 

engagement, compensation and benefits, employee produc-

tivity, learning and career development, succession planning, 

leadership, employee turnover, diversity, historical performance 

assessment, candidate selection test results, social network foot-

print (depending on role), workforce well-being, and overall 

wellness. Also, publicly available data from social media, can-

didate’s social media profile engagement contribution, and con-

tent from niche sites provide a complementary set of talent data.

 2. Company data includes things such as sales performance, 

associated revenues, customer bases (new, existing, and win-

back customers), average order size, wallet share growth, 

product diversity, loyalty, churn, Net Promoter Score, sales, 

traffic and conversion, and stock price (for public companies).

 3. Labor market data includes data from the Bureau of Labor 

Statistics such as payroll, employment and unemployment 

rates, gross domestic product, turnover rates, job openings, 

and layoffs, and wages and salaries. All this data can be broken 

down by industry, company size, occupation, state, and city.

By identifying these different data streams and linking them to 

your talent management business question, you will start to see which 

data points are key to creating an actionable plan.
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Create Actionable and Measurable Business Predictions

Creating business predictions that lead to strategic actions and mea-

surable goals for the future requires you to use predictive models to 

anticipate what will happen with your employee base and to enable 

you to put proactive plans in place, addressing:

 ■ Whom to attract?

 ■ Whom to hire?

 ■ Whom to develop and promote?

 ■ And whom to retain?

While these questions are critical for any top-performing organi-

zation, you need to translate them into measurable actions that can be  

presented as a business case to your executive team. This means you 

need to connect this talent data with business data. For instance, 

consider:

 ■ What impact will proactive retention of top performers have on 

customer value?

 ■ Who are the best employees to acquire or promote in order to 

drive customer satisfaction and loyalty?

 ■ How does employee well-being impact productivity, customer 

lifetime value, and customer up-sell and retention?

The entire process of creating actionable insights with People Ana-

lytics is summarized in Figure 2.1, People Analytics Virtuous Process, 

figure 2.1 People analytics Virtuous Process

Data
Integration

Talent
Data

Company
Data

Market
Data

Descriptive Analytics

Predictive Analytics

Prescriptive Analytics

Analytics

Insights

Actionable

Analytics

People

Business
Question

? ++



H o w  t o  M i g r a t e  f r o M  B u s i n e s s  a n a l y t i c s  t o  P e o P l e  a n a l y t i c s  ◂ 49

where you start with your talent management business question, and 

then integrate data and use analytics to gain actionable insights.

What Predictive Analytics Means to the Staffing Industry

Traditionally, predictive analytics has helped companies to address 

the basic business questions of who, when, and why. However, when 

applied to the staffing industry, predictive analytics can help to antici-

pate and optimize:

 ■ Talent acquisition: Helps to identify who is the top talent and 

when they should be contacted. Why is this requisition or job 

opportunity attractive to this top talent?

 ■ Talent pipeline planning: Predictive analytics can optimize a 

talent pipeline by leveraging macroeconomic and talent data to 

ascertain key factors that can lead to better resource  allocation—

for instance, identifying the best locations to invest in recruit-

ment campaigns for certain skill sets.

 ■ Job-response optimization: During the recruitment pro-

cess, predictive analytics helps organizations optimize their 

job posting responses. Data analysis can provide companies 

with custom recommendations and tailored best practices 

to help them achieve better responses to their job postings 

based on factors such as duration, location, occupation, and 

industry.

 ■ Customer acquisition: A staffing firm’s talent database is its 

proprietary competitive advantage and sales tool. Therefore, 

with the power of predictive analytics to harness a staffing 

firm’s Big Data and provide valuable insights into the talent on 

hand, the firm is empowered to drive future sales conversations 

directly aligned to the talent it has.

What Big Data Intelligence Means to the Staffing Industry

To process, manage, and optimize the exponential growth of resumes 

and other talent data coming from multiple sources, staffing firms 

have to leverage Big Data intelligence technology to fully understand 
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and maximize their recruitment metrics. The benefits of performing 

this type of deep-dive analysis include:

 ■ Better awareness of cost per placement: This can improve 

recruiter productivity by leveraging the technology horse-

power.

 ■ Analysis of the quality of the candidate:  This can help 

recruiters to efficiently find a broader range of candidates than 

they would find using traditional search methods.

 ■ Improve the time to fill, as well as the fill ratio: This can 

reduce search time and provide an accurate candidate ranking 

that leads to matching the right talent to the right job offering.

Predictive recruitment analytics and Big Data intelligence tools are 

changing the way organizations view, analyze, and harness their talent 

data. Leveraged efficiently, predictive analytics allows staffing teams 

to create economic value from their talent data, helping them become 

more competitive and, ultimately, more successful.

tHE ProMiSE of AnAlyticS And PEoPlE  
AnAlyticS BridgES

So, by now, you’re getting comfortable with the concept of advanced 

analytics and its associated insights, which include helping with:

 ■ Information: Understanding what happened in the past.

 ■ Knowledge: Understanding what’s happening now and why.

 ■ Intelligence: Anticipating what will happen in the future.

 ■ Actionable insights: Prescribing what we should do based on 

our predictions and forecasts.

Armed with this knowledge, we can begin to build connec-

tions between our data analytics and our insights through what 

we call the “actionable insights bridge.” One of this book’s authors, 

JP Isson, built and uses this model to illustrate to executive teams 

how actionable insights can be created using both little data and Big 

Data (see Figure 2.2).
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Business Analytics

Earlier, we discussed that the migration from business analytics to tal-

ent analytics happens simply by switching the word customer with the 

word talent. With that in mind, Tables 2.2, 2.3, and 2.4 will help us 

map preliminary reporting analytics to predictive analytics. This begins 

by translating your business question into a talent analytics question. 

For instance, a marketing question about proactive customer retention 

could be translated into proactive talent retention, and can leverage 

similar analytics techniques.

figure 2.2 analytics and actionable Insights Bridge

Actionable Insights Bridge

Future

Credit
Bureau

Call
Center

Web
Behavior

Macro-
economic

Credit
Card

 Retail

Social
Media

Physical
Fitness

Online
Video

Surveillance

GPS

Mobile

Big Data

Intelligence

Actionable
Insights

Present

What’s Happening
and Why?

Past

What Happened?
Information

Knowledge

What Will Happen?

table 2.2 Mapping Business analytics and talent analytics for the “What happened?”

Analytics Question
Business Analytics  
Solutions

Talent/People Analytics 
Solutions

What Happened? Customer dashboards and 
customer reports

Talent dashboards and talent 
reports

Customer scorecard and 
customer key performance 
indicators

Talent scorecard and talent 
key performance indicators

Cubes Human capital cubes

Triggers and alerts Triggers and alerts
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table 2.3 Mapping Business analytics and talent analytics for the “What’s happening 
and Why”?

Analytics Questions
Business Analytics  
Solutions

Talent/People Analytics 
Solutions

What’s Happening and Why? Customer segmentation Talent segmentation

Customer profiling Talent profile analysis for 
turnover and retention

Market research Market research employment 
conditions

Customer satisfaction survey Employee satisfaction survey

Voice of customer analysis Voice of candidate analysis
Voice of employee analysis

Competitive intelligence Competitive intelligence: Who 
is hiring? Where and when?

Social media analytics Candidate social media 
analytics

Text analytics Text analytics

Mobile analysis Candidate mobile analytics

Social graph analysis Candidate and employee 
social graph analytics

table 2.4 Mapping Business analytics and talent analytics for the “What Will happen?”

Analytics  
Questions

Business Analytics  
Solutions

Talent/People Analytics  
Solutions

What Will  
Happen?

Predictive Models
Customer and prospect predictive 
models
Customer acquisition
Customer targeting and selection
Customer retention
Customer reward and loyalty program
Customer upgrade
Customer attrition (voluntary churn)
Customer involuntary churn 
(termination due to bad payment)

Predictive Models
Talent and candidate predictive 
models
Talent acquisition
Talent targeting and selection
Talent retention
Talent reward and incentive program
Talent promotion
Talent attrition (voluntary churn)
Talent involuntary churn (termination 
due to bad performance)

Forecasting
Forecast market opportunities
Forecast number of new customers
Forecast number of existing customers
Forecast number of lost customers

Talent Scorecard
Forecast market opportunities
Forecast number of new employees
Forecast new and existing employees
Forecast number of lost employees
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Building A PEoPlE AnAlyticS cEntEr of ExcEllEncE

Creating a talent analytics center of excellence requires prudent invest-

ments in people, processes, and technology.

People: creating the dream team

The overall data scientist labor shortage prevalent in other indus-

tries is even more acute in the talent management and HR field. In 

a recent Wall Street Journal article, Jeanne Harris and her colleagues 

rightly assert that “It takes a team to solve the data scientist short-

age”; one of this book’s authors, JP Isson, provided insights to Wall 

Street Journal for his team solution approach at Monster.14 Similarly, 

it takes a team to build a People Analytics center of excellence to 

solve that shortage.

So, how do we do that? In addition to utilizing existing analytics 

resources, tools, and technologies to minimize your cost, building a 

multidisciplinary team of people with a variety of backgrounds will 

enable you to view your data from different perspectives and derive 

even greater insights from it. Such a skills-diverse team might include:

 ■ Technical specialists who will work closely with IT teams to 

secure the collaboration and support needed to gather data from 

multiple sources and integrate, standardize, and govern it, so 

that it can be used to help you understand your talent land-

scape. This oftentimes can be achieved by using certain report-

ing features and dashboards.

Analytics  
Questions

Business Analytics  
Solutions

Talent/People Analytics  
Solutions

Forecast churn by business function

Forecast bottom line

Forecast turnover by business 
function
Forecast bottom line

Optimization
Customer life cycle management
Customer relationship management 
optimization

Optimization
Talent life cycle management
Talent relationship management 
optimization
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 ■ Statisticians, data scientists, and business intelligence spe-

cialists who can help you elevate your talent life cycle knowledge 

and gain a better understanding of what is happening and why. 

These professionals offer a different view on the challenges and 

potential ways to address them, and are hands-on with numeri-

cal analyses. Additionally, they can leverage predictive models to 

anticipate workforce planning needs, such as identifying high-

performing employees who are at risk of leaving, candidates who 

are more likely to be successful once hired, or, say, the number 

of injuries that might occur in mining and construction indus-

tries. These individuals are fact-finding and should help to cre-

ate actionable insights from your data, and, if you have sufficient 

funding, you could also include demographers and econometri-

cians for added insights.

 ■ Business analysts and navigators who possess storytelling 

backgrounds and high data visualization acumen. This group 

will serve as the liaison between the People Analytics team and 

the rest of the business. After all, it is about using hard data 

points to paint a picture of how streamlined and cost-effective 

your organization could be that will help win over your C-suite.

Process: creating a High People Analytics impact  
with the iMPAct cycle

The main goal of every organization, and arguably the reason you are 

most likely reading this book, is to create a high business impact. In 

order to do this, you need to ensure you have the right structures in 

place to properly pull your HR analytics.

Thus, in 2012, Josh Bersin (Bersin by Deloitte), who is one of the 

leading thinkers in HR analytics, created the HR Analytical Maturity 

Model to explain the different levels of HR analytics adoption. He 

defines these stages based on four maturity levels:

 ■ Level 1 is labeled Reactive-Operational Reporting and is reflec-

tive of companies where HR analytics principally focuses on ad hoc 

operational reporting. This level is reactive to business demands,  

is characterized by data isolation, and is difficult to analyze.
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 ■ Level 2 is labeled Proactive Advanced Reporting and reflects 

companies where HR analytics focuses on operational reporting 

for benchmarking multidimensional decision making.

 ■ Level 3 is labeled Strategic Analytics and is reflective of 

companies where HR analytics focuses on statistical analysis 

development of people models and analytics of dimensions to 

understand cause and delivery of actionable insights.

 ■ Level 4 is labeled Predictive Analytics and is reflective of 

the development of predictive model scenarios for planning, 

risk analysis and mitigation, and integration with strategic 

planning.

With Bersin’s HR Analytical Maturity Model in mind, let’s explore 

the IMPACT Cycle that will help you quickly navigate across the afore-

mentioned four stages to create high business impact.

Focusing on the IMPACT

In speaking with industry leaders, experts, and business partners, we 

realized that the data challenges they were facing could be addressed 

by leveraging advanced business analytics, and the same approach and 

methodology used in traditional business could be applied to talent 

life cycle management. In fact, there are critical success factors that 

organizations leveraging talent data analytics are using to drive bet-

ter business outcomes. Companies such as Accenture, Deloitte, CGB 

Enterprises Inc., ConAgra Foods, Microsoft, Google, Goldcorp, FedEx, 

Xerox, Hewlett-Packard, SAS Institute, Bloomberg, Bullhorn, Sysco, 

Shell, CISCO, General Electric, Johnson & Johnson, Dow Chemi-

cal, and Harrah’s have invested in People Analytics to optimize their 

human capital and improve business performance, and some have 

even gained global recognition for being a Best Place to Work.

So, how do these companies do it?

The short answer is that they are focusing on the IMPACT. Coined 

in our previous book, Win with Advanced Business Analytics, IMPACT is a 

framework for creating actionable insights at every stage of the talent 

management cycle. While data is a necessary component of every busi-

ness, it alone is not sufficient to unlock value for your organization—

for this, actionable insight is required.



56 ▸  P e o P l e  a n a l y t i c s  i n  t H e  e r a  o f  B i g  D a t a

We speak with business leaders on a regular basis about their data 

assets and challenges, and it never fails—a sentiment we hear consis-

tently is that their organizations are drowning in data but are lacking 

in understanding and actionable takeaways from that data. Based on 

our experience leading and building analytics teams from the ground 

up, as well as taking into account input we received from researching 

successful analytical organizations, we developed the IMPACT Cycle to 

help guide analysts through the process of ensuring they are insightful 

business partners, rather than just purveyors of data. (See Figure 2.3.)

It’s not always an easy task to get your analysts to pull their heads up 

from the data and focus on the business; in fact, it is a bit of both an art 

and a science. The IMPACT framework is made up of the following steps:

 ■ Identify the questions: In a nonintrusive way, help your 

business partner identify the critical business question(s) he or 

she needs help in answering. Then set a clear expectation of the 

time and the work involved to get answers.

figure 2.3 the IMPaCt Cycle: the analyst’s Guide for Creating high-Impact analytics
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 ■ Master the data: This is the analyst’s sweet spot—assembling, 

analyzing, and synthesizing all available information that will 

help in answering the critical business question. Create simple 

and clear visual presentations (charts, graphs, tables, interactive 

data environments, etc.) of that data that are easy to comprehend.

 ■ Provide the meaning: Articulate clear and concise interpreta-

tions of the data and visuals in the context of the critical busi-

ness questions that were identified.

 ■ Act on the findings and recommendations: Provide 

thoughtful business recommendations based on your interpre-

tation of the data. Even if they are off base, it’s easier to react to 

a suggestion than to generate one. Where possible, tie a rough 

dollar figure to any revenue improvements or cost savings asso-

ciated with your recommendations.

 ■ Communicate insights: Focus on a multipronged commu-

nication strategy that will get your insights into the organiza-

tion as far and as wide as possible. Maybe it’s in the form of an 

interactive tool that others can use, a recorded WebEx of your 

insights, a lunch and learn, or even just a thoughtful executive 

memo that can be passed around.

 ■ Track outcomes: Set up a way to track the impact of your 

insights. Make sure there is future follow-up with your business 

partners on the outcomes of any actions. What was done, what 

was the impact, and what are the new critical questions that 

need your help as a result?

The IMPACT Cycle can help you guide discussions on some key 

talent management decisions, including:

 ■ What type of talent to attract and who to select?

 ■ Which employees to engage and develop?

 ■ Which employees to reward and promote, and whom to terminate?

 ■ How to reduce the cost of a bad hire?

 ■ How to best manage people?

 ■ What drives performance and retention?

 ■ How to assist employees with performance improvement?
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 ■ How to increase employee engagement, satisfaction, loyalty, 

and lifetime value?

 ■ How to improve succession planning, leadership, and overall 

talent life cycle management?

technology: talent Management tools

Over the past four decades, HR has shifted from mainframe computers 

and manual payroll systems to cloud-based technology, software as a 

service (SaaS), and client–server solutions. In fact, the emergence of 

TMSs has enabled companies to capture, store, and manage a variety 

of employee and HR data, including social media data and talent digital 

footprints. As we see the amount of data increase, we see the number 

of HR tech firms who create these solutions also increase. In fact, this 

industry represents roughly $4.5 billion in business.15

But, because this is a journey, it is always best to start small and 

first master the human capital information at your disposal. As we 

mentioned, analytics is fairly new in HR, so leveraging experts in the 

field of traditional analytics technology can help you map out the best 

approach for your organization.

According to the 2014 HR trends survey conducted by the Infor-

mation Services Group,16 there are three major benefits that compa-

nies expect to realize from their HR investments:

 1. An improved user and candidate experience.

 2. Access to ongoing innovation and best practices to support the 

business.

 3. Increased implementation speed to enhance the value of tech-

nology to the organization.

When investing in talent management tools and selecting service 

providers, there are some basic considerations to keep in mind:

 ■ Does it ensure data security and data privacy?

 ■ Does it integrate with existing systems, both HR and your gen-

eral information technology (IT)?

 ■ Is it customizable (can it align with internal systems and processes)?
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 ■ Does it enable reporting and analytics regarding the employee 

life cycle?

 ■ Is it a cloud-based SaaS solution?

 ■ Is it flexible, with mobile and social platforms that have the abil-

ity to handle Big Data?

 ■ Is there a social collaboration tool?

 ■ Does it have an intuitive and user-friendly interface?

 ■ Is it a scalable system?

Before getting started, there are also a baker’s dozen best practices 

to keep in mind for building a successful People Analytics journey.

 1. Get buy-in from your senior leadership team.

 2. Tie your People Analytics goals, strategy, and activities to the 

business goals of your organization.

 3. Start small, but dream big.

 4. Follow a baby-steps approach when implementing People 

Analytics. It is an approach that needs to be delivered in stages.

 5. Don’t let the “good” be the enemy of the “best” with your data. 

Oftentimes, talent data can be very messy and not 100 percent 

accurate at first. It is challenging to aggregate and integrate 

because of the quality of the data. Start with what you have 

and improve as you learn.

 6. Have some quick measurable wins to build the momentum 

and create awareness.

 7. Leverage existing tools and resources as far as you can before 

requesting heavy investment in new tools and software.

 8. Start by addressing small questions and pieces of information.

 9. Use what you learn, and focus on developing and building 

capabilities.

 10. Don’t get lost in the sea of data; let the business question lead 

your data requirements.

 11. Take a collaborative approach with IT, finance, and other 

departments within your organization. People Analytics should 

be everyone’s business.
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 12. Proactively prepare by readying for change management, 

training curriculum, and end-user experience testing to ensure 

good implementation.

 13. Create a People Analytics exchange hub where profession-

als from various departments in your organization can share 

best practices and experiences of leveraging analytics. These 

individuals could become your advocates and help promote 

adoption by offering fact-based decisions and data-driven 

approaches across the organization.

Interview with Mark Berry, Vice President, 
Human Resources (Chief Human Resources 
Officer),  CGB Enterprises, Inc., and former Vice 
President, People Insights, ConAgra Foods
JP Isson had the opportunity to speak with Mark Berry, HR Trendsetter, 
2015 HR Magazine, about the implementation of a People Analytics team 
and HR business challenges dos and don’ts in talent analytics.

Isson: To lead a People Analytics team, do you need to be a 
guru in mathematics or statistics?

Berry: To lead HR analytics, you don’t need to be a PhD in statistics or 
mathematics. You need three things: (1) a keen understanding of your 
business—how it makes money, what makes it competitively formidable in 
the marketplace, and where people can be leveraged to create competitive 
advantage; (2) a natural curiosity about business challenges and how to 
align people and processes to optimize outcomes; and (3) resources—
talent, consultants, and technology—to make the work easy. The most 
important thing is the ability to formulate the right business question or 
challenge: “How does talent affect execution of our business’s strategy?” 
“What capabilities are necessary to help our business succeed?” or a host 
of others. Analytics acumen has a place, but more important is busi-
ness acumen—and an understanding of how to leverage people to drive 
improved outcomes.

Isson: What was your biggest challenge putting People 
Analytics in place and convincing the CEO?

PR
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Berry: Jeff Bezos, the founder of Amazon, has been quoted as saying: “If 
you are going to innovate, you have to be willing to be  misunderstood.” 
The quote can be applied to workforce analytics as well—with one caution: 
Failing to make your efforts understood can be fatal!

In workforce analytics, many stakeholders don’t understand the 
science behind the capability. In fact, few equate data, analysis, and 
insights with HR. What analytics leaders must do is help the potential 
of workforce analytics to become understood—to help stakeholders 
appreciate the potential of the capability—to improve a business’s 
ability to attract, engage, develop, and retain key talent; to optimize the 
company’s investments in people; and to quantify the impact of HR’s 
programs and practices on the business’s outcomes. We can’t afford 
to be misunderstood—most typically, misunderstanding results in 
defunding and dismantling of analytics initiatives. We must seek to 
be understood, by explaining and demonstrating the value of analyt-
ics to the business in language business leaders understand and will 
embrace.

Isson: What types of business challenges were you able to 
address using People Analytics?

Berry: I’ve been blessed with a pretty wide range of opportunities—the 
businesses where I’ve worked have been truly “target rich” environments. 
There has been no lack of opportunities, but I believe that’s the case in most 
organizations. However, that makes answering your question so difficult—
because during a 20-plus-year career in HR, I’ve used fact-based decision 
making to address a number of issues.
Here are several examples:

 ■ Calculating the probability of an employee’s missing work on 
days contiguous to a two- or three-day scheduled time off.

 ■ Evaluating the costs of closing a nonprofitable facility versus 
the investments required to make the facility productive and 
profitable.

 ■ Defining what prospective and current employees most value in 
terms of total rewards, how the company measures up relative 
to those values, and what the organization needs to do to better 
align its offering to drive improved attraction, engagement, 
development, and retention of talent.

(Continued )
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 ■ Determining the degree to which employees affected by a major 
change initiative are embracing the changes required and 
defining how to improve change agility.

 ■ Quantifying the total cost of a workforce and optimizing 
those costs through improved planning, analysis, and 
forecasting.

In each of the cases, the common components are: (1) focus on people, 
(2) solving business issues, and (3) using data to drive improved out-
comes. The challenges and opportunities are different in every business; 
our opportunity is to take time to understand the businesses we serve, 
learn what makes them successful, define what the people “levers” of 
that success are, and determine how to influence those levers to drive 
improved outcomes. What is most critical is doing what is meaning-
ful, impactful, and sustainable for your business. Don’t get caught in 
the tendency of many in HR to focus on the “bright, shiny object”—the 
initiative you heard about at a conference or read about in a book. They 
might be good, but what’s important is what is good for your business.

Isson: What advice would you give to companies starting 
their People Analytics journey?

Berry: Dream big, start small, and tailor what you do to what your 
business most needs. Let me break those down:

 ■ Dream big: To be understood, you have to cast a compelling 
vision: How will the work you do help the business be 
more successful? How will the work you do change your 
organization? What is the full scope of the work you want to be 
able to do—long term—in People Analytics? Vision is critical; 
it helps stakeholders understand the big picture—where you 
are going, why you are going there, and what will be different 
along the way. 

 ■ Start small: This may seem contrary to the preceding point, but 
it’s not. Analytics leaders need to cast a big vision but be able 
to deconstruct that all-encompassing vision into its component 
parts, breaking it down into small, bite-size projects and 
initiatives that—over time—will help to bring the greater vision 

(Continued )
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to life. In my world, it’s meant starting in places that often are 
not sexy or exciting from an analytics perspective. An example: 
“Why are we losing such a high percentage of our college 
hires?” It’s not a question that’s exciting for the person looking 
to do engagement analysis or EVP [employee value proposition] 
development, but it may be where your business needs your 
focus. Starting small allows analytics leaders to realize quick 
wins, building equity for future investments. We must avoid 
the urge to focus on the bigger and overlook the smaller, more 
immediate opportunities.

 ■ Tailor what you do to what your business most needs: I 
can’t emphasize this enough. HR leaders shouldn’t delude 
themselves into believing that they can have a strategy 
independent of the business’s strategy. In my world, my 
foundational strategy is the business strategy.

KEy TAKEAWAyS

 ■ People Analytics or talent analytics is another type of business analytics that 
is obtained by simply replacing the word customer from business analytics 
with the word employee or talent.

 ■ People Analytics is a journey and not a destination.

 ■ People Analytics helps organizations to avoid relying solely on gut feelings, 
instinct, or experience, and instead uses data to address critical business 
questions such as:

 ■ What drives performance?

 ■ What drives turnover?

 ■ What drives retention?

 ■ How to best manage people?

 ■ Whom to hire?

 ■ Whom to acquire, develop, promote, and retain?

 ■ To be successful, a People Analytics strategy should start small but have 
big long-term goals in mind and include quick wins to build momentum and 
awareness.



64 ▸  P e o P l e  a n a l y t i c s  i n  t H e  e r a  o f  B i g  D a t a

 ■ People Analytics requires collaboration of the entire organization to be 
successful.

 ■ People Analytics requires a talent analytics center of excellence by investing in:

 ■ People (the analytics resources)

 ■ Process (the IMPACT Cycle)

 ■ Technology (to manage, master, analyze, and leverage talent data)

 ■ Similar to the analytics revolution that invaded marketing in the late 1990s, 
HR will undergo an analytical revolution that will change the way we manage 
the talent life cycle.

 ■ Human capital decisions will become increasingly a combination of art (human 
intuition and experience) and science (the intelligence of data analytics).

 ■ People Analytics will become the Moneyball of HR/human capital, and 
companies not embracing People Analytics in the future will be playing 
catch-up and will be lagging.
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Give me six hours to chop down a tree and I will spend 
the first four hours sharpening the axe.

—Abraham Lincoln

While no one is chopping down a tree, Lincoln’s quote accu-

rately captures the important role that preparation plays 

in People Analytics. Some leading companies have been 

applying the same critical assessment and rigorous discipline to 

workforce management as they do to other aspects of their busi-

ness—and they’re leveraging People Analytics to gain insight and 

optimize outcomes. Investing the time in performing due dili-

gence with data analytics will not only save organizations time and 

money, but it will also result in a more satisfied workforce who will 

drive business performance and help build and maintain a com-

petitive edge.

In this chapter, we’ll take a look at the core pillars needed to build 

a successful People Analytics framework. But first, let’s quickly recap 

how we got here.

In the two previous chapters, we introduced People Analytics. By 

now, you should have a better understanding of how the Internet has 

changed the workforce equation and revolutionized the overall talent 

sourcing process while moving from a print base to a web base. It also 

enhanced the word-of-mouth aspect of social networks and social hir-

ing channels. Additionally, Internet sourcing enabled the explosion of 

digital talent data and metrics, changing how this information could 

be captured, stored, processed, analyzed, and managed. This resulted 

in a better understanding of specific workforces and improved sup-

port through human capital analytics. Having online sourcing also 

helped to increase the base of potential candidates and perpetuated 

the talent war.
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We also discussed the worldwide workforce status and the global 

employment conditions. We covered the distribution of global talent 

and skill sets. You are probably  aware of the challenges and oppor-

tunities associated with the aging population in Western countries, 

baby boomers who are poised for massive retirement, the millennials’ 

impact, the labor shortage in some sectors such as science, technology, 

engineering, and mathematics fields, the global talent and skills gap,1 

the Big Data impact, and the unbalanced supply-and-demand equa-

tion challenge.

We also covered how to migrate from business analytics to People 

Analytics by leveraging the approaches and fundamentals of tradi-

tional analytics techniques. We explained how People Analytics, also 

called talent analytics or workforce analytics, is simply another type 

of analytics that can be achieved by replacing the word customer (from 

customer analytics) with the word talent or employee. We discussed how 

the same analytics principles of understanding past behavior, explain-

ing present behavior, and predicting future behavior could be applied 

to talent management, leading to what is called workforce analytics, 

talent analytics, or People Analytics.

A workforce represents both the most invaluable asset and the 

largest expense line item for any business. Understanding its dynamic 

and associated trends is paramount for any business poised to lead 

and succeed. According to some studies, the total human capital cost 

accounts for 60 to 70 percent of all companies’ expenses.2 This most 

valuable asset requires a similar approach to that used in traditional 

business to drive performance. This means organizations should take 

the guesswork out of their talent management cycle by leveraging 

analytics, and analytics insights could be applied at every stage of tal-

ent life cycle management to optimize outcomes.

Today’s explosion of digital information (internal and external), 

called Big Data, is propelled by the proliferation of tools, software, and 

infrastructures. It has enabled new possibilities to capture, store, pro-

cess, analyze, and manage employee data (from a variety of sources, 

including social media, job boards, offline data, and macroeconomic 

data from the Bureau of Labor Statistics) to drive business performance 

leveraging analytics. Similar analytics approaches from customer  
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life cycle management analytics can be applied to the talent life cycle 

management to drive performance from a company’s workforce. 

Analytics allow the talent management life cycle to be an actionable 

combination of art (intuition and experience) and science (data intel-

ligence) for human capital management.

Now that we have covered these fundamentals, in this chap-

ter we will discuss the framework that will help your organization 

to successfully navigate talent life cycle management and the talent 

data, and quickly put People Analytics to work for your company. 

We will outline and propose a conceptual framework for successfully 

implementing talent analytics in any organization so that your talent 

management initiatives will flourish and bring a positive return on 

investment. Our ultimate goal in this book is to share practical exam-

ples and solutions that have been proven to work for some of the top 

companies around.

Before we elaborate more on the People Analytics framework, let’s 

provide some background on how we created this framework.

Based on our more than 44 years of combined experience building 

and implementing business analytics teams and solutions, and enriched 

by conferences, panel discussions, and keynote speeches and Q&A  

sessions delivered across the world over the past 10 years, and by 

listening to people and gathering their most pressing challenges, we 

realized that there was an opportunity to apply traditional business 

analytics techniques to workforce and human capital challenges. We 

then spoke to industry leaders and conducted research with more than 

340 industry leaders and experts in talent acquisition and talent reten-

tion, talent development, human resources (HR), staffing, and busi-

ness partners to learn about their most important business priorities 

and challenges.

Four major challenges emerged from our research and interviews 

with these leaders and experts:

Challenge 1—Silos and disconnected data and tools: Nearly 

every individual we’ve spoken with has wrestled or is wrestling 

with massive amounts of internal and external siloed data, and 

different tools that don’t talk to each other.
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Challenge 2—Lack of optimization: Although the data exists, 

there is a pressing need to cull the right information in order to 

optimize the stages of the talent management life cycle.

Challenge 3—Analytics expertise: Beyond reporting, most 

businesses do not have the qualified resources needed to create 

and translate the data story into business outcomes.

Challenge 4—Predictive insights: There is a lack of insight, 

despite the deluge of data, when it comes to determining trends 

that can anticipate future workforce behavior and organizational 

needs.

DATA AnD ToolS ChAllenge

The common business challenge we heard was data: “We have lots of 

disconnected data and tools.” HR leaders are inundated with lots of 

data residing in multiple silos, and tools and systems that do not talk 

to each other and that generate countless reports. These teams are not 

getting enough understanding and insights from that data, and they 

are looking for actionable analytics from the trove of data so they can 

optimize their talent life cycle management to drive better business 

performance. They would like to become more proactive in leveraging 

predictive analytics to anticipate talent behavior.

They also feel the pressure from the Big Data wave, which has 

increased the complexity of intelligence they need to distill. The influx 

of information has caused them to feel confused, perplexed, lost, inse-

cure, unclear, disoriented, and scared. However, they are all convinced 

that there is an untapped value and intelligence to be captured from 

that data. They believe that in this new era of a data intelligence rev-

olution the old approach of “spray and pray” or “post and pray” is 

outdated, and worry that experience plus intuition no longer works. 

And the majority truly believe that the human resources workforce 

and the entire human capital management function will undergo a 

tremendous change thanks to Big Data analytics. They believe that 

an analytics revolution similar to the one that invaded marketing in 

the late 1990s3 is coming into the talent management/human capital 
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world, and they need to be ready to embrace the revolution to avoid 

being left behind and having to either play catch-up, join the laggards, 

or simply go out of business—and data intelligence will be a key driver 

of their talent management cycle optimization.

Talent life Cycle optimization Challenge

Industry leaders also shared with us several stages of their talent life 

cycle management that they would like to optimize by leveraging the 

power of Big Data analytics and drive business performance. The fol-

lowing are the seven most important talent management stages that 

the leaders we spoke with consider critical when it comes to creating 

business value from their talent data:

 1. Workforce planning

 2. Sourcing

 3. Acquisition/hiring

 4. Onboarding, culture fit, and engagement 

 5. Employee churn and retention

 6. Performance assessment and development and employee life-

time value

 7. Employee wellness, health, and safety

Qualified Analytics Resources Challenge

HR teams are not known to be analytics-driven people or data crunch-

ers. The third business challenge they expressed was the lack of 

resources and skills to harness different sources of data they have. They 

don’t have the skill sets required to create business value from their 

vast trove of data; they don’t have resources to tell the data story and 

speak the business language. While some lack the analytical resources 

needed to help them move beyond traditional reporting, others wrestle 

with capturing the right key performance indicators. They are looking 

for resources to help them create predictive insights and drive business 

performance, but they don’t know how or where to start.
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Predictive Insights Challenge

Experts and industry leaders we spoke with also mentioned that 

they lacked insights needed to create business value and gain a bet-

ter understanding of their talent and human capital data. The vast 

majority of those leaders would like to anticipate their workforce’s 

behavior by leveraging predictive analytics at every stage of the 

talent life cycle. They all agree that the aforementioned stages are 

invaluable and are looking for resources and solutions to access the 

untapped opportunity potential of talent insights to drive business 

performance.

While some teams don’t know where to start, others are still strug-

gling to move beyond ad hoc reports and siloed tools. They want pre-

dictive insights and user-friendly tools that could also help them to 

address workforce questions such as:

 ■ What staff would they need to hire in the next 6, 9, 24, and 60 

months?

 ■ Where, when, and how should they source new talent?

 ■ What area(s) of their talent-sourcing pipeline will become weak 

in the future?

 ■ How should they find candidates: Online only? Offline only? 

Social media?

 ■ How can they measure the candidate’s experience?

 ■ Does the candidate’s experience affect her or his loyalty?

 ■ Does the candidate’s experience impact performance?

 ■ Does a candidate’s interview performance indicate performance 

at the job?

 ■ Who should they hire by leveraging analytics?

 ■ Who are the high performers at risk of leaving and why?

 ■ How should they engage with their talent?

 ■ How do they measure the quality of a hire?

 ■ What is the impact of employee engagement on turnover?

 ■ What is the impact of employee satisfaction on customer satis-

faction and business performance?
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 ■ What should be the value of the referral program?

 ■ Should companies hire more millennials? And, if so, what is the 

best way to attract them?

 ■ What is the breakeven point of a new employee? What is the 

lifetime value of the talent?

 ■ Should they keep only the high performers on their team?

 ■ How can they keep, protect, and engage high performers?

 ■ What is the dream team to mine talent data?

 ■ What is the right mix of talent to achieve business objectives?

 ■ Did the quality of hire increase or decrease in your organiza-

tion?

 ■ How to measure new hires’ contributions: Have they helped to 

increase company revenue and profitability?

 ■ Who are the top talent who should be retained?4

 ■ How can a company predict and reduce voluntary turnover?

 ■ How is employee lifetime value calculated?

 ■ What is the cost of a bad  hire?

 ■ Who are the employees more likely to be injured?

 ■ What is the impact of well-being, health, and safety on talent 

performance?

 ■ What is the impact of well-being, health, and safety on a com-

pany’s bottom-line performance?

With those critical human capital business challenges in mind, we 

gathered research and listened to industry leaders, experts, and busi-

ness partners, only to realize that the data challenge and the aforemen-

tioned talent stages could be addressed by leveraging advanced business 

analytics. We noticed that the same approach and methodology used 

in traditional business could be applied to talent life cycle manage-

ment. And, more important, there are critical success factors between 

companies that are leveraging talent data analytics and those that 

are not. Leading companies like Google, CISCO, Johnson & Johnson,  

Xerox, Hewlett-Packard, Bullhorn, Bloomberg, Microsoft, Deloitte,  
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Accenture, SAS Institute, Pfizer, Sysco, Dow Chemical, and Harrah’s 

invested in People Analytics to optimize their human capital to create 

business value and drive performance, and some of them have even 

been named a Best Place to Work multiple times. Looking at this data, 

we realized that we could apply predictive analytics to the entire talent 

life cycle management data to help drive business value for organiza-

tions leveraging the IMPACT Cycle.

As discussed in Chapter 2, the IMPACT Cycle provides a power-

ful guide for creating actionable insights at every stage of the talent 

management cycle. To review, the IMPACT Cycle is made up of the 

following steps:

 1. Identify the questions: In a nonintrusive way, help your 

business partner identify the critical business question(s) he 

or she needs help in answering. Then set a clear expectation of 

the time and the work involved to get answers.

 2. Master the data: This is the analyst’s sweet spot—assembling, 

analyzing, and synthesizing all available information that will 

help in answering the critical business question. Create simple 

and clear visual presentations (charts, graphs, tables, interactive 

data environments, etc.) of that data that are easy to comprehend.

 3. Provide the meaning: Articulate clear and concise interpre-

tations of the data and visuals in the context of the critical busi-

ness questions that were identified.

 4. Actionable recommendations: Provide thoughtful business 

recommendations based on your interpretation of the data. 

Even if they are off base, it’s easier to react to a suggestion 

that to generate one. Where possible, tie a rough dollar figure 

to any revenue improvements or cost savings associated with 

your recommendations.

 5. Communicate insights: Focus on a multipronged commu-

nication strategy that will get your insights into the organiza-

tion as far and as wide as possible. Maybe it’s in the form of an 

interactive tool that others can use, a recorded WebEx of your 

insights, a lunch and learn, or even just a thoughtful executive 

memo that can be passed around.

www.allitebooks.com

http://www.allitebooks.org
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 6. Track outcomes: Set up a way to track the impact of your 

insights. Make sure there is future follow-up with your busi-

ness partners on the outcomes of any actions. What was done, 

what was the impact, and what are the new critical questions 

that need your help as a result?

Applying the IMPACT Cycle to the seven stages of the talent life 

cycle management process to create business value is what we called 

the “Seven Pillars of People Analytics Success,” which is the frame-

work for People Analytics success.

The framework outlined in the following pages can be used to 

derive actionable insights from data to predict and optimize outcomes. 

And these pillars will serve as the basic principles discussed through-

out the rest of this book.

The Seven PIllARS of PeoPle  
AnAlyTICS SuCCeSS

The framework (Figure 3.1) is an essential guide to help staffing man-

agers, HR managers, business partners, or human capital managers 

to be competitive using People Analytics. It could be very helpful to 

organizations that have expressed an interest in harnessing their talent 

figure 3.1 the Seven Pillars of People analytics Success
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The Framework to Put People Analytics at Work

The Seven Pillars of People Analytics Success
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data leveraging analytics across the entire cycle of talent management 

to drive better outcomes.

This framework could be the ultimate guide for People Analytics 

experts/builders and People Analytics end users. It has been built 

to address key C-suite challenges, offering practical guidance for 

chief operation officers, chief financial officers, chief health officers, 

chief people officers, chief human resources officers, chief market-

ing officers, chief talent officers, and heads of staffing. With Peo-

ple Analytics, companies now have a blueprint to take their talent 

management to the next level. We hope this framework will inspire 

creativity in talent analytics as well as spark interesting and con-

structive debates throughout your companies regarding the talent 

management cycle.

Armed with the People Analytics framework, HR, staffing leaders, 

and business partners can definitively link their actions and activities 

to business outcomes by combining the art of the industry (their expe-

rience, expertise, intuition, and storytelling), with science (data intel-

ligence) to address major workforce business questions.

leveRAgIng The PeoPle AnAlyTICS fRAmewoRk

The ultimate goal of this framework is to focus your organization’s 

attention on those areas that are keys to talent analytics success and 

will lead to greatest return on investment (ROI). This chapter is an 

introduction to the elements of the framework. Practical examples are 

provided throughout the book as well as dedicated chapters to illus-

trate concepts of the framework.

People Analytics is at a very infant stage, and this framework 

should be used as a starting point for your organization. Because each 

company faces unique circumstances, we recommend you adjust it 

to meet your most pressing goals and priorities, and we welcome any 

stories and feedback regarding how the framework has helped you to 

create business value from your talent life cycle data to drive business 

performance.

There is no specific order to follow with these pillars because the 

challenges each company faces will differ. For instance, one organiza-
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tion may have a great talent retention strategy but be really weak in 

talent acquisition. However, you will find that there are natural corre-

lations between pillars within the framework, as well as their underly-

ing analytics. Take the Acquisition/Hiring Analytics pillar, for example. 

A bad candidate selection could also lead to an increase in turnover 

rates or high retention costs, represented by the Employee  Reten-

tion pillar. Depending on the maturity of your company’s workforce 

analytics, each pillar could possibly be addressed separately without 

following a specific order.

The framework could also be adjusted based on your company’s 

most pressing needs. It should help to master the talent management 

life cycle, propelling it with the power of analytics that could be:

 ■ Descriptive: What happened in the past?

 ■ Diagnostic: What is happening now and why?

 ■ Predictive: What will happen and why?

 ■ Prescriptive: What should you do knowing what will happen?

Analytics used throughout this framework follow an approach 

similar to customer life cycle management, with the overall idea being 

a substitution of the word employee or talent (for People Analytics) for 

the word customer (from business analytics), and similar analytical 

techniques could be used.

The framework contains seven pillars that are critical to any busi-

ness eager to successfully implement analytics across its talent man-

agement cycle and drive business performance. Optimizing every stage 

of the employee life cycle management by leveraging analytics is what 

really matters, as it could influence workforce planning, sourcing, hir-

ing, engagement, termination, retention, promotion, and performance 

as well as the overall company business objective.

In the next sections, we provide a short introduction to the seven 

pillars. Throughout the book, we also introduce dedicated chapters, 

examples, and case studies from companies that are already competing 

and winning with talent analytics. For each pillar, we will define the 

pillar, the underlying talent management stage, appropriate analytics, 

and some business questions that could be addressed using the analyt-

ics IMPACT cycle.
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The Seven Pillars of People Analytics Success are made up of the 

seven stages of the talent management cycle where business analytics’ 

impact is created from the talent data.

This is by no means an exhaustive list of the stages of talent life 

cycle management, but based on our research it represents the most 

important pillars that industry leaders and experts we spoke with 

consider critical to successfully creating the best value from your 

human capital.

woRkfoRCe PlAnnIng AnAlyTICS PIllAR

You have probably seen countless definitions of workforce plan-

ning, and we will have the opportunity to more thoroughly explore 

it in the next chapter. However, generally speaking, workforce 

planning refers to the process that helps identify what talent your 

organization will require to achieve its business goals and busi-

ness objectives—from current needs to future needs and succession 

planning.

Planning should start with a clear definition and understanding 

of your company mission, and the most pressing business goals and 

objectives. As with any large undertaking, it is important to be trans-

parent and include all internal stakeholders and executives in the pro-

cess to ensure full organization-wide support. They should understand 

from the get-go what their role is, how finding the right talent at the 

right cost will impact the company’s objectives, how HR functions and 

activities relate to business challenges, and what is the business ROI of 

the initiative.

The Workforce Planning Analytics pillar is about leveraging ana-

lytics to proactively plan for the right number of employees with the 

right skill sets, at the right place, at the right time, and at the optimal 

cost. It is one of the most important pillars of the talent management 

cycle because it is highly connected to the other pillars. For instance, 

turnover and retention insights will feed the workforce planning ana-

lytics pillar. It is influenced by the quality and accuracy of the model 

used to predict churn or employee turnover, both voluntary and invol-

untary, as well as talent acquisition and promotion models.
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This pillar is useful for gaining insights into:

 ■ The staffing needs your organization had in the past.

 ■ The current staffing requirements.

 ■ What staff will be needed 6, 9, 12,  60, or 120 months from now.

Workforce planning analytics helps organizations to create eco-

nomic value from their human capital data. When properly executed, 

this approach enables your organization to reduce labor costs (through 

acquisition, onboarding, retention, and cost per hire), increase produc-

tivity, and drive business performance by providing organizations with 

the right knowledge and tools to be proactive in managing their most 

valuable asset: their employees.

In a dedicated chapter later in the book, we will discuss how lead-

ing companies like Dow Chemical, Bullhorn, Black Hills, and Société 

de Tansport de Montréal have leveraged this pillar.

SouRCIng AnAlyTICS PIllAR

Successfully searching for candidates in today’s global competitive 

talent market requires an approach that leverages the power of ana-

lytics to identify and locate candidates, assess their potential, and 

engage with them. Talent sourcing analytics, or the Sourcing Ana-

lytics pillar, is about harnessing all the data and talent information 

available to optimize your sourcing results, including how to deter-

mine staffing resources and what channels will be most effective to 

engage potential candidates. We define talent sourcing as a talent 

management process that consists of proactively searching for can-

didates to fill specific positions (clearly defined from your workforce 

plan), while leveraging job boards, employee referrals, staffing firms, 

and headhunters, as well as offline, online, and social media tools 

and resources.

Once you’ve completed your workforce planning stage, you will 

have a solid plan of how you will help your organization achieve its 

business goals. At this stage, you will also start investigating how you 

will staff your plan, and what channels you can use to accomplish this. 
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Talent sourcing analytics is about harnessing all the data and talent 

information available to optimize your sourcing results: It is the pro-

cess of applying the IMPACT Cycle to this talent management stage to 

create business value.

The Sourcing Analytics pillar is also about understanding and cap-

turing both the employer’s decision journey data and the candidate’s 

decision journey data to optimize your outcome. It can help a business 

address questions such as:

 ■ How can a business move a candidate from passive or visitor 

viewer to a job applicant?

 ■ What is the candidate decision journey?

 ■ What is the competitive employer decision journey?

 ■ What sourcing channels will optimize candidate search results?

 ■ Where are the best places to search for a specific niche of candi-

dates with technical skills such as those in science, technology, 

engineering, and math fields?

 ■ When and where should an organization increase search activities?

 ■ What sourcing channel delivers the best return on investment?

 ■ How can a business best allocate searching spend and efforts?

 ■ Similar to traditional attribution, should a business assign the 

highest weight to the first visit or the last click?

 ■ What is the best attribution model when it comes to sourcing?

 ■ What is the impact of employee referrals, social networks, and 

job boards on sourcing results?

 ■ What is the ideal mix of resources, tools, and processes needed 

to optimize search efforts?

 ■ What is an organization’s dream team for sourcing?

 ■ Does an organization need a Boolean-search black belt expert, a 

sourcing professional, or an Internet search professional?

 ■ What is the impact of offline sourcing in this era of digitalization?

 ■ How to optimize your talent sourcing by harnessing  publicly 

available talent data?
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Organizations should use the Sourcing Analytics pillar to gain 

insights that can be used to create targeted strategies that effectively 

use both internal and financial resources to find top candidates from 

a variety of channels (online, job boards, social media, referrals, and 

headhunting services) and drive better business performance.

In a dedicated chapter later in the book we will discuss frontline 

stories from companies such as CISCO, Microsoft, and Bloomberg.

ACQuISITIon/hIRIng AnAlyTICS PIllAR

Whether you have a small company or manage a large organization 

with thousands of employees, choosing the wrong candidates can 

have a lethal impact on your business. According to the Harvard Busi-

ness Review, 80 percent of employee turnover is due to bad hiring deci-

sions.5 Additionally, the Society for Human Resource Management 

estimates that the cost of bad hiring decisions can add up to as much 

as five times the annual salary of the hire.6 So ensuring that your orga-

nization makes wise talent investments is critical to both long-term 

and short-term success.

The Acquisition/Hiring Analytics pillar uses predictive analytics to 

score all job applicants and select only the best candidates with whom, 

as a hiring manager, you should meet with. Talent acquisition predic-

tive models help you save resources, time, and money so that you only 

interview candidates who, if hired, will be loyal and perform well at 

work. Analytics also help to optimize the interview process, helping to 

determine the best ways to vet candidates, to set up interview ques-

tions, and to create some tests that can be used to analyze the correla-

tion between a candidate’s performance during the interview and his 

or her performance in a particular job function.

Real-world example

Google’s People Analytics team analyzed how many interviews should 

be conducted before an offer would be made to the candidate. They 

researched which types of questions helped them gain the best insight 

into how their applicants approached problem solving, and analytics  
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helped them to adjust their hiring and interview process accord-

ingly. As a result, they ended up removing what they called “useless 

brainteaser questions” and psychometrical relevancy tests,7 such as 

“How many golf balls can fit in an aircraft?” and “How many gas sta-

tions are available in New York?”

By applying the IMPACT Cycle to talent data and to the informa-

tion generated through talent acquisition, advanced analytics can help 

businesses address talent acquisition questions, including:

 ■ What are the best sets of questions to ask during an interview?

 ■ Should we really still look at resumes today?

 ■ Should we care about the dates on a resume?

 ■ Should the interview be on-site or remote?

 ■ Is there a correlation between interview performance and job 

performance?

 ■ How many interviews should we conduct before hiring?

 ■ What is the impact of candidate experience and the interview 

outcome?

 ■ How many resources need to be involved in the candidate selec-

tion process?

 ■ When should a business make the final offer?

 ■ When should an organization look to hire a specific skill set?

 ■ Do referred candidates tend to perform better than other  

candidates?

 ■ Is there a correlation between signing bonus interview ques-

tions versus job performance questions?

 ■ What candidates should you hire?

Because of long-ranging consequences of a bad hire8 and the cost of 

missing a great candidate, analytics should be used to help employers 

optimize their practice of making talent acquisition a combination of 

art and science—a discipline that will help to drive their business value.

In a dedicated chapter later in the book, we will explain how lead-

ing companies have been leveraging the Acquisition/Hiring Analytics 

pillar along with frontline applications.
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onboARDIng, CulTuRe fIT, AnD engAgemenT PIllAR

Talent onboarding and Culture fit

Once the right candidates have been hired, they need to be prop-

erly onboarded to ensure they are aligned with the primary business 

goals and the overall mission of the company. New hires need to have 

the best first impression of you as a manager and of your company. 

Depending on the role and position of your new hire, this should be 

accomplished within the first 6 to 12 months by assisting him or her 

with a list of resources and tools along with clear guidance on expecta-

tions and goals.

We define “talent onboarding” as an ongoing talent manage-

ment process that consists of introducing, training, mentoring, 

coaching, and integrating a new hire to the core values, business 

vision, and overall culture of an organization in order to secure 

new employee loyalty and productivity. The Onboarding, Culture 

Fit, and Engagement pillar can be used to enhance a new hire’s first 

impression and create business value from your onboarding activi-

ties and efforts.

Taking the time to develop a robust onboarding program will 

increase employee satisfaction and loyalty, and will accelerate time 

to productivity through acclimation processes. Similar to the cus-

tomer welcome program that some companies use to introduce new 

customers to their business, first impressions really do make a dif-

ference, and new hire onboarding is a key component of the talent 

management process: This is your new employee’s introduction to 

your organization during the period when he or she is still think-

ing about the decision he or she made to join your company; and, 

if done properly, this onboarding process can drastically improve 

ramp-up time.

To accomplish this, however, requires the mastering of data intel-

ligence, which will allow you to optimize the mentoring, learning, and 

reinforcement needed to drive new hire satisfaction. It will also help 

your organization address vital talent management questions, including:

 ■ How can a business improve time to performance?

 ■ Does your new employee fit with company culture?
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 ■ What are the key drivers of time to performance and productivity?

 ■ What is the impact of talent onboarding on employee commit-

ment, productivity, and enthusiasm?

 ■ What is the impact of talent onboarding on employee satisfaction?

 ■ What is the impact of talent onboarding on an employee refer-

ral program?

 ■ What is an appropriate talent onboarding budget?

 ■ What impact does talent onboarding have on employee turnover?

 ■ What is the impact of talent onboarding on employee loyalty? 

 ■ How does company culture fit impact new hire satisfaction, 

engagement, and loyalty?

In this diverse workforce demographic where multiple generations 

have to work together, cultural fit is critical for the successful integra-

tion of your new hire; and employee and company value mismatches 

are one of the major reasons for early turnover.

With talent retention as a focus, onboarding should be a great 

experience that provides new hires with all the information they will 

need for success. Onboarding analytics should help to quickly address 

the aforementioned questions, generate enthusiasm, and introduce 

new hires to the materials and resources needed to accelerate and 

optimize their time to performance, securing overall goodwill, com-

mitment, and loyalty.

Talent engagement

To stay competitive, it is paramount to keep your employees fully 

engaged in order to meet and exceed your customers’ expectations 

and achieve your corporate goals. A key component to accomplishing 

this is monitoring the engagement level of your employee population.

We define an engaged employee as happy, enthusiastic, and moti-

vated, and as an individual who eagerly relishes the challenges of 

his or her job. Analytics helps to understand the various drivers of 

employee engagement that deliver happier, more productive work-

ers, and decrease unplanned turnover. It can also help human capital 

management teams sift through data and talent information to better 
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understand employee engagement and help address some talent man-

agement questions such as:

 ■ What are the key drivers of employee engagement?

 ■ How does employee engagement affect productivity and finan-

cial bottom lines?

 ■ What are the main drivers of millennials’ engagement?

 ■ What are the main drivers of baby boomers’ engagement?

 ■ What are the main drivers of echo boomers’ engagement?

 ■ What is the impact of hard-to-fill positions or hard-to-find skill 

sets on employee engagement?

 ■ What is the impact of the Net Promoter Score and Engagement 

Index?

 ■ How do talent engagement elements, such as relationship with 

manager and confidence in leadership and company, affect 

turnover?9 

Talent engagement analytics can also provide insights on methods 

for increasing employee engagement via existing channels such as per-

formance appraisals, the voice of the candidate, industry standards, and 

other metrics that can boost employee satisfaction and assist in paving 

career pathways. The Onboarding, Culture Fit, and Engagement pillar 

can also help organizations assess the correlation between engagement 

scores and employee performance in the past, present, and future—

which is important information for reducing and mitigating the cost of 

bad hires and ultimately optimizing employees’ lifetime value.

PeRfoRmAnCe ASSeSSmenT AnD DeveloPmenT  
AnD emPloyee lIfeTIme vAlue PIllAR

Performance Analytics

Performance analytics can help businesses develop performance 

and promotion strategies in order to determine how top performers 

should be rewarded, how to leverage career pathways to better assign 

resources, and how to optimize promotions that guarantee success. 
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Performance analytics also help to address talent migration and devel-

opment questions such as:

 ■ Who are the employees who should be promoted to a senior 

role?

 ■ Will they be successful if promoted?

 ■ What is the best distribution of merit increases and bonuses?

 ■ Should an organization promote internally or hire externally?

 ■ What is the impact of promotions on performance and employee 

productivity?

 ■ What is the impact of either internal or external promotion on 

performance and employee productivity?

 ■ What is the correlation between career pathways and employee 

network graphs?

It also helps organizations address employee career-transition 

questions such as:

 ■ What position will an employee want to occupy five years from 

now?

 ■ What types of companies will employees be interested in work-

ing for five years from now?

 ■ What are the next steps an employee should take to get to the 

next level in his or her career?

 ■ Recent people analytics findings have enabled some leading 

companies to enhance their traditional annual performance 

appraisal processes. Companies such as Accenture, General  

Electric, Starbucks, and Adobe have adopted the new approach 

that is based on a more frequent review and feedback of 

employee performance. Sun-setting  their old annual perfor-

mances that used to take place once or twice a year, those com-

panies now track performance and provide employee feedback 

on a much regular basis. Analytics helped them to replace the 

cumbersome and lengthy performance paper form with an app 

that is more user-friendly and appeals much better to a work-

force that is more tech savvy.
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employee lifetime value Analytics

When we analyze customers in marketing, we usually leverage seg-

mentation in order to derive the customer lifetime value. This is basi-

cally the revenue that the customer has generated, offset by the cost 

of serving that customer over her or his life span or tenure. All of us 

in business share the same end goal: to provide the best services to our 

customers and optimize their value, and, ultimately, to prioritize our 

proactive retention activities in marketing and sales based on the value 

and profitability of our customers.

To determine employee lifetime value, we can use the customer 

lifetime value model; we simply need to replace the word customer with 

the word employee. Our employees are internal customers, after all, 

so using the similar lines of thinking and ways of assessing employee 

value, and categorizing and segmenting employees based on perfor-

mance can help organizations proactively retain them and create suc-

cessful internal career pathway activities. By using the IMPACT Cycle, 

we are able to address management questions such as:

 ■ Who are the most valuable employees?

 ■ Why does one sales rep outperform all of her peers?

 ■ What is the breakeven of a new hire in sales or customer service?

 ■ Who are the employees who will create more value in the next 

two, three, or five years, and why?

 ■ What are the main drivers of a high-value employee?

 ■ What is the cost of losing a top performer?

emPloyee ChuRn AnD ReTenTIon PIllAR

Your ultimate goal with all employees, both new and existing, is to 

earn their trust, commitment, and engagement, so that they can fully 

achieve their goals and help your organization be successful. According 

to the Bureau of National Affairs, U.S. businesses lose approximately 

$11 billion annually due to employee turnover, “with recruiting costs 

running approximately 1.5 times annual salary.”10 Additionally, the 

study noted, “the ability to engage and retain valuable employees has 

a significant impact on an organization’s bottom line.”
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Some of your employees will be high-value creators and the top 

performers of your organization, while others may require multi-

ple trials in order to address performance issues, which can have 

a negative impact on your organization. The separation with your 

employee, whether voluntary or involuntary, is called churn or turn-

over. Voluntary churn occurs when an employee decides to leave 

an organization due to favorable conditions elsewhere, for instance 

to work for the competition, while involuntary churn, or attrition, 

refers to the termination of a position. Leveraging employee churn 

analytics will help to create business value from employee attrition 

knowledge by analyzing internal and external talent data intelli-

gence, and help your organization address major attrition questions, 

including:

 ■ Which employees are at risk of leaving?

 ■ Which employees will experience performance issues?

 ■ Who are the top performers who are at high risk of leaving?

 ■ Why would these top performers leave?

 ■ When are they more likely to quit?

 ■ What are the combinations of factors and variables that best 

explain employee attrition?

 ■ What proactive actions could be done to retain employees?

 ■ What is the cost of losing top performers?

Employee retention is about proactively identifying and under-

standing which of your employees are at risk of leaving, when and 

why they would leave. Analytics can help to marry employee data, 

company data, and market data to predict and interpret top-performing  

employees’ behaviors, giving you competitive insights for your reten-

tion strategies.

Using this pillar can provide the key components that any forward-

looking organization needs to put in place in order to retain top talent, 

and in doing so, will help the company to remain competitive and pro-

actively create value with an engaged workforce. Later in this book, 

we will explore how companies such as Deloitte, Xerox, Pfizer, Google, 

and HP have been leveraging advanced analytics to retain their top 

employees and optimize their return on talent investment.
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emPloyee wellneSS, heAlTh, AnD SAfeTy PIllAR

To be successful, organizations have to create and design an envi-

ronment and culture that promote the safety, health, and well-

being of their employees. This means finances and resources 

need to be allocated to support these endeavors, which requires 

a demonstrable linking of investments in employee health, safety, 

and well-being to company business performance. Best practices 

include proactive activities such as wellness visits, preventive 

checkups, and vaccinations to avoid the high cost of urgent reac-

tive procedures.

Leveraged properly, this pillar provides a competitive advantage 

that can assist organizations in differentiating themselves from their 

competition, and further showcase the impact of that investment on 

their bottom lines by addressing questions such as:

 ■ What is the impact of employee satisfaction on the company’s 

business objective?

 ■ What is the impact of employee satisfaction on customer satis-

faction?

 ■ What is the overall impact of having physicians on-site, as it 

relates to employee morale and engagement?

 ■ What is the impact of employee well-being and health on com-

pany productivity?

 ■ What is the impact of employee well-being and the company 

Net Promoter Score?

 ■ What is the impact of employee well-being on companies’ 

American Customer Satisfaction Index?

 ■ What is the impact of employee satisfaction on customer satis-

faction?

 ■ What is the impact of employee health and well-being on com-

pany retention and acquisition metrics?

By investing in programs that promote the health, well-being, and 

safety of their workforce, companies can proactively increase the hap-

piness of their employees, boosting engagement and improving the 
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O p t i m i z i n g  Y O u r  ta l e n t  a c q u i s i t i O n , 
ta l e n t  r e t e n t i O n ,  a n d  W O r k f O r c e 
p l a n n i n g  W i t h  a d va n c e d  a n a lY t i c s
Bloomberg, the world leader of real-time market data, financial 
calculations, and other financial analytics, has expanded its analytics 
leadership position to incorporate human capital as well, creating 
an advanced People Analytics team designed to optimize the way the 
company sources, acquires, and retains key talent.

JP Isson had the opportunity to interview both Allison Allen, Senior Stra-
tegic Organizational and Talent Development Practitioner at Bloomberg, 
and Durrell Robinson, Data Analyst at Bloomberg, to gain insight on how 
this leading financial data analytics company is using People Analytics to 
drive better corporate outcomes.

Bloomberg currently uses People Analytics insights in four major areas of 
HR management: workforce planning, talent sourcing, talent acquisition, 
and talent retention.

Talent Sourcing

When it comes to talent sourcing and acquisition processes, Bloomberg 
quickly understood that the world of work is rapidly changing, and in 
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quality of service they provide to the customers they serve—resulting 

in a healthier company bottom line.

In a dedicated chapter later in the book, we will discuss how lead-

ing companies such as SAS Institute, Johnson & Johnson, and Work-

place Safety and Insurance Board have been leveraging this pillar to 

create business value.

Throughout the course of this book, we will be exploring each 

pillar of the People Analytics framework, providing insights on how 

to successfully leverage analytics for every pillar, and we will provide 

frontline stories from companies that have successfully leveraged the 

framework to improve business outcomes. We will also share best 

practices and takeaways at the end of each chapter.

(Continued )
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order to recruit top talent successfully, new approaches were required. 
The battle for talent has become increasingly fierce, particularly as 
companies compete to win employees in markets where skills shortage is 
rampant.

To efficiently source for candidates, the company leverages its People 
Analytics attribution model to help assess the performance of every 
source of hire, whether it is the Bloomberg career site, traditional job 
boards, social media, employee referrals, or university campuses. Armed 
with this data, the talent management team can anticipate what source 
should be leveraged for specific positions within the company and can 
adjust the tactics and hiring budget accordingly. The company is now 
able to get more nuanced in understanding how much effort goes into 
acquiring talent and how they perform once hired.

Talent Acquisition

The company has also optimized its talent acquisition process by 
integrating analytics. Leveraging state-of-the-art location and intelligence 
models, the HR team is able to identify when and where to source for 
talent, and determine what the competitive landscape looks like for 
a specific market. This knowledge helps the team assess the overall 
talent supply-and-demand balance as it relates to the position, location 
intelligence gives them data, such as:

 ■ How popular is a specific skill set?

 ■ How popular is a specific skill set within a certain function?

 ■ How popular is a specific skill set with a certain experience level?

 ■ How many companies are looking for similar roles?

 ■ What schools are nearby that teach courses relevant to those 
roles?

Armed with these types of insights, the company is able to manage its 
hiring expectations accordingly and use this information to educate deci-
sion makers on when and where to hire people.

(Continued )
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In the market where “there is a dogfight” for certain skilled talent groups, 
the biggest benefit of using an advanced analytics model like this is that 
it has successfully shifted the conversation between managers and People 
Analytics. The team now can provide data-driven recommendations for 
workforce planning, such as:

 ■ How many people can we hire?

 ■ What skills are reasonable at a given price point?

 ■ What city or location would have the best supply of talent?

For certain hard-to-fill positions, using a People Analytics model can even 
recommend that the business hire more people than initially planned. 
For instance, if the company is looking to hire five data scientists, the HR 
team uses predictive insights to assess whether five is the right number, 
assuming the supply/demand balance. Simply leveraging the power of 
their advanced analytics, they are able to provide a forecast of talent 
scarcity for data scientists in any given location. This predictive model 
enables them to have a more data-driven conversation with leadership, 
helping the business set more realistic hiring goals, as well as speed up 
the hiring process and set more realistic baseline numbers.

Bloomberg has also built in-house advanced analytics models that 
help the company forecast the next five years in regard to its durability 
initiatives, which are designed to stress-test human capital management 
programs and provide data and analyses that help the company set 
realistic and reasonable hiring targets.

Talent Retention

Bloomberg considers its talent its most important asset, and talent 
retention and employee satisfaction are paramount. The company has 
also leveraged advanced analytics and machine learning to build an 
in-house employee retention model that helps identify employees who 
are a “flight risk,” as well as those elements that could contribute to their 
departure. Using this insight, the company can proactively target at-risk 
employees and ensure they have what they need in order to be happy and 

(Continued )
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productive. Predictive retention models have enabled Bloomberg to retain 
employees to a much better extent and gain insights such as:

 ■ Understand and address what is working and not working.

 ■ Be more proactive in addressing employee push factors (major 
reasons that could push them to leave).

 ■ Have better retention. According to Allen, “Every employee we 
keep is an employee we don’t have to go out to the market to find 
and replace,” because it’s not about replacing a resource; it’s 
more about finding the right talent with the right skill set, the right 
experience, and, more important, the best cultural fit in a very 
highly competitive marketplace. Some talent is extremely difficult 
to find, and for these hard-to-fill positions where the demand 
outpaces the supply, if we are looking for 10 qualified candidates 
and find 15, we do not hesitate to hire 5 extra.”

 ■ The talent management team at Bloomberg recognizes that their 
employees are sought after and have multiple offers. The last 
thing they want is to unnecessarily lose a good employee. By 
leveraging their People Analytics insights, they are able to:

 ■ Use retention rates to provide insights for the leadership team 
and general management.

 ■ Provide insights into what programs and initiatives are 
working and those that are not.

 ■ Provide insights about the cultural impact across multiple 
business functions.

 ■ Provide constant feedback on what is working and what is not 
working, as well as actionable insights to address these issues 
(including a feedback loop that helps to look at which intervention 
is producing great ROI and helps the company improve).

 ■ Determine what tactics can be used that will encourage 
employees to stay.

 ■ Provide strategic insights for retaining talent and maintaining 
a competitive advantage that empowers them to proactively 
protect their most important asset: their talent.

(Continued )
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Key TAKeAwAyS 

 ■ Companies are inundated with lots of disconnected talent management tools 
and data but lack predictive insights and analytical resources to speak the 
business language and create value from the data. Having a People Analytics 
framework should help to sharpen the axe before cutting the tree.

When asked to provide three pieces of advice for companies looking to 
leverage a People Analytics model, Allen and Robinson said:

 1. People Analytics is a journey. The first thing to do is to 
master your data and organize it. You need to realize that a lot 
of articles published are the results of years of data collection. 
Mastering the data and governing it should be your starting 
point: Where is the data coming from? Who has access to it? 
What is the best way to integrate internal and external data? How 
do you make it available to end users?

 2. Do an assessment of what already exists. Avoid boiling 
the ocean, and keep in mind that there is a difference between 
analytics for academia, analytics for business, and, more impor-
tant, analytics for people. You don’t need to have all the data to 
start, and you should not expect 100 percent accuracy—this is a 
building process.

 3. Build a cross-functional team. This team should include 
business partners across different departments, sitting around 
the same table, discussing the same problems. When this team 
comes to a decision, start small, test, learn from the data, and 
adjust accordingly.

According to Allen and Robinson, the future of People Analytics is 
really bright. Both are well versed in the challenges and opportunities of 
leveraging these models and believe the future will involve a lot more of 
predictive analytics and forecasting models. People Analytics will be fully 
integrated with the business and will become a de facto department in any 
organization poised to succeed.
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 ■ Human capital experience and intuition alone are no longer sufficient to 
optimize talent management. It needs to be supported by actionable analytics 
to create business value.

 ■ With talent analytics, companies can create high-impact analytical insights 
by applying the IMPACT Cycle to the seven stages of talent management.

 ■ Operating in today’s globally connected competitive arena, the explosion 
of digital information (Big Data), the proliferation of human resources 
information and tools, social media, the global talent gaps, skills shortages, 
and an aging workforce population combined with the unbalanced human 
capital supply chain have become the principal components of the talent 
management cycle. As a result, talent management will undergo an analytical 
revolution that will combine art (experience and intuition) and science (data 
intelligence and data storytelling).

 ■ To be successful, organizations need to leverage analytics and remove the 
guesswork from their talent management.

 ■ Similar customer relationship management analytics could be applied to 
talent management by replacing the word customer with the word employee 
or talent. Talent analytics is therefore another type of analytics similar to 
business analytics.

 ■ There are seven pillars critical to building talent analytics capabilities that 
will help companies flourish and provide the best return on investment. They 
are: workforce planning, sourcing, acquisition, engagement, promotion and 
performance, retention, and wellness, health, and safety.

 ■ Every stage of the talent management cycle could be optimized by leveraging 
analytics, and leading companies are creating competitive advantage with 
talent analytics. To be successful, talent analytics requires an ongoing 
alignment with the organization’s mission and goal.
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Knowing is not enough; we must apply. Willing is not 
enough; we must do.

—Johann Wolfgang von Goethe

Your organization is only as good as its talent, so finding, hiring, 

and retaining the right people, with the right skills, at the right 

time is critical for any company’s success.

Operating in a globally connected arena, today’s talent marketplace 

is extremely competitive and challenging. The race to hire the best 

people is heating up, and companies are facing new workforce demo-

graphic challenges: The majority of baby boomers who are poised for 

retirement will be leaving an unprecedented amount of talent gaps in 

nearly every organization. Millennials, who by 2020 will account for 

more than 50 percent of the labor force, are not necessarily equipped 

with the knowledge, education, and expertise to take over in the suc-

cession plan. And the skills gap in science, technology, engineering, 

and mathematics (STEM) fields is becoming more acute and represents 

a serious hurdle for talent management leaders.

To achieve success in this recovering global economy and chal-

lenging workforce ecosystem, companies can’t afford to fly blind with 

their human resources. They must have a comprehensive under-

standing of their workforce segments and a clear vision of what they 

will need to achieve their business goals and objectives both now and 

in the future.

Leading companies are increasingly leveraging sophisticated meth-

ods to analyze employee and business data to enhance their competitive 

edge. They are properly getting a comprehensive understanding of the 

structure, strengths, and weaknesses of their employee base in order to 

anticipate their workforce needs. Getting that full-fledged knowledge  
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requires all the building blocks of workforce planning, which also 

includes addressing some talent management questions, such as:

 ■ How many people will your organization need in the next two 

to five years?

 ■ How much it will cost to hire those resources?

 ■ Where will those resources be coming from (internal or exter-

nal full-time employees versus part-time employees, school, 

industry, location, and region)?

 ■ What will be the expected revenue per employee?

 ■ How much growth will those resources be expected to gener-

ate?

 ■ Who are the critical segments of the workforce that will be 

required to achieve the business goals?

 ■ Which segments of the workforce might not be business criti-

cal?

 ■ What technology and processes are needed to achieve new 

business goals?

Addressing these strategic workforce planning business questions 

will be the topic covered in this chapter. Workforce Planning Analytics 

is one of the most important pillars in human capital management as 

it is defined along with your company’s strategic business plan for suc-

cess. We will explore how companies such as Bullhorn, Dow Chemi-

cal, Black Hills, and Societe de Transport de Montreal (STM) have been 

leveraging analytics to optimize their talent requirements so that they 

can achieve maximum return.

WhAt Is Workforce PlAnnIng?

We define workforce planning as the process that enables organiza-

tions to identify what talent they will need to achieve their business 

goals and objectives, from current needs to future demand and succes-

sion planning.
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Workforce planning should always start with a clear definition 

of your company mission and your most pressing business chal-

lenges and priorities. It should guide your organization into what 

is required to address its mission-critical challenges. This is a col-

laborative process that requires all stakeholders such as Finance, 

Human Resources (HR), Marketing, and Sales to ensure that the 

acquisition of talent and the retention of top performers are tied to 

the company’s bottom line and represent everyone’s business objec-

tives. It also demonstrates the value that proactive assessment and 

planning of the workforce will have on the bottom line. Getting a 

comprehensive view of the talent supply-and-demand equation to 

drive business performance in the future requires the power of ana-

lytics to distill actionable insights from the complex workforce data 

ecosystem.

Workforce PlAnnIng AnAlytIcs

Economic cycles have always been the major drivers of workforce 

changes throughout the history of employment. During the global 

recession of 2008, we witnessed with little exception the sharpest 

downsizing of the workforce in the job market since the 1929 stock 

market crash and the Great Depression. The majority of companies 

went from hiring freezes and employment furloughs to massive work-

force downsizing, restructuring efforts, and layoffs. Finance and HR 

teams were at the epicenter of it all, with Finance responsible for com-

municating budget cuts as well as the underlying workforce reduction 

that was required, while HR’s major focus was about executing the 

plan and handling the legal purpose of those massive terminations: 

severance packages.

At some point, most of us probably witnessed a conversation 

between the Finance and HR departments that sounded something 

like this:

Finance: We need to cut 30 percent of the workforce.

HR: What levels should we cut? And when should we start?
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Finance: Cut 50 percent from level 1, 20 percent from level 2, 20 per-

cent from level 3, and 10 percent from level 4, and start immediately.

In most cases, Finance would hand over the requisition list on 

which HR was required to execute; however, depending on their size, 

some organizations did hire consulting firms specialized in reorganiza-

tion to lead the downsizing efforts. Generally, these companies had 

little or no knowledge of the organization’s day-to-day operations, and 

the outcome of their intervention was sometime questionable.

After multiple exercises in downsizing, some companies have sim-

ply realized they can maintain their minimal operations and service 

levels by hiring terminated resources as contractors (which can be 

problematic), and some have even tried to hire these employees back 

when the economy started to recover. Many had trouble hiring for 

some hard-to-fill skilled positions of employees who had been laid off, 

with most wondering why they were let go in the first place.

When talking with talent acquisition and HR leaders, one of their 

most important requirements for workforce planning was the ability 

to have a predictive custom model that would help to anticipate the 

workforce they would need in the future, and a customer model that 

could factor in internal and external changes, such as economic down-

turns and political change. They want to know how HR can become 

a more strategic partner in building acquisition plans during the up 

cycle of the economy or reduction plans during the down cycle of the 

economy.

To achieve this level of prediction, traditional workforce planning 

that only leverages a single set of metrics is not sufficient. Organizations 

need to effectively utilize advanced analytics and Big Data to build and 

drive the optimal workforce they need to achieve current and future 

business goals with the opportunity to dynamically adjust based on 

internal or external economic or political changes. That means con-

stantly exploring, analyzing, and reviewing all the data available along 

with the supply-and-demand equation of your organization.

We define workforce planning analytics as the process of inject-

ing advanced analytics into workforce planning in order to optimize 
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outcomes and ensure human capital planning success. It is about 

leveraging advanced business analytics to address workforce plan-

ning challenges and business questions. It helps your company under-

stand the past and the present and to anticipate your future workforce 

needs. When you leverage analytics, you should start with harnessing 

the data—Big or little, and from internal and external sources—to cre-

ate economic value for the business and address human capital busi-

ness questions.

The Workforce Planning Analytics pillar is strongly connected with 

other pillars, as well. For instance, a bad candidate triage could lead 

to an increase in turnover and a decrease in productivity; a lack of a 

strategic succession planning could affect productivity and retention of 

top performers, while the lack of well-being, health, and safety policies 

could undermine engagement, performance, and productivity of the 

workforce and increase operating costs. Workforce planning analytics 

offers organizations both short-term and medium-term solutions by 

identifying current skills challenges, future shortages, or surpluses of 

critical talent.

Why should you cAre About Workforce  
PlAnnIng AnAlytIcs?

If you don’t know how many  resources you will need in the future 

to drive business performance and win against your competition, you 

are flying blindly and more likely building your path to fail. Workforce 

planning analytics helps to anticipate what resources your organiza-

tion would need 6, 12, 36, 60, or 120 months from now to achieve its 

business goals. It also helps to identify the skill sets and profiles, such 

as job category, job level, title, education, location, and status, which 

will be required or no longer needed.

It provides actionable insights in terms of skills gaps with break-

downs by demographics, helping organizations to forecast skills short-

age and excesses long before they happen, and enabling them to 
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anticipate acquisitions, retention costs, talent needs, and productivity 

levels, as well as addressing the following questions:

 ■ How best to leverage and work with millennials who have 

grown up in a digital and social media world?

 ■ What talent will be required for succession planning?

 ■ Whom to prepare to take over according to succession plans?

 ■ What staff segment will be successful at various and disparate roles?

 ■ Which talent will deliver a high return to warrant the greatest 

investment?

 ■ What segment and profile of the workforce are essential to 

achieving business goals?

 ■ What resources would you need if 60 percent of your employee 

population will retire in four years?

 ■ What staffing needs has your organization had in the past, what 

needs does it currently have, and what needs will it have in the 

future to be successful?

financial benefits of Workforce Analytics

As per any business analytics main goal, workforce planning analyt-

ics enables organizations to create economic value from their business 

and human capital data, including tangible benefits such as:

 ■ Reduction of workforce costs related to acquisition develop-

ment and retention of talent.

 ■ Best identification of revenue stream through optimization of 

the staff needed at the right place, at the right time, and at the 

right cost.

 ■ Successful execution of the organization’s business strategy and 

design.

 ■ Optimization of learning and development as well as compensa-

tion and benefits.
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Interview with Art Papas, CEO, Bullhorn
Bullhorn, Inc., is a global company headquartered in Boston that 
provides cloud-based software for the staffing and recruiting industry. 

JP Isson had the opportunity to interview Art Papas, who was named 
a 2014 EY Entrepreneur of the Year in New England by Ernst & 
Young.

Isson: How are you leveraging Big Data analytics when it 
comes to workforce planning  such as planning resources for 
hard-to-fill roles?

Papas: There is a talent shortage already for some skill sets. By 2030, 
there will be a labor shortage across the board in almost every skilled 
labor category. I think about the talent pipeline not from the sourcing 
perspective, but rather how can I develop processes where we can bring 
in somebody with no education or experience in that particular field 
and make them successful. If you want to hire a good software devel-
oper, for instance, you will have to wait up to two years, in some cases, 
to find the right person with the right experience to fill that position. Or, 
you can hire someone and train them over the course of two years. We 
choose to do the latter: We hire good and talented people and then train 
them, optimizing our workforce planning so that we can fill a variety of 
current and future positions.
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 ■ Anticipation and planning for change to improve business oper-

ations and decisions.

 ■ Allocation of talent investment and alignment of HR with the 

overall corporate strategy.

 ■ Enabling organizations to get the best balance of supply and 

demand by hiring the needed skill sets and reducing vacant 

positions and excesses capabilities.

 ■ Decreasing hiring cost and the time to fill while improving the 

quality of hire.
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In order to successfully execute this strategy, you need to hire some-
one with the right raw intelligence and personality to fit the job. That’s 
where psychometrics and Big Data analytics come into play. We can 
give high school students an aptitude test that measures their intelli-
gence, their speed to learn, and personality traits, and map that against 
other employees’ psychometrics that were successful at the same job. 
We combine our management instinct and experience with advanced 
analytics models that leverage the Big Data and psychometric fac-
tors to help us better optimize our workforce planning; it is not what 
you know, but what you can learn from it. Companies will increas-
ingly have to take the role of educators in this new challenging labor 
marketplace in order to remain competitive and optimize their supply 
and demand equation.

We call the process of training our new employees without traditional 
education and experience high-potential entry-level (HPEL) hiring. This 
has dramatically changed our ability to attract and develop our talent. 
It will definitely play a big role in the future, and has already provided 
us with strategic insights for our succession planning as well as overall 
workforce planning.

Isson: Do you apply HPEL for a specific group of your em-
ployee population?

Papas: We do it across the board, from sales and finance to customer 
services—and it is really paying off.

Isson: What is the impact of analytics on the talent manage-
ment process?

Papas: There’s still so much inefficiency in hiring, especially for some 
roles like customer services reps or sales, where turnover can be as 
high as 40 percent. There are some companies that hire people and 
nine months later they are gone.

But you can use analytics to remediate some of this turnover. For 
instance, if you look at your employees who have been with you long 
term, you can analyze the profile of the successful and loyal employ-
ees, and, from there, identify loyalty and job performance drivers, and 
create some velocity. Advanced analytics helps to proactively address 

(Continued )
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key comPonents of Workforce  
PlAnnIng AnAlytIcs

Being able to successfully anticipate the talent gap in supply and 

demand of your organization requires a comprehensive assessment 

of the talent planning matrix and a laserlike focus on its major  

potential challenges and issues, and helps you keep and protect your 
most valuable asset: your employees. If you put all those triggers in a 
database, you can build a model that will help you to anticipate who 
will be loyal and perform well at the job.

JP Isson: You were named Entrepreneur of the Year in 2014. 
What would be your advice for employers who are looking to 
make their company a Best Place to Work?

Papas: I have been very fortunate to work with intelligent and great people. 
I am passionate about many things when it comes to building a successful 
company, but I will underscore two major things:

 1. I am passionate about delivering the best product to our cus-
tomers and passionate about delivering a great experience to 
our customers. I want everyone working with our customers 
to really care about them, so much so that our customers can 
feel the passion and energy we have for what we do. I want 
them to know that we believe in what we offer and we are 
genuinely here to help them.

 2. I care a lot about our employees. I want them to be successful. 
I love seeing them develop their careers, and I strive to create 
an environment where people like to succeed, where they want 
to do a great job, where they work harder because they believe 
in what they do. This is what gets you ahead of the competi-
tion, and this will definitely lead to the overall recognition for 
your company as a great place to work.

(continued)
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components that include, but are not limited to, people, data, technology,  

and processes.

People

People refers to resources you need to build and implement your 

workforce planning strategy. These resources must have the skill sets 

to build workforce planning models to help your organization trans-

form its  data into actionable insights. These insights will help you 

address your  key business questions, optimize your talent require-

ment analysis, and provide you with a comprehensive picture of your 

talent supply/demand equation.

data

Data is the foundation of analytics and represents the backbone of 

workforce planning analytics. By this we mean taking care of all the 

data available and building statistical models that will help to assess the 

current and future human capital needs in order to achieve business 

goals. There are six major categories of data critical for workforce plan-

ning analytics:

 1. Talent data: Includes data from HR enterprise resource plan-

ning (ERP), recruitment data, turnover and retention data, 

engagement data, training data, performance data, preferences 

and attitudes data, employee satisfaction data, and succession 

planning and retirement data.

 2. Market data: Refers to information such as social media data, 

competitive intelligence data (getting an understanding of 

what your competition is doing as far as managing their talent 

is concerned), and voice-of-candidate data (what candidates 

are saying about your organization).

 3. Business data: Includes companies’ key performance indi-

cator metrics such as sales, revenue, customers, revenue per 
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employee, average order size, retention rate, new business, 

win-back count and rate, payroll data, budget compensation 

and benefits data, and finance ERP data.

 4. Economic and industry data: Refers to industry benchmark 

data and macroeconomic data such as gross domestic product 

and consumer price index.

 5. Labor statistics data: Includes labor force data, employ-

ment data, job openings, unemployment rates, payroll 

wages, jobless rate, quits and layoffs, population growth, and  

forecast.

 6. University graduation data: Refers to graduation by disci-

pline with a focus on hard-to-fill positions such as those in 

STEM fields.

technologies and tools

Technology plays a critical role in enabling organizations to capture, 

store, manage, integrate, and analyze data to determine talent short-

ages and excesses; it is also integral to creating an action plan to balance 

the right supply-and-demand equation. Analyzing the data described 

in the previous section requires a statistical or data science skill set that 

HR and business leaders championing a workforce planning project 

typically do not possess. Consequently, the companies we spoke with 

rely on technology solutions, as they provide a great return on invest-

ment (ROI) when analyzing massive business and talent data to distill 

actionable and predictive insights.

There are countless companies that provide workforce planning 

tools, and it is easy for businesspeople to get lost in all the noise. A 

common question we hear from talent leaders who are looking to 

embrace analytics is: “Where do I start?”

In the next main section, we will explore how the IMPACT Cycle 

introduced in the previous chapters can be used to address these 
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important questions, but first, here is a list compiled by Newman1 that 

describes eight groups of technologies to consider in workforce plan-

ning:

 1. Pure plays for scenarios planning and predictive models

 2. Enterprise resource planning for the management of employee 

data

 3. Application tracking system for the management of candidate 

data

 4. Learning management system for the management of the 

learning process

 5. Performance management for the management of the perfor-

mance process

 6. Analytics for the data warehouse

 7. Emerging players include entrants into the workforce planning 

processes

 8. In-house solutions for the development of systems to facilitate 

individual workforce planning needs

Processes

Based on our expertise with building workforce planning models, 

enriched with input from the industry leaders we spoke with, the 

process for a scalable and efficient successful workforce planning 

analytics should include resources planning predictive models 

and leverage the business analytics IMPACT Cycle discussed in 

Chapter 2.

resources Planning Predictive models

Resources planning predictive models will leverage all the data sets 

discussed in the previous section and help you to anticipate your 
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workforce behavior and changes and provide actionable insights to 

your workforce planning questions such as:

 ■ What resources will your organization need in the next 2, 5, or 

10 years to succeed and remain competitive? 

 ■ How many resources will be leaving your organization in the 

next 6, 12, 24, or 60 months?

 ■ Who are the top performers who will be leaving for retirement?

 ■ Who are the top performers who will be leaving to the com-

petition?

 ■ How many resources should you prepare for succession 

plans?

 ■ How many resources will you need during the different upside 

and downside cycles of the economy?

 ■ Which resources are high potentials who you should promote?

 ■ What resources should you ready for late retirement  

departure?

 ■ What skills sets should your workforce acquire to compete and 

win?

Predictive models already discussed in this book help to address 

some workforce planning questions; however, a comprehensive process 

for workforce planning analytics implementation is covered through-

out the IMPACT Cycle redefined next.

mAkIng An ImPAct WIth Workforce 
PlAnnIng AnAlytIcs

To put workforce planning analytics to work, we will leverage our 

IMPACT Cycle. As you may recall from Chapter 2, this framework is 

made up of six analytics maturity stages:

 1. Identify the business challenges to meet goals and objectives of 

the desired state.
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 2. Master the data to define your workforce, and conduct supply/

demand and gap analyses.

 3. Provide the meaning of supply/demand and gap analyses.

 4. Act on the findings and recommendations.

 5. Communicate the action plan.

 6. Track the outcome constantly.

Identify the business challenge

By identifying the business challenge, we mean understanding the 

most pressing business goals your organization aims to achieve in 

the future. Focusing on these mission-critical priorities will guide the 

assessment of your workforce needs.

Business goals are usually defined and revisited every year and 

should be tied to the company’s mission, vision, and strategy. For 

instance, a company’s most pressing goals could include:

 ■ Increase market share by 33 percent.

 ■ Increase customer retention by 10 percent.

 ■ Increase average order size by 27 percent.

 ■ Increase profitability of customers by 15 percent.

 ■ Reduce operating costs by 25 percent.

 ■ Become the leader in your industry.

Those goals are obtained from business plan meetings with execu-

tives throughout the organization, and these meetings can also help to 

capture the information needed to build the competency plan, and to 

socialize the target objectives and desired state.

Outlining major workforce questions and assumptions that must 

be addressed in order to get to the desired state of human capital and 

the future changes is a key element to this step. These questions could 

include:

 ■ What is the target time line for implementing the change?

 ■ Would the desired state require a management change?
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 ■ Would the desired state require a new skill set from an exter-

nal source or simply an internal transfer of resources between 

groups, locations, or functions?

 ■ Would the desired state require a rationalization and centraliza-

tion of services? For instance, analytics groups currently exist-

ing in silos but focusing on a common goal could lead to the 

centralization of such groups.

 ■ What are the current employee workload productivity and 

employee value?

 ■ Would the desired state require an increase or a decrease in full-

time  employees (FTE) or contractors?

 ■ Would the desired state require changes in head count, qualifi-

cation, diversity, or work status?

 ■ Would the desired change create a systematic skills shortage?

 ■ Would the desired state require hiring a new specific talent and 

skill set?

 ■ Would the desired state require terminating or transferring a 

target function and skill set?

Being able to address these questions by leveraging the power 

of data analytics will provide insights into your organization’s past, 

present, and future workforce needs. Once armed with this knowl-

edge, you can begin to socialize your plan with the executives across 

your organization who will be affected by any changes.

master the data to define your current Workforce and 
Perform supply/demand and gap Analyses

Once you have identified the business challenges to address and major 

underlying business questions to answer, the next step is to gather the 

available data to accurately describe your current workforce situation 

and conduct supply/demand and gap analyses.

Pulling together workforce and business data from internal and 

external sources, human resources information systems (HRIS), legacy 

systems, and any informal data storage and market data will help you 
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develop a more robust image of your organization’s current workforce 

milieu. Once you have gathered this information, it is important to 

standardize the data coming from multiple sources in terms of format 

and definition, with the ultimate goal of gaining a better understand-

ing of the current state of the workforce and establish the needs for 

the future state.

Describing Your Current Workforce and Building a  
Competency Plan

Leveraging your existing data, identify and define your current work-

force by skills, positions, and functions, and then build up descriptive 

statistics from your data, including the creation of talent dashboards. 

An effective competency plan should include workforce characteristics 

such as:

 ■ Job title

 ■ Job category

 ■ Job level

 ■ Job status (full-time, part-time, or contractor)

 ■ Quantity required

 ■ Quality of  hire

 ■ Diversity

 ■ Financial implication, cost per hire, compensation, and benefits

Performing a Supply Analysis

It is important to create a profile of your workforce to assess its state. 

Statistical models and tools can and should be used to create a profile to 

ensure you are capturing a comprehensive overview of your current 

workforce. This profile should include the current workload of your 

employees as well as the scope of work being performed. A robust pro-

file will enable you to estimate which capabilities are needed for the 

current state, which is called an as-is state. This refers to the estimation 

of the current workforce supply and future need, and represents the 

supply side of the supply/demand equation.
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To create a target profile (a profile based on job function) of your 

current workforce, consider each of the following six layers of analytics:

 1. Put together a dashboard of each job function, including job 

category, job level, grade, head count, gender, and job status 

(FTE versus non-FTE).

 2. Profile each job function based on variables such as job title, 

job level, job category, education, grades, performance rating, 

qualification, certification, tenure, age, race, gender, job sta-

tus (FTE versus non-FTE, internal, transition, external hire), 

benefits and compensation, turnover, top performers, low per-

formers, median, and length of service (LOS).

 3. Build up a comprehensive analysis of sick leave, absence, and 

family leave by job function and then profile by demographic 

and performance rating data, LOS, job grade, location, and 

occupation.

 4. Factor in environmental considerations such as lateness cor-

relating with lengthy commute times or work by job function.

 5. Analyze historical workforce acquisition, turnover, and reten-

tion data. Acquisition data should be profiled by the same 

aforementioned variables and should also include sources of 

talent acquisition: online and offline social media, headhunt-

ing, referral, career fair, or university.

 6. Determine strengths and weaknesses, risks, and gaps based on 

your supply analysis.

Turnover Analysis

There are two types of turnover—voluntary and involuntary.

Voluntary Turnover

The three main types of voluntary employee turnover are retirement 

turnover, promotion turnover, and employer change turnover. To gain 

insights into voluntary turnover, data should be profiled based on 

these categories:
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 ■ Understanding the reason for leaving

 ■ Destination

 ■ Correlation between turnover and acquisition channel

 ■ Turnover by grade and performance

 ■ Turnover by demographics for each job function

Based on statistical models, identify your existing employees who 

are at risk of leaving as well as the likely reason for leaving and the 

potential date.

Involuntary Turnover

Involuntary turnover should also be analyzed by demographics, com-

pany performance, and external factors such as economic upturn and 

downturn, performance issues, and acquisition channel and cost.

Hard-to-Fill Position Analysis

In this competitive talent market and skills shortage, special attention 

should be given to understanding hard-to-fill positions and vacan-

cies. This requires a profile for each employee segment that includes 

demographics, performance rating data, length of service, grade, loca-

tion, and occupation. An overview of attrition risks is also important 

to include in the profile. Once you have pulled together this informa-

tion, set up meetings to validate your estimates and findings with key 

stakeholders across the organization.

Perform Your Supply/Demand and Gap Analyses and  
Forecast the Future Supply of Talent

At this stage advanced analytics are used to identify your future work-

force demand by building a target profile based on the same variables 

you used to define your current profile. You can then apply statistical 

models to analyze historical data and current profiles, and determine 

future needs and trends. Forecasting the future supply is about calcu-

lating the difference between your existing supply (internal workforce)  
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and your estimated demand, which will also help you assess capa-

bilities by job function and determine where there will be a shortage 

(deficit) or excess (surplus).

Key information to look at for this assessment includes:

 ■ Current workforce profile by head count.

 ■ Turnovers (voluntary, involuntary, retirement, sick leave, fam-

ily leave, and other).

 ■ Differential (supply and demand).

 ■ Assessment of the as-is state and the to-be state to evaluate the 

supply/demand balance.

It is important to conduct a gap analysis on the current and future 

supply/demand workforce needs.

Provide meaning

Once you have conducted supply/demand and gap analyses leveraging 

advanced analytics, it is important to provide context, meaning, and 

business recommendations based on the findings. This includes:

 ■ A clear definition of the workforce scenario for specific key roles 

that uses statistical models and tools to paint a clear picture for 

stakeholders.

 ■ Running scenarios against required head counts.

 ■ Building statistical models to analyze and understand workload 

by target workforce and gain insight into work performed.

 ■ Building supply/demand analysis of workload and current and 

future states to ascertain demand and supply.

 ■ Identification of strengths, weaknesses, risks, and gaps.

 ■ Determination of whether the analyses result in surpluses or 

shortages of critical staff who are required to meet business 

goals and objectives.

 ■ Identification of what skills are needed to accomplish the 

workload.
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Action Plan

After gathering the data and performing the supply/demand and gap 

analyses, it is important to put together an action plan that enables 

you to:

 ■ Develop a gap plan from the gap analysis of current and future 

supply and demand.

 ■ Identify future demand from workload.

 ■ Identify workforce objectives and development strategies lever-

aging historical trends and data.

This stage is about putting an action plan together to proactively 

address the outcomes of the supply and demand analysis. The final 

outcome is that the analysis can flag any potential staffing shortages 

or redundancies that might require an organization to take action in 

order to meet its business goals and objectives and maintain a balanced 

workforce. The ultimate goal of an action plan is to ensure a sustain-

able supply-and-demand balance that is critical for success.

Staffing Shortages

If your gap analysis reveals insufficient staffing, new acquisitions have 

to take place. It is important to keep in mind the profile variable for 

each job function where new talent acquisition is required. That profile 

will provide ownership and guiding principles to help ensure that the 

right talent is hired for the right role. These considerations include job 

category, location, occupation, and grade, and will steer you toward the 

proper recruitment channels for attracting ideal external candidates.

Excesses

The action plan for a surplus of staff is typically a reduction of the 

workforce or an organizational restructuring exercise to meet the new 

demand level for each job function. These actions will ultimately help 

your company achieve excellence in delivering on mission-critical 

business goals with optimal resources.
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Before proceeding to a workforce reduction, it’s important to eval-

uate alternatives and revisit the following:

 ■ Could surplus employees be redeployed or transferred to other 

functions or groups?

 ■ Can you leverage early retirements and avoid reducing work-

force from an age segment that could deliver long-term growth?

 ■ What is the best timing for the reorganization process to take 

place—before a holiday, after a holiday, or in the new year to 

ensure you limit the negative impact on employee morale? The 

time line should be clear and short to limit uncertainty.

 ■ What promotions or demotions will be taking place?

 ■ What would be the transition plan of the terminated employ-

ees?

 ■ With regard to compensation and benefits severances, consider 

long-term analysis versus short- and medium-term goals.

 ■ How can you ensure continuing optimal service and delivery 

after workforce reduction?

communicate the strategy

When it comes to important decisions about workforce strategy, trans-

parency is best. Good communication from executive leadership teams 

to employees will map back to the insights derived from planning ana-

lytics and will focus on a detailed time line and phased approach that 

includes:

 ■ Readiness of the organization to implement the change

 ■ Change champions or leaders (for instance, who will champion 

the process?)

 ■ Training of people

 ■ Change management

 ■ Change experts

 ■ User experience
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 ■ Tool and technologies that will be used

 ■ Metrics to track success

 ■ Channels to gather ongoing feedback

track the outcome

Measuring the success and monitoring areas of future opportunity 

in workforce planning require the continual evaluation of the pro-

cess and profiles and how any changes impact assumptions and 

results. It is also important that you ensure that any projected 

changes that will affect the workforce planning assumptions are 

in line with the top business goals and are fed into the supply/

demand findings and recommendations. Without a periodic check-

in, the equation could become unbalanced and the data insights 

inaccurate.

Additionally, any changes made to the action plan should be 

reflected in the supply/demand plan. It requires constantly captur-

ing feedback and measuring before and after states, as well as the 

overall ROI in terms of savings in talent acquisition, retention, and 

development costs. Your tracking should also consist of evaluating 

the contributions of new staff against the target goal, assessing how 

far away or close supply/demand action is to impacting the bottom 

line.

Companies that successfully implement workforce analytics 

have clear owners to monitor change and keep the larger team 

apprised with regular meetings to track projections against actuals, 

ensure they are on track for achieving expected results, and alert 

stakeholders of any dramatic changes or red flags. Analytics is a 

dynamic process, and it needs to be monitored consistently in order 

to detect and track changes that could derail the action plan from 

the target trajectory.

Many leading companies are using workforce planning analytics to 

drive positive business outcomes. The following are brief examples of 

how an organization can leverage data to achieve great results.
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D o w  C h e m i C a l
Dow Chemical is a great example of workforce planning analytics in 
action. In Strategy+Business,2 Vinay Couto, Frank Ribeiro, and Andrew 
Tipping wrote an article titled “It Makes Sense to Adjust.” The authors 
describe how  Dow Chemical has evolved its workforce over the past 
decade, mining historical data on its 40,000 employees to anticipate 
workforce needs throughout the chemical industry’s  recurrent seven–year 
cycle of volatility. To account for that volatility with minimal stress on its 
employee base, Dow needed a workforce planning strategy that was more 
rigorously quantitative and long-term. The company mined three years of 
historical data to forecast promotion rates, internal transfers, and overall 
workforce supply, and then designed a custom modeling tool called 
the Dow Strategic Staffing Simulator to project workforce needs versus 
resource availability three years in advance. The tool produces a snapshot 
of the current workforce segmented by 5 age groups and 10 job levels and 
then forecasts what the workforce will look like based on historical trends. 
Based on each business’s plan and productivity target, Dow was able to 
project the head count needed for each business unit.

These detailed predictions were aggregated to yield workforce projections 
for the entire company. Dow was able to engage in “what if?” scenario 
planning, altering assumptions based on internal variables such as 
staff promotions and external variables such as political and legal 
considerations. As a result, Dow’s HR department was better able to plan 
for various eventualities, including changing head count targets, facility 
closures, and anticipated volatility in the chemical industry’s fortunes.
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According to the Harvard Business Review,3 Black Hills Corporation 
is one of those companies. A 130-year-old energy conglomerate, 
Black Hills doubled its workforce to about 2,000 employees after 
an acquisition. Like many energy companies, a combination of 
challenges—an aging workforce, the need for specialized skills, and a 
lengthy time line for getting employees to full competence—created a C
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significant talent risk. In fact, forecasts showed that within five years, the 
firm stood to lose 8,063 years of experience from attrition and a retiring 
workforce.

To prevent a massive turnover catastrophe, the company used workforce 
analytics to calculate how many employees would retire per year, the 
types of talent needed to replace them, and where those new hires were 
most likely to come from. The result was a workforce planning summit 
that categorized and prioritized 89 action plans designed to address the 
organization’s potential talent shortage.

Interview with Christophe Paris, Human 
resources Business Intelligence Manager, 
Société de Transport de Montréal
Société de Transport de Montréal (STM), or the Montreal Transit 
Corporation, is a public transport agency that operates transit bus and 
rapid transit services in Montreal, Canada. STM has more than 9,500 
employees with an average daily ridership of 2.5 million passengers.

JP Isson had the opportunity to interview Christophe Paris and his 
team members Josée Gauvreau and Cedric Lepine to discuss how they 
have been leveraging data analytics in human resources management, 
such as workforce planning at STM.

Isson: Why did STM decide to invest in workforce planning 
analytics?

Paris and team: It all started a few years ago when our CEO came to 
us with a specific set of business questions, including:

 ■ What is the business value of the human resources department?

 ■ Are we making the right business decisions?

 ■ How many employees we will need in the future to deliver 
optimal service to our customers?
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 ■ What critical roles will we need in the future?

 ■ Can we predict our employees’ turnover?

We then realized that we didn’t have enough insights to answer his 
questions. And this was really the overarching point from which our 
People Analytics journey started. We knew that we absolutely had to 
look into our databases to find out what talent data or information we 
had available, and we started analyzing and interpreting our employee 
data. That was the starting point of our People Analytics.

Isson: What type of analytics did you use, and what were the 
benefits for your company?

Paris and team: We started to build HR dashboards, HR key perfor-
mance indicators (KPIs), and HR scorecards. We also started doing 
some deep-dive analyses of our employees by occupational category, 
by experience, by profile, and by skill set. The analysis by critical roles 
was important because there are some critical roles that pertain to really 
hard-to-fill positions and some that do not. So having that segmenta-
tion approach helped us to prioritize based on our company’s business 
goals and the market conditions.

We were able to provide a diagnosis of our employee population and 
start addressing questions such as:

 ■ Where is our talent mix?

 ■ At what stage is our talent in the overall talent life cycle?

 ■ When will our employees leave for retirement?

 ■ How will our talent behave in the future? (Will they leave? 
Change jobs? Continue working despite retirement?)

 ■ When will they formally leave?

 ■ How many will leave at the retirement time? How many will 
formally retire in the next 3, 5, or 10 years?

To answer the aforementioned questions, we were lucky enough to have 
a lot of employee data and information from the get-go. It was informa-
tion that we collected and used to report on and communicate for legal 
purposes and transparency.

(Continued )
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We started by looking at some correlations analyses. We were wonder-
ing if there was a significant correlation relationship between some of 
our employee data and our key business challenges. We then explored 
hundreds of variables and found out that the number of kilometers 
traveled was highly correlated with the number of resources. And the 
correlation was pretty high, about 96 percent.

We explored the relationship between the variation in the amount of 
employee overtime and the number of kilometers traveled by a bus or 
subway driver, and found that there was a strong correlation. Based 
on the correlation, we then built a predictive model. This helped us to 
determine how many people we needed to deliver service and keep our 
level of productivity and customer satisfaction high. The model helped 
us to determine how many resources we would need by occupational 
category, skill set, and experience.

The findings also provided our senior management team with ac-
tionable insights for their strategic planning, and were of tremen-
dous value for our overall workforce planning. They also helped 
us with our recruitment strategies, as we were able to identify how 
many new employees we needed in the future for each functional 
group, as well as:

 ■ How many employees we would need to replace due to 
retirement.

 ■ How many employees we would need to add due to our service 
expansion (when servicing more territory and more people).

 ■ How many resources we would need due to macroeconomic 
conditions and company business plan.

The overall correlations and predictive model were driven by the explo-
ration of 10 major factors, such as overall spend, the number of drivers, 
the number of resources, the number of customers who commute, the 
overall traffic patterns, and so forth.

We then created a second predictive model called the “retirement 
predictive model,” which we built to help us to anticipate when our em-
ployees will leave for retirement. This model helped us to identify which 
of our employees were candidates for retirement and who exactly will 

(Continued )
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leave on their retirement date. It also helped us identify employees who 
are more likely to continue working for an additional three to six years.

In the upcoming year, we will have nearly 2,000 people qualifying for 
retirement, so as an operational business, it is paramount for us to 
anticipate which employees will leave and when. With this in mind, 
we built a model for each category of occupation, from managers and 
support and maintenance staffs to bus and subway drivers and auto 
mechanics. The key learning from these models was that there is no 
single, one-size-fits-all People Analytics model. We needed to go lo-
cal—by category of occupation, critical roles, and experience.

Additionally, there is about a 20 to 30 percent group of employees 
who, even if they qualify for retirement, can and will still continue to 
work three to five years later. To understand this employee segment, 
we were able to build retirement curves and models to anticipate what 
is coming and get ready by putting proactive strategies in place to 
mitigate the risk.

Isson: Did you use any specific tools to build your models?

Paris and team: The beauty of this project was that everything we 
leveraged was from our internal HRIS [human resources information 
system] and Microsoft Excel spreadsheet data. So, for a company like 
STM that is very operational and business driven, having a fast turn-
around and leveraging low-cost software was very well received. It also 
helped us to quickly showcase the value; for instance, our employee 
retirement predictive model immediately helped us to anticipate and 
plan for the future.

The power of the models we developed was based on the fact that we 
could analyze data at a category level, as well as an employee level. 
This enabled us to develop macro and micro strategies when approach-
ing our employees, and talent acquisition and retention strategies. It 
also enables us to understand our workforce planning from employee 
segments to the individual level.

Isson: Were you able to provide employee retirement break-
downs by vertical?

Paris and team: We are now able to provide future employee retire-
ment figures by occupation, by location, and by skill set. We can predict 

(Continued )
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and indicate which employees might leave in the next three, four, or 
five years. This helps the business to figure out how to best bridge 
the resource gap and continue delivering high-quality service without 
impacting operations.

We were able to deliver solid, easy-to-understand data, and we chal-
lenged the old adage about HR not being data driven. We are gradually 
changing that every day with the work we do. We were able to wow 
our customers, which is great, and we did this by building up our data 
intelligence and sharing it with senior management, as well as with 
all our hiring managers to ensure they have all the insights they need 
to proactively take action. This helped us to anticipate what trends are 
coming, how many resources we will need to hire, train, and onboard, 
and, more importantly, to become true strategic business partners 
within the company.

Isson: What would be your advice to someone new to work-
force planning analytics?

Paris and team: It’s paramount to understand the top business ques-
tions the company aims to address. For our company, it was retirement 
planning and workforce planning. It is imperative to keep your business 
question in mind when you build HR scorecards or dashboards so the 
business value can be easily connected to the data.

From the data perspective, you have to look at what you already have 
available; for instance, what data is easily accessible, available, and 
good? Data integrity, data visualization, and storytelling using this 
information should be front and center, as it will be the way you com-
municate the findings and success criteria for your analysis. You have 
to wow your customers, both internal and external. And it’s important to 
remember that you don’t have to share all pieces of data you’ve found. 
You have to keep it simple, make it easy to understand, and just keep 
to the most relevant data that helps you to convey the message and key 
findings. And, most of all, keep in mind that workforce planning analyt-
ics is a journey; it takes baby steps and is a matter of testing, learning, 
and sharing. Your input and insights will provide the business with 
valuable foresight, helping the organization anticipate talent behavior 
and help your HR team to become real strategic business partners.
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Workforce PlAnnIng AnAlytIcs best PrActIces: 
dos And don’ts

Based on conversations with leading companies that have successfully 

put workforce planning analytics into action, the following are key 

best practices:

 ■ Start small with a focus on a target segment of the workforce to 

address; the target workforce could be a group of key positions 

and roles.

 ■ Tie your actions to your business plan with cost-benefit data at 

the forefront for your discussions with business leaders.

 ■ Link workforce planning and your financial metrics, and align 

HR strategies with business goals.

 ■ Get buy-in from senior management because their support is 

paramount to ensure successful building and implementation of 

the planning across the organization.

 ■ Create a culture of excellence and continually monitor and 

reevaluate the impact of workforce changes.

 ■ Start by putting together a profile of the target workforce to 

focus on.

 ■ Keep your focus on critical roles and priorities. Don’t get lost in 

the sea of data and analytics.

 ■ Leverage your findings to create career paths and development 

plans that will fill future workforce needs organically (internal 

transition training).

 ■ Be inclusive and collaborative by including all executives across 

the organization to socialize your plan and avoid missteps. HR 

should be the key partner to drive this change.

 ■ Be consistent with metrics definition. Standardize metrics defi-

nitions used in business planning and workforce planning.

 ■ Put together the right balance of time and resources between 

planning and implementation to ensure you will have enough 

resources to implement successfully.

 ■ Start with the low-hanging fruit when hiring. Don’t get stalled 

with hard-to-fill positions.
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 ■ Validate every assumption and finding with business partners 

across the organization as you learn and build up the plan.

 ■ Leverage the IMPACT Cycle to understand the composition of 

your organization’s past, present, and future needs.

 KEY TaKEaWaYS

 ■ Workforce planning analytics helps organizations to identify the target 
segment of employees required to achieve business goals and business 
objectives.

 ■ To be successful, workforce analytics should be tied to your business plan 
and strategy, and include all executives of the organization in its buildup 
phases in order to successfully align the workforce planning cycle with the 
strategic planning cycle.

 ■ It is critical to interview senior executives and business leaders to gain their 
buy-in and ensure that they understand the importance and value of the 
workforce planning exercise.

 ■ Strategic workforce planning helps organizations reduce human capital costs 
from talent acquisition, talent development, and talent retention expenses.

 ■ Workforce planning is critical for a company’s long-term success as it helps to 
plan for succession and optimize the staff’s capabilities by maintaining the best 
talent balances between excesses and shortages.

 ■ Workforce analytics drives the allocation of talent investment and aligns HR 
with the overall corporate strategy.

 ■ It enables organizations to get the best balance of supply and demand by 
hiring the needed skill sets while reducing vacant positions and excess 
capabilities.

notes

 1. Madeline Laurano, The Modern Approach to Workforce Planning: Best Practices in To-
day’s Economy, Bersin and Associates, 2009, http://fm.sap.com/data/upload/files/
the_modern_approach_to_workforce_planning.pdf.

 2. Vinay Couto, Frank Ribeiro, and Andrew Tipping, “It Makes Sense to Adjust,” 
http://www.strategy-business.com/article/10213?gko=9e329.

 3. Harvard Business Review, “Change Your Company with Better HR Analytics,” https://
hbr.org/2013/12/change-your-company-with-better-hr-analytics/.
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And there is no trade or employment but the young man 
following it may become a hero.

—Walt Whitman

The BuSineSS CASe for TAlenT SourCing TodAy

Workforce represents the most valuable asset of any organization and 

defines its ability to drive performance and innovation. To achieve its 

success in today’s marketplace, your organization needs to find the 

right talent, at the right time, and through the right channel.

We are in the age of technology where the key to an organiza-

tion’s recruiting success lies in its ability to adapt, evolve, innovate, 

and stay relevant. Today, that means integrating social media, Big Data 

solutions, mobile cloud services, and marketing tools into the overall 

sourcing strategy.

defining Talent Sourcing Today

Talent sourcing is the first stage in the talent acquisition process 

and is one of the most important phases in talent life cycle manage-

ment. We define talent sourcing today as the practice of identifying 

and uncovering job candidates, passive or active, through the use of 

online and offline recruitment techniques. This can occur through 

a variety of recruitment channels, which can include (but are not 

limited to) employee referral programs, social media platforms, talent 

communities, resume databases, search engine optimization (SEO), 

agency/third-party recruiters, job boards, niche sites, corporate sites, 

universities and alumni groups, billboards, and print advertisements 

(see Figure 5.1).
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For most organizations, this initial step of the talent acquisition 

process is handled by internal recruiters or sourcers, contracted agen-

cies, or a dedicated sourcing resource. The sourcing stage covered here 

begins with the candidate’s discovery and ends when all the informa-

tion about the potential candidate is obtained by the sourcer.

A Short history of Talent Sourcing

Before we get into the process of talent sourcing, let’s take a quick 

look at its historical roots. Sourcing dates back to the Roman Empire 

when in 55 b.c. Julius Caesar leveraged a referral program to staff 

his army, asking his current soldiers to refer their friends in exchange 

for financial compensation. These types of referral programs were also 

Sourcing
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figure 5.1 talent Sourcing today
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used throughout ancient Egypt and Greece. Not surprisingly, talent 

sourcing has evolved since then, and for the scope of this book, we will 

underscore the five most important changes.

The first major disruption in sourcing occurred in 1800 during 

Napoleon’s reign when the French and the British were using employ-

ment services to recruit for their empires. As a result, in 1848 the first 

search firm was created.1

The second major change in sourcing took place during World 

War I and World War II with the practice of screening candidates for 

positions in war planning. And, in 1939, the U.S. Employment Ser-

vices was created with the primary goal of helping unemployed people 

find jobs during the war. Employment agencies began to advertise for 

workers who were not obligated to military service in an effort to fill 

the void in the workplace left by those who were called to duty.

The third major disruption in sourcing took place in the 1990s 

with the emergence of the World Wide Web, where sending resumes 

via e-mail become the norm with the birth of online job boards and 

resume databases available and accessible to candidates and employ-

ers worldwide. The resume (as we know it) was actually born nearly 

a decade earlier in 1980, when recruitment technology was still fairly 

nascent with sourcing predominantly conducted via word of mouth, 

referrals, and walk-in applications resulting from printed media. As a 

result of improved technology, such as the typewriter, WordPerfect, 

and later the launch of Microsoft Word, resume formats started to 

become more standardized.

Having a more standardized format enabled an entrepreneur like 

Bill Warren to found the Online Career Center in 1992. It was the first 

employment site on the Internet. The idea quickly caught on, and in 

April 1994, Jeff Taylor created Monster Board, which later became 

Monster Worldwide. Monster was the first public job board on the 

Internet, the first public resume database in the world, and the first 

company to have job search functionalities, job agents, and job alerts. 

In May 1994, Career Mosaic was founded, which was later acquired 

by Career Builder.

The fourth major sourcing change occurred during Y2K. The 

year 2000 marked a revolution for the Internet, with the emergence 



T a l e n T  S o u r c i n g  a n a l y T i c S    ◂ 135

of online personal branding, weblogs, resume websites, and resume 

videos. The influx of these different assets changed the landscape of 

recruitment and technology such as candidate relationship manage-

ment (CRM) systems and applicant tracking systems (ATSs) entered 

the marketplace.

Interestingly enough, we are still experiencing the fifth major 

disruption in sourcing. It is one directly born from the emergence 

of personal branding and is tied to SEO and social media networks, 

which have become the de facto new standard. As candidates seek to 

distinguish themselves from the competition through personalized 

content creation, they are flooding the Internet with information. 

This has created the need for Big Data and cloud-based solutions that 

aggregate candidates’ digital footprints from wherever they inter-

act on the web. This expands the recruitment universe to include 

both active and passive candidates leveraging social media platforms, 

niche sites, user and alumni groups, Google+, Twitter, LinkedIn, and 

other open-source community forums such as GitHub, Stack Over-

flow, Dribbble, and Proformative, just to name a few.

In order to successfully source talent in this day and age, a new 

mantra is required. Jeanne Meister, Founding Partner of Future Work-

place, suggests using a different approach in her Forbes article “2014: 

The Year Social HR Matters,” in the subsection “Big Data Lets New 

Jobs Find You Before You Even Know You’re Looking”: “for this group 

of talents, social network aggregators, social profile solutions provid-

ers such as Entelo, TalentBin by Monster, Gild, thesocialCV, and oth-

ers could be leveraged to better help recruiters to tap into this pool of 

talents.”2

Why you need To CAre ABouT your TAlenT  
SourCing TodAy

There are two main reasons that you need to pay special attention to 

your talent sourcing today:

 1. The digital evolution of the workforce

 2. The challenges of the new labor market ecosystem
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digital evolution of the Workforce

Over the past few decades, talent sourcing has undergone two major 

digital changes. The first was the emergence of the Internet and World 

Wide Web in the late 1990s, which revolutionized the search for can-

didates from paper and pencil to online channels such as job boards, as 

well as internal and external online resume databases used to generate 

massive amounts of data to uncover the best candidates.

The second major change in candidate sourcing was driven by the 

consortium of four components: Big Data, the cloud, social media, and 

mobile solutions. These elements have created the latest disruption in 

candidate sourcing and have resulted in a digital evolution that has 

produced an ocean of data to be analyzed.

new labor force ecosystem Challenges

On top of this digital disruption, today’s hiring managers, HR staff, 

recruiters, and staffing managers face new challenges, including:

 ■ Imbalanced workforce demographics: This is forcing com-

panies to manage a disparate multigenerational workforce that 

includes baby boomers, Generation Xers, and millennials—

three generations with a wide variance in needs, preferences, 

and expectations. Millennials, in particular, will make up more 

than 50 percent of the U.S. workforce by 2020, and require spe-

cial attention for talent acquisition and retention.3 After more 

than 100 years of its traditional annual performance review 

where the bottom 10 percent of underperformers were let go 

every year, General Electric (GE), the eighth highest-ranking 

company in the Fortune 500, is getting rid of annual perfor-

mance reviews in favor of app-based feedback. GE announced 

recently that it is replacing the old annual performance review 

with an app—an app that will provide regular feedback several 

times a year to adapt to its new workforce demographics that 

includes a significant population of millennials.

 ■ Skills shortage: Companies face increasing competition for 

highly skilled workers in fields such as science, technology, 

engineering, and mathematics (STEM). According to the latest  
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ManpowerGroup study, a skills shortage is the number one 

challenge for companies.4

 ■ Candidate savviness: Candidates are more connected and 

technology savvy; they can learn about your organization and 

praise or criticize your employer brand without talking to you or 

your customer service reps, and without stepping foot through 

your door.

 ■ A candidate-driven labor market: The U.S. economy is 

strengthening, as evidenced by the rapid pace of job additions 

and the unemployment rate plummeting as low as 2.9 percent 

for bachelor graduates.5 The power in recruitment has shifted 

from employers to the job seekers, as they have several choices 

and job opportunities. In fact, according to the latest study by 

MRINetwork, more than 9 in 10 MRINetwork recruiters par-

ticipating in the semiannual June 2015 survey (MRINetwork 

Recruiter Sentiment Study) said today’s employment market 

is candidate-driven, a 34-point jump from the 2012 study 

results.6 It is clear we are now in a job-seeker-driven market, 

as opposed to the employer-driven market following the 2008 

recession.

These aforementioned changes are challenging organizations 

to rethink and adjust the way they look for talent, whether it is via 

employee referral programs, social networking, employment market-

ing branding, talent communities, or job boards.

The Sourcing Analytics pillar explores the history of talent sourcing 

and its digital transformation, and provides a comprehensive review of 

the job seeker’s decision journey so that you can best approach the 

talent supply chain in this new and evolving candidate-driven eco-

system. It outlines how leading companies have leveraged analytics 

in their sourcing activities in order to optimize outcomes and reduce 

their acquisition costs in this competitive and challenging recruitment 

landscape.

This chapter will also provide you with best practices to ensure that 

your talent sourcing activities, whether they are referrals from mobile, 

social media platforms, from job boards, or by leveraging Big Data, will 

flourish and help you create economic value for your organization.
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TAlenT SourCing in The erA of Big dATA And 
AdvAnCed TeChnology

Whether you decide to talent source to fulfill your workforce planning 

analytics strategy or to fill open requisitions, it is essential to under-

stand the decision journey of your ideal candidates, the ecosystem of 

sourcing channels you have, and how to leverage the new generation 

of sourcing in the era of Big Data, mobile and cloud solutions, and 

social media to be successful in your search for talent.

Job Seeker decision Journey

During the latest recession, it took only two years to shed 8.5 million 

jobs, but took 4.5 years to recover those jobs in the United States, with 

2014 registering the largest job creation since 1999. As we discussed, 

the power is now shifting into candidates’ hands as the majority of 

economic outlooks predict that employment in the United States is 

trending back to full capacity. With unemployment numbers plum-

meting to the prerecession level, turnovers high, and job openings at 

their highest, skilled employees have multiple choices and the war for 

talent is intensifying.

From Figure 5.2, the unemployment rate for those with a bach-

elor’s degree or higher was 2.5 percent in September 2015 while for 

those with some college or an associate’s degree it was 4.3 percent.

In this new labor market ecosystem where skilled candidates are 

in high demand and can decide for whom they work with a single 

click, employers need to change their recruiting tools, strategies, and 

approaches to maximize their interactions with prospective candidates 

to successfully navigate throughout today’s supply-and-demand talent 

equation.

With multiple options, job candidates will no longer tolerate the 

shortcomings and bad recruiting practices that they endured during 

the recession and the recovery period.

To remain successful, companies must understand today’s job 

seekers’ needs, preferences, and decision factors. Organizations must  

perform rigorous competitive intelligence to gain the full scope of 

what the competition is offering, and use these insights to build 
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a marketing sourcing strategy that will best appeal to job seekers. 

Once your organization has this information and intelligence, you 

can begin to approach job seekers in a way that resonates with them, 

reaching out to them where they are and, more important, finding 

those with high-demand skills before they even know they are look-

ing for a new job.

Before deciding on the optimal channel for reaching your candi-

dates, it is important to understand the journey your seeker will take 

when she or he decides to look for new opportunities. This will help 

you optimize the way you communicate with a candidate.

Before we tackle our Seeker Decision Journey (SDJ), let’s discuss 

the Consumer Marketing Decision Journey, which we will use to 

derive the principal elements of our SDJ. The management consulting 

firm McKinsey & Company produced its consumer decision journey as 

a revision of the traditional consumer buying funnel.7 The final action 

for a consumer through the funnel occurs when the person makes the 

purchase, while for job candidates it will happen when a seeker applies 

to your job posting or accepts your job offer.

lessons from McKinsey’s Consumer decision Journey

With today’s evolving socioeconomic conditions, advances in digital 

platforms have changed the way consumers buy products and services. 

figure 5.2 Unemployment rate by educational attainment 
Data from U.S. Department of Labor, Bureau of Labor Statistics.
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They research very differently today than before, challenging market-

ers to rethink the ways they approach them. As mentioned, the tradi-

tional marketing buying funnel begins with consumer awareness and 

ends at the moment of purchase or the postpurchase experience was 

enhanced by McKinsey & Company.

In 2009, this process was revised by David Court, Dave Elzinga, 

Susan Mulder, and Ole Jørgen Vetvik in their article that included a 

dynamic decision-making process called “the consumer decision jour-

ney,” as described in Figure 5.3.

McKinsey’s consumer decision journey is made up of the following 

stages:8 

 1. Initial consideration

 2. Active evaluation (information gathering)

figure 5.3 Consumer Decision Journey 
Source: David Court, Dave Elzinga, Susan Mulder, and Ole Jørgen Vetvik, “The Consumer De-
cision Journey,” McKinsey Quarterly, June 2009, www.mckinsey.com/insights/marketing_
sales/the_consumer_decision_journey.
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 3. Moment of purchase

 4. Postpurchase experience (ongoing exposure, loyalty)

As you can imagine, for recruiters the final “postpurchase” stage is 

critical because if your employees have bought into your value propo-

sition and are bonded with your employer brand, they will be the best 

advocates: promoting your company values and helping attract new 

talent by delivering testimonials and firsthand experiences to potential 

candidates via all your sourcing channels.

The SDJ is based on the same theories we just discussed in McKinsey’s 

consumer decision journey; we will simply replace the word consumer 

with the word seeker, and adapt the framework to be relevant to the 

employment market.

Leveraging the SDJ provides hiring managers and recruiters with 

a comprehensive map of seeker online and offline behaviors that can 

be used when interacting with them throughout their journey via the 

various touch points we discussed earlier. It provides relevant informa-

tion on how to attract, hire, and retain top talent and ultimately best 

practices on how to leverage your existing talent as your most impor-

tant advocates to attract new candidates.

In Figure 5.4, we will leverage the consumer decision journey to 

derive the SDJ by mapping the seeker’s behavior at each stage of the 

consumer decision journey. It is just about mapping human behavior: 

whether they click, buy, vote, or respond.

This chart can be used as a guide for better targeting seekers in 

this new ecosystem. Let’s take a closer look at each of these stages and 

what it will mean for your company.

Stage 1: Why Is a Candidate Looking for a Job?

The Initial Consideration or Evaluation stage is designed to uncover 

the job-seeking motivation behind your potential candidates. It will 

provide answers to key elements that should help you optimize your 

recruitment strategies, tailor your sourcing activities, and seize the 

right opportunity to connect with a candidate when he or she is begin-

ning to consider a career move.
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Stage 2: Where Do Candidates Turn When Seeking  
New Opportunities?

This phase, called the Active Consideration, Evaluation, or Knowledge 

stage, is when candidates begin to interact with brands and companies 

that interest them. The key to this stage is finding the right channel in 

which to interact with them. What are their “watering holes”? What 

sites do they frequent? From there, focus your approach by listen-

ing, connecting, and engaging with them about current and future job 

opportunities.

Stage 3: How Will a Candidate Respond to Your  
Recruitment Process?

This stage will force you to consider the process your candidates will go 

through as they consider, apply, interview, and, one hopes, accept your 

figure 5.4 From Consumer Decision Journey to Seeker Decision Journey
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job offer. It begins with making sure your organization is equipped with 

the most current tools and technologies that enable a user-friendly job 

response process for interested candidates.

Stage 4: How Do You Get Your New Hires Engaged and  
Have Them Become Brand Advocates?

Building a relationship with your current employee base is key to 

recruiting top talent. This stage is dedicated to connecting with your 

existing talent so they become your best advocates in attracting and 

hiring new talent. One way to do this is through employee referral 

programs and communities.

Once you understand the decision journey of the candidate, it is 

important to get a clear picture of the sources of hire (SOH)—basically,  

where your best prospective employees should be coming from. Sev-

eral researchers provide insights on the sources of hire. Figure 5.5, 

the annual SOH report compiled by CareerXroads, shows the major 

sources of hire.

figure 5.5 Source of hire report 
Source: Gerry Crispin, www.careerxroads.com/news/2014_SourceOfHire.pdf.
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Interview with Gerry Crispin, Principal and 
Cofounder, CareerXroads
JP Isson had the opportunity to interview Gerry Crispin to discuss 
talent sourcing, employer branding, employee wellness, and the impact 
that Big Data and social media have on talent acquisition.

Isson: What are the top three sources of hire that talent ac-
quisition should pay attention to?

Crispin: There hasn’t been a lot of change when we talk about the 
sources of hire, and the following always top the list:

 1. Internal recruiting

 2. Employer recruiting

 3. Job boards

Social media and mobility also play a role, even if I do not cat-
egorize them as a pure source of hire. I’d consider them more as 
a path, not a source. However, they are paramount for any of the 
aforementioned sources of hire. Today, every candidate being hired 
is using social media, which means you can’t do hiring without 
taking it into account. They enable affordable sourcing in today’s 
economy—it is digital energy instead of live energy. We are also 
using some sort of artificial intelligence to interview people. Every 
person who applies has an interview with a virtual agent that uses 
artificial intelligence that can ask questions and vet candidates 
based upon their answers. Technology is redefining the talent 
acquisition work flow.

Isson: What is the impact of employee wellness on talent 
sourcing and talent acquisition?

Crispin: Talent acquisition has changed enormously in the last 10 to 
20 years and continues to grow in a number of ways. One of them is the 
importance of corporation branding; in other words, what is employ-
ment like at a certain company? In that instance, what we are talking 
about are companies that have adopted employee wellness as a critical 
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component of their value proposition that helps them to drive results: 
increased productivity, optimization of talent acquisition, and increased 
talent retention.

Fundamentally, you want to bring in people who are already predis-
posed (to the extent possible) to valuing employee wellness, and who 
see it as a value and fundamental part of their work. Talent acquisition 
strategy these days can include marketing your wellness program in 
your job requisition, which ensures interested candidates understand 
this is a shared value between them and your organization; and those 
who place very little value on wellness will realize that this is not a 
place for them.

Employee branding can also help as a selection tool for candidates, 
demonstrating that employee wellness programs are important. To this 
end, your wellness program should be well positioned on the company 
website and can include things such as videos of employees promoting 
different aspects of the program, and showing wellness as part of the 
company culture and company values. This type of promotion can be a 
great way for companies to provide an overview of their organization to 
potential candidates so before they apply for a job they already have an 
understanding of how employee wellness could impact their day-to-day 
activities.

Additionally, there should be a mechanism that enables talent acquisi-
tion to provide candidates with the opportunities to ask questions and 
engage with the company. Transparency is critical, and showing how 
employee wellness could improve productivity, for instance, can help to 
engage employees early on, so they are already predisposed to the idea 
that their company is one that values wellness.

Isson: The economy has been improving in the United States, 
and the labor market is becoming more and more candidate 
driven. What do you see as a major challenge for talent 
acquisition and retention?

Crispin: I think talent acquisition and talent retention is a challenge in 
a candidate-driven labor market. In most companies, there is a small 

(Continued )
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percentage of jobs that are considered business critical, and for those 
jobs, there is a shortage of talent. When this talent shortage exists, 
there is a constant pressure to keep those employees from being drawn 
away, particularly if they are customer facing or hold extraordinary 
value for the corporation. Keeping employees is an important strategy, 
and forward-looking companies are doing everything they can to keep 
their talent.

Talent acquisition and retention have to do with whether people believe 
they have the opportunity to fully use their skills and knowledge. They 
want to come to work and be treated well, live some of their values that 
they believe in, and this includes things such as contributing to their 
communities, improving their health and wellness, having flexibility in 
their work environment, and corporate transparency.

Isson: Do you think Big Data can help to acquire some hard-
to-find talent such as for STEM jobs?

Crispin: I think the biggest problem with Big Data right now is much of 
the data is not available as we would like to believe. I believe accessing 
some publicly available talent data and content could definitely affect our 
ability to reach out to passive seekers. There are a number of tools and 
Big Data solutions that are digging into the conversation—for example, 
GitHub, Stack Overflow, and many others. I believe accessing that data 
and aggregating it properly can immensely impact our ability to identify 
and seek out those potentially hard-to-find candidates and to go after 
them.

Very few companies are really leveraging that type of data now; we are 
a couple of years away from getting this data collected and harnessed 
across most organizations.

However, I think Big Data is not as important as good data. The ques-
tion we have to ask is: Do we have the data that helps to address the 
following?

 ■ Would a target candidate accept an offer?

 ■ Would a candidate accept a position?

 ■ Would a candidate be a top performer once hired?

(Continued )
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Big Data analytics, applied properly, is helping some leading organiza-
tions achieve answers to those types of questions.

In the same way, there is no standard tool available to inform 
 candidates about important information about employers, and that 
would be useful. Nothing has been done to significantly enhance the 
decision-making process for candidates. Big Data should help candi-
dates to assess if the hiring manager they want to work for is the one 
that would help them grow their career, and provide some indication of 
which managers are developing their employees versus those who are 
not. We should literally have Big Data decision solutions that are bidi-
rectional: impacting both employers and candidates. These solutions 
and tools would provide candidates with information that goes beyond 
the job description and that show whether or not the company really 
walks its talk. For me, Big Data means answering those questions that 
have an impact on the important decisions people make around their 
careers.

There are several sources of hire, as described in the CareerXroads 

report in Figure 5.5. For the scope of this book, we will simply 

cover the application of Big Data analytics on some sources of hire, 

including:

 ■ Employer referral programs and talent communities

 ■ Job boards

 ■ Social media sourcing and Big Data

 ■ Impact of mobile

Building a Successful employee  
referral Program

As we discussed earlier, the concept of an employee referral program 

(ERP) is one of the oldest candidate-sourcing techniques. While the 
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principle of a referral has not fundamentally changed, the emergence 

of digital technologies, coupled with the explosion of the Internet and 

social media, has triggered a sharp evolution in the way candidates 

approach jobs. This has challenged organizations to adjust and adapt 

the strategies, techniques, and tools of their ERPs.

A successful ERP requires a satisfied employee base that believes 

in your brand and organizational mission. By leveraging your exist-

ing employees’ network to find new talent and financially rewarding 

your employees with a bonus, you will further incentivize employees 

to refer someone they know who would be a fit for an open position.

Why Should You Care about Employee Referrals?

According to some studies, between 24 and 50 percent of new hires 

today are from an ERP.9 Employee referrals are the best sources of 

matching candidates, particularly when the referral is from a top-

performing employee, as they most likely will recommend similar 

top performers. Additionally, not only is the probability that a refer-

ral will be a good match with your organization much higher, but 

ERPs also cost less than traditional sourcing methods. This drives 

confidence and trust in your sourcing and hiring process. In fact, 

recruiters we’ve spoken with claim that a great ERP not only helps 

to identify top prospects who may not be actively searching, but it 

also serves as an internal vetting process for appropriate skill sets and 

culture fit. It also helps to promote the company brand as well as job 

opportunities.

ERPs by the Numbers

A study from Lee Hecht Harrison also found that referrals deliver the 

best results.10 According to the findings, referrals were considered the 

most effective method for sourcing candidates among both HR man-

agers (77 percent) and recruiters (88 percent), and ERPs continue to 

“offer a cost-effective source for high-quality talent acquisition.”
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Additionally, research conducted by Dr. John Sullivan, an interna-

tionally known HR thought leader who specializes in providing bold, 

high-business-impact, and strategic talent management solutions to 

large corporations, found that employee referrals were the most cost-

effective and best candidate sourcing method.11 In those leading orga-

nizations, employees play an invaluable role in identifying, assessing, 

and promoting the employment brand and job offer to their referrals, 

saving multiple levels of costs and resources.

Making Analytics Work for Your ERP

As we discussed, ERPs are a sound business investment, so the ques-

tion quickly becomes: How do you leverage analytics to maximize 

your ERP and gain insights into how referrals will perform by location, 

job position, role, and projected length of service? It will also help you 

address the following business questions:

 ■ Are referrals more loyal than hires from other sources?

 ■ Are referrals more productive than other employees?

 ■ Do referrals have a better offer acceptance rate?

 ■ Do they have a better time to productivity and performance?

 ■ Do referrals generate a better quality of hire?

 ■ How much should you reward your employee who refers talent?

According to Oracle’s white paper “The Shortest Path to Better 

Hires: Best Practices for Employee Referral Programs”:12

 ■ Employee referrals account for between 24 percent to one-third 

of all hires.

 ■ Employee referral hires perform up to 15 percent better than 

other types of hires.

 ■ Employee referral candidates accept offers 15 percent more 

often than nonreferral candidates.
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 ■ A study by Ohio State University and Workforce Management 

found that employee referral hires have a 25 percent higher 

retention rate than other types of hires.

With these notable benefits in mind, coupled with the scarcity of 

skilled talent and a competitive talent marketplace, let’s take a look at 

some of the best practices that high-performing companies are using 

to optimize their ERPs.

ERP Best Practices

From our conversations with executives at some of the most success-

ful companies, we learned that more than 50 percent of their talent is 

discovered through their ERPs. Here are some best practices that they 

have shared with us.

 ■ Market your ERP as you would do for a marketing cam-

paign. It is paramount to use your marketing team to design 

compelling branding that includes a memorable and catchy 

name, logo, tagline, and message that conveys the purpose 

of the program and its value for candidates and potential job 

applicants. And don’t forget to provide exciting branded give-

aways!

 ■ Develop a CRM capability. Similar to a customer relationship 

management tool, the CRM will help develop your employees’ 

and candidates’ experiences by creating a platform where you 

can share testimonials of existing employees’ success stories and 

job satisfaction, all targeted at the right pool of talent.

 ■ Provide timely feedback to employees who refer candidates. 

This demonstrates that you care about their efforts in helping 

the organization with finding great talent to be their future 

coworkers.

 ■ Communicate your ERP using a multichannel approach via 

newsletters, e-mails, videos, blogs, and social media.
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 ■ Leverage social media and current social technology to design 

ERPs that reach multigenerational workforces, such as social 

network sites, niche sites, and social communities.

 ■ Leverage the latest technology, including mobile channels and 

robust user-friendly programs that are not time-consuming for 

your employees to use and that also present fair and accurate 

information regarding the program with a clear definition of 

the rules.

 ■ Benchmark your employees’ performance, loyalty, time to 

productivity, cost of hire, quality of hire, days-to-fill ratio, and 

lifetime value to showcase your ERP’s competitive advantage 

to the business. You can also assess additional metrics such as 

the click-through rate of the employees who refer candidates, 

the click-through rate of the referred candidates, the conver-

sion rate of referred candidates (clicks to applicant), the time 

it takes to reach out to referrals, and the referred time to 

response. Success is also about having engaged employees, 

so the key is to make it an easy and rewarding experience 

for them.

 ■ Reward your engaged employees who refer, and make the 

entire process user-friendly and empowering.

Another Frontline Story of ERP

Leading companies are leveraging this powerful recruiting source to 

staff their positions and build out their workforces. Red Hat, a lead-

ing open-source technology firm, received more than 50 percent of its 

new hires from its ERP.13

Sourcing via Job Boards

The emergence of the Internet in the 1990s revolutionized the candi-

date-sourcing ecosystem, shifting it from traditional methods to online 
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recruitment sites and job boards. This, in turn, generated a myriad of 

clickstream data that could be analyzed; in fact, online channels gener-

ate and enable most analytics in sourcing today.

For readers without a sourcing or recruiting background, let’s 

recall the promise of a job board.

A job board is an employment website designed to allow employ-

ers to post job requirements for open positions and for job seekers 

to create or upload their resumes. Think of it as a modern, interac-

tive classified ads section. Job boards also allow seekers to perform 

job searches and respond to postings. They help employers primarily 

achieve the following:

 ■ Post a job (advertise a job offer).

 ■ Perform resume searches.

 ■ Provide workforce best practices for employers and for seekers.

 ■ Provide resume writing and interview tips.

 ■ Provide talent management and talent CRM solutions.

 ■ Provide career and job search advice.

With the variety and volume of data generated that include seeker 

resume data, employers’ online job posting descriptions data, seeker 

profile data, seeker online behavior data when looking for a job 

and responding to a job opportunity, and data from the matching of 

employers’ needs to seekers’ needs, job boards have become the play-

ground of sourcing analytics.

Big data Analytics on Job Postings

When you post your job opening on a job board, your ultimate goal is 

to have a talented candidate apply for that job. Traditionally, the job 

board will provide you with three sets of metrics:

 1. Number of candidates who viewed your job opening.

 2. Number of candidates who applied.

 3. Conversion rate of your job opening (the ratio between the 

number of views and the number of applies).
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With innovation in Big Data and advanced analytics, your orga-

nization can be more data-driven and can fully optimize recruit-

ment tactics by implementing analytics and benchmarks into its 

job performance dashboard. One of this book’s authors, JP Isson, 

has developed and implemented a job posting benchmarking tool 

called the Job Optimizer. The Job Optimizer provides Monster cus-

tomer touch points with a benchmark of how a customer’s job 

postings perform against similar postings and what should be done 

to increase performance when applicable, leveraging predictive 

analytics. 

Let’s assume you are looking for a business analyst for your mar-

keting department in Boston. Traditionally, your job board would 

provide you with a dashboard for this position that includes the 

number of job views, the number of applies, and the conversion 

rate. But having these numbers does not really provide you with 

any insightful feedback about the position you are trying to fill. 

Advanced analytics creates more value by embedding benchmarks 

and predictive analytics, which means not only meaningful data 

about the performance of your specific job posting, but also the asso-

ciated benchmarks needed to assess the performance of your listing 

against that of similar jobs (those with the same title, the same occu-

pation, the same location, and the same posting duration that also 

appear on the site).

Seeing where your job performance ranks against similar jobs 

paints a much more realistic picture of how your job posting is 

doing. It also provides you with a status check so that you can assess 

whether the posting is performing above the benchmark, below the 

benchmark, or in the average range. With this ranking in mind, 

you can then adjust your strategy and expectations, and tailor your 

supply-and-demand activities. For instance, say your Boston-based 

marketing analyst job receives 300 views per posting (meaning 300 

people viewed your job listing) and 27 applies, while postings on 

the same site for a similar marketing analyst job in Boston average 

400 views and 60 applies; in this case you would quickly realize that 

your job posting is performing below the benchmark, as presented 

in Figure 5.6.
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The natural reaction to such a discovery might be to ask yourself, 

“Why is my job performing below the benchmark?” and “How do I 

boost its performance?”

The answer lies in advanced analytics. Leveraging this discipline 

will help you to build a profile of millions of similar job postings by 

analyzing the title, location, duration on site, job category, occupation, 

description, number of days posted, and employer branding to paint a 

robust picture of the employment landscape so that you can diagnose 

and remedy any issues, and optimize your posting.

Analytics can help you figure out what job attributes would drive 

better performance among your target job seekers. For instance, jobs 

with attributes such as Career Ad Network can increase the number of 

applications to your job ad by posting it on Monster and across hun-

dreds of targeted websites. Helping you to reach passive job seekers, 

increase your job applications, and maximize your visibility by bolding 

your ad and including enhanced job branding can offer an uplift of 

40 percent in views and 25 percent in applies. Powered by predictive 

analytics, Big Data analytics helps you anticipate the performance of 

your posting. You can also leverage analytics to anticipate the job per-

formance by location, occupation, duration on site, job title, and job 

level. As you might imagine, comparing a vice president position to an 

entry-level position is not an apples-to-apples comparison in terms of 

expectations for performance, and this is one of the reasons having a 

benchmark that takes such factors into account is so important. Think 

of it this way: Relatively speaking, few people would apply to a vice 

president position, while a larger number would apply to an entry-

level position. Advanced analytics can help anticipate occupation lev-

els, titles, and duration on site, giving you insights into how to best 

reach your target seekers—for instance, STEM job postings, which are 

difficult positions to fill.

Advanced analytics helps business leaders better understand their 

target job applicants, such as when they are mostly actively applying, 

their motivations for looking for new opportunities, and what sources 

they use when they do so. This provides actionable insights that allow 

you to optimize your sourcing strategies and tactics.
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Big Data analytics helps to leverage candidate profiles and can-

didate response behavior, enabling employers to optimize their job 

performance. Advanced analytics provides understanding of what 

keywords seekers frequently use on their resumes and what key-

words employers use in their job descriptions. The outcome then 

feeds employers with seekers’ most popular keywords and profiles 

used, and feeds seekers with the most popular terms and concepts 

employers use in their job descriptions. We move this to the next level 

by building a predictive model that anticipates the profile of a success-

ful resume for a specific position to determine the most appealing jobs 

for candidates leveraging text analytics, machine learning, and artifi-

cial intelligence. The end goal is to anticipate the supply-and-demand 

equation.

Some job boards also offer what is called a pay per click (PPC) 

model. PPC is a service where job boards do not request any fees to 

post a job, but charge based on the listing’s performance in terms of 

views or applies. Basically, it operates similarly to Google’s PPC model. 

Within the PPC model, advanced analytics helps you to optimize the 

cost per click (in this case cost per view) and provides you with a full 

understanding of your postings, as well as insights into your job per-

formance ranking that could be easy to fill or hard to fill, helping you 

as an employer to adjust your sourcing strategies based on the supply-

and-demand outcome and your recruitment budget.

resume Search and resume Analytics

The second largest service delivered by job boards is a resume search. 

The majority of job boards, by their very mission, store millions of 

resumes in their databases, which they can make available to their 

customers (employers), assuming some fees. Employers would then 

have the ability to search the database for resumes. In the era of Big 

Data, analytics is being utilized to perform powerful resume searches. 

Just imagine searching a database of 100 million resumes to find appli-

cants. To say that would be cumbersome and take a lot of time would 

be an understatement. Based on research, recruiters spend approxi-

mately 90 seconds to go over a resume, so to review 100,000 resumes 

could take two and a half years.14
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Luckily, today Big Data solutions such as Monster Worldwide 

SeeMore Solutions uses 6Senses Technologies solutions to leverage 

semantic search, which performs high-speed resume searching from 

both an internal and an external resume database in mere min-

utes. Using a Big Data resume search solution can also help address 

the bandwidth issues that the majority of recruiters face. By using 

artificial intelligence such as semantic search functionality to opti-

mize resume searches of databases containing hundreds of millions 

of resumes, you are provided with not only ranked search results 

based on matching criteria but also business intelligence around the  

posting itself. And, according to a study sponsored by Monster, 70 percent 

of recruiters reduced the time it took to search for resumes and sharply 

improved their searching productivity when using semantic search tools, 

such as Monster Power Resume Search and SeeMore technology.15

Semantic search leverages the power of the Big Data cloud and 

artificial intelligence to understand the concept and the context of the 

search. It improves search accuracy by understanding searcher intent 

and the contextual meaning of search terms in order to provide more 

relevant results. Semantic search systems consider various points, 

including context of search, concept, intent, variation of words, and 

synonyms, and leverages artificial intelligence and machine learn-

ings to provide relevant search results. Semantic search also provides 

business intelligence around the search results. For instance, when 

searching for web designer resumes from a resume database, semantic 

search will gather all relevant resumes and rank them from the best 

to least relevant that meet the concept, context, and synonyms of web 

designer that are relevant to you. Big Data solutions for resume search 

help companies to drive performance, increase efficiency, and reduce 

costs when searching for the best candidates’ resumes.

Social Media Sourcing: Must have Today

What Is Social Media Sourcing?

Social sourcing or social recruiting is a type of online recruitment 

where the recruiter, sourcer, or HR manager uses social platforms as 

talent databases or as advertising channels in order to reach candidates.  
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This can also include gathering referrals from your employees to fill 

an open position by leveraging a social network. Popular social media 

sites for this type of recruiting include Twitter, Facebook, LinkedIn, 

Viadeo, TalentBin by Monster, Entelo, XING, Google+, and Bran-

chOut.

Why Use Social Media Sourcing?

In today’s globally connected talent marketplace, the majority of job 

candidates use social media sites. In fact, according to the Pew Research 

Internet Project, overall, 74 percent of online adults use social media 

network sites, with adoption rates for the 18- to 29-year-old and 30- to 

49-year-old age groups at 89 and 82 percent, respectively.16 Addition-

ally, social media tops the list of channels for millennials who, by the 

end of 2015, will outnumber baby boomers as the nation’s largest liv-

ing generation, according to the projections from the Bureau of Labor 

Statistics.17 And, more important, by 2020, millennials, more than 

90 percent of whom now use social networks, will make up 50 percent 

of the workforce.18 The adoption of social media is not prevalent only 

among millennials, however. According to recent data compiled by 

Callbox-Au, the fastest-growing demographic on Twitter is users in the 

55- to 64-year-old age bracket, and for Google+ the 45- to 54-year-old 

age bracket.19

As we have discussed, the recruitment landscape is shifting, and 

a survey by Spherion Staffing Services found that 47 percent of mil-

lennials say a prospective employer’s online reputation matters as 

much as the job the company offers.20 With that in mind, it becomes 

critical that companies’ sourcing strategies adapt their social chan-

nels for sourcing. Most job candidates and prospective hires will 

have access to a company’s employment brand without stepping in 

the door or speaking to your employees directly. Social media sourc-

ing companies can also leverage their interactions with passive job 

candidates (even if they’re not interested in any current offerings) by 

keeping them active and engaged, and by making them part of your 

talent community interested in future job openings. Your sourcing 

strategy should include a social component that inspires viral job 
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sharing and, more important, taps into passive job candidates who 

are not always reachable from traditional resume databases and 

employment sites.

Social media allows employers to go beyond the traditional barri-

ers where work and personal life are strongly separated, and to con-

nect with prospective hires using platforms they access multiple times 

a day. It also helps to connect with passive job candidates who may 

choose to interact with your company, and to provide unique insights 

about potential candidates before they are even involved in the recruit-

ment process. Some additional benefits include:

 ■ Better quality of hire and cultural fit

 ■ Optimized time to hire

 ■ Improved reach of quality candidates

 ■ Help for boosting your brand image

 ■ Connecting with passive candidates

 ■ Providing cost-effective outcomes 

Interview with Pete Kazanjy, founder, TalentBin 
by Monster
JP Isson had the opportunity to interview Pete Kazanjy to discuss social 
sourcing.

Isson: How do you describe talent sourcing in the era of Big 
Data and social media?

Kazanjy: The overarching thing from which everything flows with 
respect to social sourcing is the notion that work product that was pre-
viously known as having a nondigital nature and not publicly available 
is now becoming digital first, and second, it’s becoming more and more 
available. That’s what really drives everything else.

Because if you think about the life cycle of talent availability online, 
historically resume objects have done a fairly good job of providing 
proxies of work product. They were the summation and representation of 
historical work product, kind of correlated with a skills profile.  
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Those resumes would usually make their way into a database, and then 
make their way online in big databases like Monster and have you there 
as a prospective job candidate. The furthering of that was LinkedIn’s 
changing the culture with resume proxies. But the fundamental problem 
with that approach was that the outcome was still a work product proxy, 
meaning not reflecting the current work activity. Work product is made 
of two components: a primary document and a secondary document. 
Resumes are just secondary documents. Historically, resume was proxy 
for work product. Resumes are secondary work products, as they reflect 
your actual work but they are not the actual work. Now that you have 
your actual work activity, that is what matters the most! And the reflection 
of your actual work activity is the social version of that work product.

With the digitalization of work product, we can capture your actual work 
activity on the web and social platforms. For instance, if somebody 
tweets about the fact that they are going to a conference, this leaves a 
micro work object; and a bigger version of that is, for instance, when 
people create a presentation on SlideShare, pose or answer questions 
on Stack Overflow, or put their codes on GitHub. All that comes down 
to harnessing all those pieces of digital work product information that 
is available. The new era is about harnessing all that information that is 
becoming available and making sense of it for the recruiter looking for 
talents. That’s what I mean when I talk about the overarching thing in 
social sourcing.

Isson: How does TalentBin help recruiters find hard-to-fill 
skills such as those in STEM fields?

Kazanjy: We are one of the folks who are leveraging work products 
and, more importantly, helping recruiters take advantage of all the 
digital artifacts of work product data publicly available by aggregating 
all those profiles together and making those pieces of digital artifacts of 
work products correlate to skills profiles, making them behave in a way 
that is helpful to recruiters, and ultimately have those profiles matched 
to work products speak to recruiters.

For instance, I can find professionals based upon their professional 
activities. We started with software engineers because they were having 

(Continued )
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a low unemployment rate, were not receiving a lot of phone calls from 
recruiters, and were not available in resume databases or on traditional 
social networks. And, more importantly, software engineers’ skills and 
profiles data were also available and mostly accessible; but now we 
have expanded into a broader range of occupations such as health care 
and others.

From the marketing standpoint, the compelling offering as far as sourc-
ing for candidates goes is that social media sourcing also helps to tap 
into high-end candidates, meaning the highly in-demand skilled candi-
dates for hard-to-fill positions. With social we can find them where they 
are actively showing their actual work activity.

Isson: What is the overall impact of social media data sci-
ence in talent acquisition?

Kazanjy: It’s all about the work product that was not digitalized or 
available before that is now becoming more available via social media—
the ability to leverage publicly available data to tap into passive seekers 
and special skilled talent. The digitalization of the work product is the 
new era. Data science helps to harness digitalized information to reach 
out to passive seekers and talent groups.

Isson: What are the top pieces of advice that you would give 
to someone new to social sourcing?

Kazanjy:

 1. There are tools out there today to help you speed up your social 
sourcing. Embrace them, or your competition will do it and 
take away the top talent you are looking for.

 2. Rather than starting something new from scratch, use tools 
already available to take advantage of them. Don’t do it manu-
ally. Don’t try to have an SEO approach. Rather, leverage all 
Big Data solutions tools and take advantage of them to quickly 
find your candidates. The ROI will be much higher than if you 
try to do it manually.

 3. To look for candidates, do not stick with a resume approach 
only. It’s really about connecting with candidates that your 
competition will not have access to.

(Continued )
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Isson: What do you foresee for social sourcing in the future?

Kazanjy: We will start getting deeper and deeper intelligence from publicly 
available data such as implicit professional activities, tapping into new data 
such as conference attendees, not for leads generation but rather for con-
solidation of footprints of professional activities not being leveraged yet.

From a macroeconomic standpoint, more available information will be 
good for both recruiters and job candidates. People willing to pay new tal-
ent more and more for their labors will have easy access to their profiles. 
We can imagine a world where people would choose artificial intelligence 
tools or apps to be their personal job agent, asking the app to pay atten-
tion to what they are doing and push any relevant opportunities their way.

More and more information will also be harnessed and become 
available, and people will feel like a social media sourcing tool is 
becoming their personal job agent that will help to capture their entire 
digital footprint and showcase their summary profile on the web. 
They would also request the job app agent to shop for the best job 
opportunities that would meet their needs and preferences and exceed 
their expectations. Artificial intelligence should provide talent with 
an automated intelligent personal work agent that conveys their work 
activity, their needs, preferences, expectations, and behaviors. It will 
track your activity and look for what might be helpful to you. I imagine 
the future where a seeker would say, “Hey, TalentBin by Monster, 
could you be my personal job agent?” Not just on Twitter, not just on 
Facebook or GitHub or LinkedIn, but it looks into everything I do and 
has the jobs find me before I even know I am looking for them.

Empowering Your Social Media Sourcing with Big Data  
Solutions and Tools

Candidates are leaving a variety of digital footprints on the web 

throughout social media platforms, niche sites, and alumni groups. 

While some of them are not necessarily available in any resume 

databases, those candidates with an IT-related background are heav-

ily active on niche sites and social media networks such as GitHub, 

Google+, Twitter, and LinkedIn. And those open profiles are usually 

part of the STEM fields where positions can be hard to fill. However, 

(Continued )



T a l e n T  S o u r c i n g  a n a l y T i c S    ◂ 163

talent in these fields often will contribute to these social groups, for 

instance by providing a solution to a programming question from their 

community. New technology companies such as TalentBin by Monster, 

Entelo, RemarkableHire, and Gild provide solutions to tap into those 

traditionally hard-to-reach candidates. These technologies track your 

entire social footprint to evaluate candidate technical prowess. They 

then mine a candidate’s online footprint and other social information 

to create a unique profile and actual competency ranking based on the 

candidate’s publicly available social data.

TalentBin, for example, aggregates candidates’ profiles from social 

media platforms such as GitHub, Stack Overflow, Twitter, LinkedIn, 

Google+, and other niche sites and social media platforms, and then 

creates a unique identifier profile for each one. These unique identifi-

ers encompass digital footprints, micro work products, and contact and 

profile information that is publicly available. This is particularly use-

ful for companies with open positions in the hard-to-fill STEM fields. 

Leveraging advanced analytics in social media sourcing helps organi-

zations tap into a pool of talent that may not typically be reachable via 

traditional channels, as well as passive seekers. Just as good marketing 

practices seek audiences where they are, good recruiting will leverage 

those communities where talent congregates, and invest in tools and 

technologies that enable you to find them from where they are active: 

interacting and solving questions from their peers.

M o n s t e r  W o r l d W i d e  s o c i a l  M e d i a 
r e c r u i t i n g 
Monster Worldwide is a global leader in connecting people to jobs, 
wherever they are. For more than 20 years, Monster has helped people 
improve their lives with better jobs, and helped employers find the best 
talent. Today, the company offers services in more than 40 countries, 
providing some of the broadest, most sophisticated job seeking, career 
management, and recruitment and talent management capabilities. 
Monster continues its pioneering work of transforming the recruiting 
industry with advanced technology using intelligent digital, social, and 
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mobile solutions, including its flagship website at www.monster.com and 
a vast array of products and services.

Key Monster Customers’ Objectives

The following are the key objectives that Monster customers want to 
achieve in this globally competitive talent market:

 ■ Target passive candidates such as those for hard-to-fill positions 
in science, technology, engineering, and mathematics (STEM) and 
millennials.

 ■ Increase the quality of hire and overall visibility of their jobs on 
Monster.

 ■ Build out a social recruiting program to engage and connect with 
candidates.

The Challenge

The challenge is to engage with passive seekers on social media such 
as Twitter, leveraging a social recruitment solution that is easy to use, 
efficient, scalable, and cost-effective.

The Solution

Monster provided user-friendly and scalable innovative automated social 
solutions that helped its customers to increase their candidate reach and 
overall brand awareness. Its Monster Twitter cards, Monster Social Job 
Ads, and TalentBin by Monster have helped its customers find, engage, 
and recruit great talent.

Monster customers who have used Monster’s social media recruitment 
have registered sharp increases in their reach and been able to attract and 
engage more millennials and hard-to-fill candidates.

Benefits

 ■ Double-digit reduction in time to fill.

 ■ Increase of fill ratio as well as quality of hire.

 ■ Significant reduction of talent acquisition cost.

 ■ Double-digit increase in overall job response and job visibility.

(Continued )
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a u t o  M a n u fa c t u r e r  u s e s  ta l e n t 
c o M M u n i t i e s  t o  s o u r c e  s k i l l s
As General Motors (GM) sought to ramp up the production of its flagship 
electric vehicle, the Volt, the company faced a significant talent challenge: 
a shortage of engineers and scientists with a background in electronics. 
Drawing talent from Silicon Valley and other technology centers to Detroit 
proved difficult initially. GM’s answer was to enhance its recruiting 
process by building talent communities and drawing more and more 
people with the required skills into its network.

To help build these communities, GM enlisted engineers and technical 
staff to write about their jobs, highlighting the exciting work, the 
rewarding and socially important job opportunities at the company, the 
high quality of life and relatively low cost of living in Detroit’s suburban 
neighborhoods, and the many cultural attractions and professional sports 
teams in the city.

Starting gradually, the company built a growing talent network, amplifying 
it through social media. New facts and insights about the company were 
shared among wider circles of talent, creating a positive ripple effect and 
a more robust talent network. This approach helped GM attract the talent 
needed to meet deadlines, hiring requirements, and project demands.

From a Deloitte study: http://dupress.com/articles/hc-trends-2014-talent-acquisition/?
id=gx:el:dc:dup679:cons:awa:hct14.
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Some online recruitment solutions providers such as Monster Worldwide have 
become more innovative and are leveraging Twitter by providing features like cards 
to share their open positions. Contrary to the 140-character limit customary for that 
channel, Twitter cards enable employers to put out as much content as they want to 
target their audience via Twitter. They also can use their company logo and Twitter 
handle to send out related tweets. Findings from Monster demonstrate that clients 
using Twitter cards have seen their tweeted postings retweeted 30 percent of the 
time, reaching an impressive potential audience.
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Social Media Sourcing Today

Based on our conversations with talent sourcing leading experts, to 

be successful today your social media sourcing strategy should include 

eight major steps, as described in Figure 5.7. For your future job candi-

date search or potential employee, the following checklist will help to 

optimize your social sourcing strategy:

Listen

Connect

Interact

Engage

Attract

Source/Select

Develop/Promote

Retain

Listen

1

2

3

46

7

8

5

Retain

Develop/
Promote

Source/
Select

Attract

Engage

Interact

Connect

figure 5.7 Social Media Sourcing
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The MoBile iMPACT on TAlenT SourCing

Mobile is one of the key pillars of the talent sourcing strategy in the 

era of Big Data. It tops the list of tools candidates turn to when they 

look for new job opportunities, respond to your job opening, or simply 

gather information about your company.

getting on the Same Page with Some vocabulary

To ensure we are looking at topics from the same angle, the following 

are some useful definitions related to mobile sourcing terminology.

 ■ Mobile search: Online search activity that is performed from a 

mobile device, such as a tablet or a smartphone.

 ■ Mobile web: Refers to accessing Internet services from a mobile 

device, such as a smartphone or a tablet, via a connection to a 

mobile network or other wireless network.

 ■ Responsive design website: A method of developing a site 

that is completely flexible regardless of device. Rather than 

detecting a specific browser or device type, the website auto-

matically orientates itself based on the screen size of the device.

 ■ Mobile optimized: Refers to a website that will reformat itself 

for a list of handheld or tablet devices. A mobile-optimized site 

will generally provide larger navigation buttons, reformatted 

content, and differently optimized images that appear when the 

user is on a tablet, an iPhone, a BlackBerry, an Android, or any 

other mobile device.

Why Mobile Sourcing Matters

Today, more than 80 percent of people have a mobile phone in the 

United States,21 and from our conversations with job candidates, 

mobile is the number one communication platform. In fact, after refer-

rals, no recruiting channel is more important than your company’s 

mobile platform. Your prospective hires and candidates must be able to 

do everything directly and seamlessly from their phones, whether they 
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are searching your company website, seeing your job offers, applying 

to an open position, or accepting your offer.

As of December 2014, 44 percent of job searches performed by 

workers were done via mobile devices.22 Google reported that 31 per-

cent of searches for jobs on its site were from mobile devices.23 It also 

has the highest message response rate, so best practice tells us that 

all recruiting communications and messaging should be accessible 

via a mobile site that has a responsive design or is mobile optimized. 

According to a study conducted by Glassdoor, 43 percent of job candi-

dates researched their prospective employer and read the job descrip-

tion on their mobile device just 15 minutes prior to their interviews.24

Mobile devices are literally always on hand and at our fin-

gertips, and this convenience is beneficial to companies looking 

to reach us, as consumers and as job seekers. Having a mobile-

optimized site makes it easier for today’s candidates to search for 

a job whenever they feel like it, so it comes as no surprise that the 

highest recruitment key performance indicators (KPIs) in terms of 

jobs viewed and jobs applied occur on these devices. All companies 

looking for candidates in this hyperconnected labor force battlefield 

should have a mobile platform that is responsive across all mobile 

devices and tablets.

Hard Reality: Low Employer Adoption of Mobile-Optimized Sites

As you read this, our guess is that most of you have your smartphones 

or tablets within arm’s reach. So the previous section on the impor-

tance of mobile-optimized websites seems obvious. However, accord-

ing to Jeanne Meister, only 20 percent of Fortune 500 companies have 

a mobile-optimized career site, and the job listings themselves are still 

not mobile optimized.25

As Meister rightly points out: “Employees are requesting to view 

new job postings on their tablets, learn and collaborate with peers on 

their smartphones, and provide feedback on a team member’s perfor-

mance with the click of a button.” But they’re not able to in most cases.

According to the Glassdoor study “The Rise of Mobile Job Search,” 

more job seekers and employees are using their mobile devices during 
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the job search process, and they’re doing it more frequently.26 Nearly 

9 out of 10 (89 percent) of job seekers report they’re likely to use a 

mobile device during their job search in the next 12 months, and some 

job candidates said they would also search for information regarding a 

company’s culture and values, as well as job openings, on their mobile 

devices. Consequently, your sourcing strategy should include making 

job offerings available via a mobile site that is responsive, as this will 

likely increase your job responses and listing performance.

PuTTing The iMPACT CyCle inTo ACTion

In the previous sections we discussed the value of injecting analytics 

into your talent sourcing strategy to optimize the outcome. In the fol-

lowing section we will recall the main stages of the IMPACT Cycle that 

drives the analytics part of the talent sourcing pillar.

 ■ Identify the business challenge: business challenges here could 

include:

 ■ How to source for hard-to-fill positions in STEM fields

 ■ Identify the best source of hire (sources that lead to candi-

dates who once hired will become loyal and perform well at 

his or her job)

 ■ Identify the quality of hire by the source of hire

 ■ Master the data: Leverage all the data available, including:

 ■ Source of hire data

 ■ Seeker resume data

 ■ Seeker online search behavior data

 ■ Posting description data

 ■ Competition data

 ■ Candidate publicly available data

 ■ Labor market data for supply/demand

 ■ Job posting benchmark data

 ■ Provide meaning: Harness the aforementioned data, leveraging 

advanced business analytics in order to determine:
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 ■ Where to source for candidates?

 ■ How to optimize your sources’ strategies and costs?

 ■ What are your best-performing postings and why?

 ■ How to leverage social media and predictive models to reach 

out to hard-to-find candidates

 ■ Where and when to post your job?

 ■ How to target candidates via a tailored channel?

 ■ What candidate profile will more likely respond?

 ■ How to optimize your job description?

 ■ How to optimize your job response?

 ■ Act: Leverage the meaning provided in the preceding section 

across the entire organization.

 ■ Communicate the outcomes and sourcing analytics strategies 

across the entire organization.

 ■ Track the result of the strategy on an ongoing basis to adjust 

accordingly. 

KEy TaKEaWayS

 ■ Sourcing has been around since the days of the Roman Empire, when 
emperors and monarchs had to staff large armies in order to conquer new 
territories and countries. Sourcing has undergone two major digital changes: 
the emergence of the World Wide Web and the consortium of Big Data, 
social media, mobile, and the cloud that exploded the volume of data and 
enabled the use of analytics to optimize sourcing activities and strategies.

 ■ Today’s workforce is made up of multigenerational groups. However, 
with millennials poised to make up more than 50 percent of employee 
populations by 2020, companies have to rethink and adjust the way they will 
attract, select, develop, and retain prospective hires and existing employees.

 ■ The global labor shortage for skilled talent is more acute in the STEM 
fields, and companies need to go beyond traditional sourcing methods and 
leverage social media, talent communities, and other Big Data solutions and 
service providers, to reach candidates both passively and actively seeking. 
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They should speak to job candidates to learn which channels they prefer to 
use and interact with multiple times a day.

 ■ Referrals are by far the most cost-effective sourcing channel, delivering 
the best quality of hire and the most loyal and productive employees. Your 
sourcing strategy should leverage employee referrals as a primary sourcing 
channel because, when properly implemented, you could staff more than 50 
percent of new hires simply by leveraging your employee referral program.

 ■ A great sourcing strategy should include all sourcing channels to maximize 
the reach and to best optimize the allocation of your sourcing budget, 
as each sourcing method will deliver and connect with different seeker 
segments.

 ■ Predictive analytics and Big Data should be used to help you optimize your 
sourcing outcomes and KPIs, such as your job response and performance 
benchmark results. Remember to benchmark all your results, whether 
job performance, volume of resume searches, salary offers, or attribution 
models, so you can assess your performance. Predictive analytics can be 
used to gain insights into your posting performances, including what type of 
seekers will apply and when they will apply. This information can be used to 
help you to better tailor and target your prospective audience.

 ■ Today, forward-looking job boards offer Big Data solutions, such as semantic 
search, to parse through hundreds of millions of resumes or candidate 
profiles. Those features should definitely be a support for recruiters eager 
to look for talent from large resume databases. In order to be successful, 
recruiters should leverage today’s technologies and solutions and, more 
important, look at candidates’ work product that reflects their current work 
activities, such as interactions on social media platforms or niche sites, to 
connect and engage with them for current and future job opportunities.

 ■ In this candidate market where skilled talent has multiple choices, and 
where positions in STEM fields are very hard to fill, employers will have 
to leverage Big Data analytics to integrate candidate data from a variety of 
sources, such as talent CRM systems, ATSs, job boards, social media, and 
employee referrals, to paint a great picture of talent they are looking for 
and to augment the talent community and their talent reach. Doing so will 
make them more successful, as they will be actively listening, connecting, 
interacting, engaging, attracting, and persuading candidates where 
candidates congregate.
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Your dedication should not be confined for your own gain, 
but should unleash your passion.

—Li Ka-shing 

We all know hiring the right employee is critical to an organiza-

tion’s success. Whether the organization is small or large, hiring 

the wrong person can lower productivity, create a bad working 

environment for others, and hamper your firm’s ability to succeed. 

Hire the wrong people consistently, and it spells certain disaster for 

your organization.

Historically, hiring was done by reviewing resumes or applica-

tions, in-person interviews, and a gut feeling and intuition regard-

ing how someone would do in a job. You took a chance on an 

employee because he or she “felt good for the job.” To some extent, 

many organizations still hire this way. However, analytics has 

been stepping in to take some of the guesswork out of hiring. At a 

minimum, analytics provides an additional perspective on candi-

dates applying to your job openings. At most, analytics can predict 

whether someone will be successful in a job, giving you peace of 

mind and taking some of the uncertainty out of such an important 

decision.

The hiring pillar in our Seven Pillars of People Analytics Suc-

cess highlights the importance of using analytics to optimize the 

interview process and to select job applicants for interviews. It also 

helps to determine the best ways to vet candidates, how to set up 

interview questions, and how to create some tests that can be used 

to analyze the correlation between a candidate’s performance dur-

ing the interview and his or her performance in a particular job 

function.
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WhAT Is TAlenT AcquIsITIon AnAlyTIcs?

Talent acquisition is the practice of hiring new resources after the 

sourcing process is completed. As we discussed earlier, sourcing pro-

vides valuable information regarding prospective hires, including 

information from their social network profiles, resumes, and their 

work products, both digitalized or offline. In this section, we will focus 

on four major stages of the talent acquisition process:

 1. Application

 2. Preselection

 3. Interviews

 4. Selection

Talent acquisition analytics is a practice of injecting predictive 

analytics into the new talent hiring process. Analytics could be used 

to determine which candidates you should meet from a pool of job 

applicants. It could also be used during the interview or in the final 

selection stage. And we will look into talent acquisition analytics to 

evaluate how to understand how analytics works best in each of these 

stages.

Different elements of analytics can be used during the interview 

and selection process to determine the best interview approach, 

including whether it should be in person or via videoconference, as 

well as:

 ■ Number of participants who should participate in the interview.

 ■ Number of interview rounds before an offer is made.

 ■ Relevancy of a resume (or is the resume even still relevant for 

today’s work world?).

 ■ Number of interview questions to ask.

 ■ Types of questions to ask.

 ■ What work product is still relevant (primary and secondary).

 ■ What candidate profile is most relevant to the job opening.

 ■ The interview performance versus the candidate’s resume.
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Predictive talent acquisition analytics can also help to assess key 

performance metrics, such as:

 ■ The correlation between interview and job performance.

 ■ Type and number of questions asked during interview and job 

performance.

 ■ Quality of the resume and the interview performance.

 ■ Number of questions properly answered versus job performance.

 ■ Academic background versus job performance.

 ■ Resume highlights versus performance at work.

 ■ Work product versus interview performance.

 ■ Work product versus performance at work.

Analytics can also anticipate job performance versus the quality 

of a resume or the candidate’s interview performance. Similar to cus-

tomer acquisition, predictive behavior models should be used by your 

company to identify the best candidate, whom we define as someone:

 ■ Who is a great cultural fit.

 ■ Who enjoys your company’s culture, employment brand, and 

value proposition.

 ■ Who is engaged and motivated to relish challenges.

 ■ Who will be a top performer, productive, loyal, and a strong 

advocate.

 ■ Who will stay with your organization.

H o w  G o o G l e  H i r e s
“Hiring is the most important thing you do.” 

—Eric Schmidt, former CEO of Google

By leveraging its People Analytics team’s findings and recommendations, 
Google has reduced the number of interview questions, as well as the 
number of interviews—no more than four—before an offer is made. 
After analyzing the data through its People Analytics Project,1 and after 
crunching dozens of numbers and analyzing thousands of interview 
variables, Google decided to get rid of problem-solving questions such 
as “How many golf balls would fit in an aircraft?”
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Why should you cAre AbouT AcquIsITIon 
AnAlyTIcs?

The employment world is changing and the war for skilled talent is 

far from over. Companies now operate in a global, competitive tal-

ent marketplace that is propelled by Big Data, social media, an inter-

generational workforce, and a myriad of publicly available data. All 

this digital information, when properly mined, can help organizations 

to compete on talent analytics and, ultimately, win the war of talent 

acquisition and retention.

Today, talent is in high demand and the competition to acquire 

skilled employees is increasing, particularly as we are seeing tremen-

dous improvement and unprecedented growth in the U.S. job market, 

which is changing the supply-and-demand equation. The labor mar-

ket is becoming candidate driven, and job seekers now have multiple 

choices. Consequently, acquiring the right talent is becoming one of 

the most important priorities for a lot of employers.

This new work ecosystem is challenging companies to change the 

way they source and acquire talent. A Deloitte study found that 67 

percent of companies surveyed have updated their talent acquisition 

strategy to adapt to the new world of work.3 Predictive analytics is one 

of the ways they are ensuring they reach their target audience, select 

the best candidates, and avoid the costs of bad hires.

They also found that educational background and degrees from big-name 
schools do not guarantee an employee’s performance quality at work. In fact, 
according to a New York Times interview with Laszlo Bock, Google’s Head 
of People Operations,2 grades don’t predict anything about who is going to 
be a successful employee: “One of the things we’ve seen from all our data  
crunching is that GPA’s are worthless as criteria for hiring, and test scores are 
worthless—no correlation at all except for brand-new college grads, where 
there’s a slight correlation.” He continues: “Google famously used to ask 
everyone for a transcript and GPA’s and test scores, but we don’t anymore, unless 
you’re just a few years out of school. We found that they don’t predict anything. 
What’s interesting is the proportion of people without any college education at 
Google that has increased over time as well. So we have teams where you have 
14 percent of the team made up of people who’ve never gone to college.”
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Trying to navigate your way through the Internet revolution that 

has digitalized talent information and sharply increased the volume of 

the publicly available talent footprints requires new tactics to acquire 

new talent. Forward-looking companies are leveraging the power of 

predictive analytics to adapt and enhance the way they do this. This 

approach is helping them to succeed when competing on talent ana-

lytics and, more important, ensures they are making the right hires for 

their organization, avoiding early turnover and the associated negative 

financial impact. With this approach, they focus on the right job appli-

cants, and analytics helps them hire the right people.

your employees Are the Most Important Asset  
of your organization

People are the most important asset of any organization, and the 

quality of people you hire is the backbone of your workforce. Wisely 

investing in this resource defines the ability of your organization to 

perform, innovate, compete, succeed, and lead. To reach that success 

and high performance, organizations must hire the best people: the 

right employees with the right skills and who are a good cultural fit.

Traditional talent acquisition approaches that are solely based 

upon resumes and interviews are no longer sufficient in proactively 

identifying the best applicants. This methodology also fails to identify 

which candidates will be successful at the job once hired.

There is also the very real issue of recruitment bandwidth. Depend-

ing on the popularity of the open job requisition, hiring managers can 

quickly become inundated with myriad resumes and job applicant 

profiles that they are required to sift through in order to uncover the 

best candidate matches. To succeed, employers must act quickly, pre-

cisely, and cost-effectively. This requires the use of advanced analytics 

tools and solutions when looking to fill these types of roles.

With talent scarcity and an extremely competitive labor market, 

propelled by Big Data and the availability of candidates’ publicly avail-

able digital footprints, companies failing to leverage predictive analytics 

in the hiring process will take two major bottom-line hits: the cost of 

acquisition to replace the turnover, and the overall cost of the bad hire.
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Doing the Math: The Basic Cost of Talent Acquisition

On average, the cost of acquisition for an entry-level role is estimated 

to be $3,000.4 Therefore, if an organization with 2,500 customer ser-

vice representatives has a turnover rate of 40 percent, it will have to 

replace 1,000 employees each year, and that translates to $3 million 

in basic acquisition costs. Restarting the acquisition process usually 

requires beginning from the first step in talent acquisition and, more 

important, offsetting the cost of making a bad hire.

The Cost of a Bad Hire

Hiring the wrong person for a job can undermine your company’s suc-

cess and interfere with its ability to compete and lead in the market. 

According to Ryan Holmes, CEO of Hootsuite, “One subpar employee 

can throw an entire department into disarray. Team members end up 

investing their own time into training someone who has no future 

with the company.”5

Tony Hsieh, the CEO of Zappos (now an Amazon-owned com-

pany), estimated that his own bad hires have cost the company well 

over $100 million.6 That’s part of the reason he now offers new hires 

a $2,000 bonus to quit after their first week on the job. And most 

recently Jeff Bezos, the CEO of Amazon, the behemoth online retail 

company, was offering up to $5,000 to employees who were not 

engaged to quit their jobs.7

The U.S. Department of Labor currently estimates that the average 

cost of a bad hiring decision can equal 30 percent of the employee’s 

first-year potential earnings.8 This means a single bad hire who has an 

annual income of $50,000 can cost an employer a potential $15,000. 

Others say it could be even higher than that. According to a study by 

the Society for Human Resource Management, it could cost up to five 

times a bad hire’s annual salary.9

Not all impacts are financial, however. A bad hire also impacts 

productivity and team morale. Some studies point out that as 

much as 80 percent of employee turnover is due to bad hiring 

decisions.10



182 ▸  P e o P l e  a n a l y T i c s  i n  T h e  e r a  o f  B i g  D a T a

Playing the “What If?” Game

 ■ But what if you could leverage predictive analytics to have your 

hiring manager or recruiter meet only with potential candidates 

who are best suited for the job and are likely to be successful at 

your organization?

 ■ What if you could reduce your new employee turnover by 

selecting the right job applicants to interview, and focusing your 

HR team’s efforts on only meeting with those who would be the 

best fit for the position?

 ■ What if you could avoid all the costs of hiring the wrong candi-

date from the get-go?

 ■ What if you could use analytics to anticipate which candidate 

will be the right employee for the job?

 ■ What if you could use analytics to assess the impact of resumes 

of applicants who went to schools with well-known names on 

candidate performance at work?

These questions are components of a talent acquisition analytics 

business case, and predictive analytics is designed to help recruiters 

and HR managers to focus on the best potential talent—those who will 

be successful at the job.

Your organization’s turnover and performance are linked to the 

people you hire, and traditional hiring methodologies are no longer 

efficient or accurate. The world of work is changing and requires a 

combination of art (intuition and experience) and science (data ana-

lytics) to the get the speed, precision, and cost efficiency your organi-

zation needs during its talent acquisition process.

Interview with Dawn Klinghoffer, Senior Director 
of HR Business Insights, Microsoft
JP Isson had the opportunity to discuss the impact of People Analytics 
in talent acquisition with Dawn Klinghoffer of Microsoft, a multinational 
technology company with more than 118,000 employees worldwide.PR
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Isson: The majority of organizations I’ve spoken with have 
told me they are being inundated with data and reports, and 
do not have enough understanding of what that talent data 
and those reports mean. Would you agree, and, if so, how 
is your organization working to leverage its talent data in a 
way that leads to better understanding and insight (such as 
acquiring, developing, or retaining talent)?

Klinghoffer: I completely agree—we have more data and reports than 
you could imagine—but we can’t expect anyone to take the time to go 
through all of them on a regular basis. It is really important to under-
stand the problem you are trying to solve before you start diving into 
the data, and then it is easier to make sure you are looking at analytics 
that helps you take action. We actually teach our HR professionals that 
in a course we lead internally called “Using HR Data to Drive Deci-
sions.” Another way we are helping the organization to leverage data is 
to provide reports in a visual format—we have been fortunate to lever-
age our PowerBI tools to enable more data visualization when it comes 
to looking at attrition and/or hiring trends.

Isson: Can you give me examples of workforce/ human capi-
tal challenges your company has addressed with analytics in 
the past? What solutions did you leverage, and what were the 
benefits of your investment?

Klinghoffer: One of the challenges that we have addressed with ana-
lytics is around hiring. There was a feeling that we should only recruit 
from certain schools that would yield the highest-quality candidates, 
but that was not something that we actually measured—it was more 
of a feeling that we had, that certain schools produced highly qualified 
candidates. We created a Quality of Hire measure, where we looked at 
this deeply, and it really ended up changing some of our hiring strate-
gies once we were able to analyze the results.

Isson: What is the number one benefit or top reason to invest 
in People Analytics? What is the biggest hurdle you will face 
when implementing?

Klinghoffer: People Analytics can really give you the insights on how 
to attract and retain the best employees. The biggest hurdle is often 
getting your data in a state in which it is easy to analyze.

(Continued )
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Isson: In this Big Data era, what advice would you give to a 
company trying to get the most out of its People Analytics 
capabilities? What are the dos and don’ts of this undertaking? 
What strategies are important to make the project successful?

Klinghoffer:

 ■ People Analytics is a journey; and it is important to bring your 
clients along on this journey.

 ■ Make sure they understand the value that looking at data can 
bring—it is not the answer to all questions, but it is a valuable 
input when making decisions. It is critical that you work with 
your clients to understand the problems they are trying to 
solve; don’t just provide an answer to the question, but ask 
questions back to really understand the context.

 ■ Make sure your data is clean; if you are trying to make 
decisions on data that is not accurate, you may end up making 
the wrong decisions.

 ■ Start small—prove the impact you can have with data.

 ■ And finally, hire the right people. Hire people that are 
passionate about analytics, but that are just as passionate about 
people. 

Isson: How do you see People Analytics being used now and 
in the future? What do you foresee as the single biggest 
impact that People Analytics will have on businesses?

Klinghoffer: Being able to be proactive about your talent decisions 
and not reactive will save time and money.

lessons learned from Marketing customer 
Acquisition Processes

Although it’s been nearly 17 years, one of this book’s authors, JP 

Isson, still remembers his days in telecommunications, where he 

was working as a customer behavior modeling manager, helping the 

(Continued )
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marketing team to address their new business and customer attrition 

challenges, called “churn” in industry jargon. Back then, the com-

pany had an aggressive customer acquisition team known as “hunter 

ninjas.” The hunter ninjas were solely focused on converting new 

prospects to customers. These aggressive acquisition techniques were 

propelled and rewarded with generous commissions based on the vol-

ume of monthly new business and new customers the hunter ninjas 

brought into the pipeline. The retention team was then responsible 

for welcoming these new customers, and was tasked with relationship 

development strategies to get them to become profitable and loyal 

customers.

The challenge with this approach was the sharp ongoing new busi-

ness attrition. In fact, the company’s new business attrition skyrock-

eted. The majority of these newly acquired customers were not loyal; 

they were leaving after just three or four months after generating a 

mediocre revenue per user (RPU) that was 30 percent less than the 

average existing customer’s RPU. It was a flawed model.

It was only a matter of time before the finance team began ques-

tioning these acquisition results, comparing key performance indica-

tors (KPIs) such as RPU, churn, and retention rates, and requested 

answers from the marketing team. Under pressure, the marketing team 

decided to review their approach, and sought to first understand the  

profile of new business, asking for insights that would enable them 

to anticipate new customers’ behavior—all by leveraging predictive 

analytics and customer lifetime value. The ultimate expectation of 

using analytics was to select new, high-potential customers from the 

source.

It was JP’s role to help build an understanding of these customer 

profiles needed for new business acquisition and create predictive 

models for identifying what type of prospects the company should 

acquire, when, and why. The way he accomplished this was by cross-

ing the best prospects against their potential value in order to ensure 

that the acquisition team was focusing its efforts on converting the 

most valuable prospects who had a probability of becoming loyal. After 

completing these analyses, predictive model scores were used to pri-

oritize the ninja hunter team’s activities.
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A hunter ninja’s Guide to Acquiring new  
high-Value customers

The first step in implementing actionable strategies based on our pre-

dictive model scores was to understand the profile of new business 

attrition and analyze these customers against the nonchurners. After 

looking at a variety of variables, we analyzed target versus control 

groups to assess the quality and the performance of the model ver-

sus acquisition activities. After completing our predictive analytics, we 

realized the importance of five variables:

 1. ZIP code

 2. Credit score

 3. Product diversity

 4. Type of handset upgrade

 5. Sphere of influence

These variables were the most important drivers of new business 

attrition, providing a profile of the customers who were more likely 

to leave after just three months of tenure. The acquisition team was 

mandated to use predictive model scores to prioritize their activities, 

which meant they targeted only high-scored prospects.

To measure the return on investment (ROI) of injecting analytics into 

this new methodology, target versus control group KPIs were analyzed, 

and the target group recorded a 37 percent increase in retention. With 

a difference of $30 RPU compared to $42 RPU, the new model clearly 

demonstrated it was assisting the acquisition team with early churn, 

and reducing new business churn by 37 percent. The early churn (one 

to four months) recorded a sharp drop from 50 percent to 30 percent. 

This decrease in new business attrition helped the company to improve 

new customer loyalty and recover its acquisition costs by building better, 

longer, and more profitable relationships with new customers.

This was a story with a happy ending for sure, particularly if you 

keep in mind that 17 years ago, the cost of customer acquisition in the 

telecommunications industry was between $350 and $600. This meant 

that in order for the company to break even, a new customer needed 
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to stay at least 12 months if she or he had an RPU of $30. Having the 

vast majority of newly acquired customers leaving after their third or 

fourth months was costing the company a lot of money despite those 

high acquisition numbers.

The injection of predictive analytics into customer acquisition 

practices demonstrated great results because it helped both the acqui-

sition and marketing teams to focus on the most valuable and loyal 

customers who would create strong margins for the company and 

drive profitability.

Those lessons learned can be extrapolated to talent acquisition 

practices, and by following a similar framework of using the power of 

predictive analytics, your organization can acquire the best talent and 

build a workforce that is engaged, motivated, productive, and loyal, 

and that will become keepers and advocates for the company employ-

ment brand and value proposition.

Interview with Ian Bailie, Director of Talent 
Acquisition operations, CISCo
JP Isson had the opportunity to speak with Ian Bailie of CISCO, the 
worldwide leader in Internet services, to discuss the impact of data 
analytics in talent acquisition.

Isson: Why did CISCO decide to invest in People Analytics?

Bailie: At CISCO, talent analytics helps us to determine where we 
should be hiring, where to find that talent, and how we can best plan for 
shortages in specific occupations and given regions. And that can only 
happen by leveraging People Analytics.

The CISCO leadership team also wants to have strategic conversa-
tions with HR when addressing company business challenges. They 
are involved with helping hiring managers to find the best talent. You 
cannot achieve workforce planning, talent acquisition, or talent reten-
tion goals without data analytics, and our leadership team understands 
that. Talent analytics helps us to become more strategic as a company. 
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The great thing about recruitment is that it is a measurable process 
and it directly impacts the business. Tying metrics [to business 
objectives] and telling a strategic story filled with data about quality 
of hire, time to fill, best employees, best performance, and the ROI of 
the investment are tangible across all stages of the talent management 
cycle.

This is helping us to provide better understanding of how to bring in 
the best persons we can find to fill our open requisitions. When you 
leverage data to do that, then you are more likely to reduce your talent 
acquisition costs, retention costs, and onboarding costs, and drive the 
overall business performance.

Isson: What was your next challenge after mastering all your 
talent data, and how did that impact the business?

Bailie: Once you’ve got a good handle on your data, your next goal is to 
address the question of how to make sure everybody has what they need in 
the report and present it in a format that is easy to use, accessible, and vi-
sually appealing and empowers the recruiters with salient information. This 
is where you can stop being reactive and start to become more predictive, 
using the data insights to make future decisions.

It’s really about changing the conversation and providing recruiting 
teams with insights to drive their conversations with their business 
lines, as opposed to just talking about how many requisitions they need 
to fill for the organization. It’s about providing guidance and relevant 
metrics about the quality of hire, the satisfaction level of the employees, 
products, services, and the overall performance.

Data analytics also helped us to educate recruiters to look beyond the 
recruitment aspect and focus on the business angle—for instance, by 
considering the impact of these recruitment decisions on the rest of the 
company, and tying data and reports to key business objectives.

Isson: What did the strategic reporting and insights help you 
to achieve?

Bailie: Strategic reporting helps us to understand several things, 
including:

(Continued )
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 ■ Defining our strategies for attracting and acquiring talent for 
specific hard-to-fill roles.

 ■ Determining how to best leverage data (and have the 
appropriate resources in place to mine the data) to best assess 
sources of hire.

 ■ Identifying the best time to source for talent.

 ■ Determining where to find those talents and how best to 
connect with them.

The data now provides us with answers to all those questions. We are 
using analytics to be more efficient, and can now address complex 
questions, such as “Should we use a job board, referral program, 
or social media to find specific talent in a given region?” We are 
becoming more efficient and successful, and it is helping us to have 
a more strategic conversation with management and compete on 
talent analytics.

Isson: How do you look outside of the recruitment space?

Bailie: Typically, the way we use performance measurement for 
some roles is a great model for how one can look outside of  
recruitment.

Take sales, for instance: We hold our sales teams to a target, and we 
look at how they are doing against that target. We need to change the 
conversation to be more about what the business needs to get in order 
to be successful, and how in HR we can use data to help the business 
hire the best employees who will stay long term and perform well at 
work. It’s about improving the overall quality of hire for the organiza-
tion. This will also help to reduce sourcing and talent acquisition costs, 
and reduce the time to productivity, because you will be hiring the best 
talent.

Changing the conversation is paramount: Recruiter conversations 
should be about what the business needs in order to be successful. And 
they will be successful if we get them the best candidates, but we need 
to be good to get them the right talent. If it usually takes 90 days to fill 
a given role and we can get the candidate in in 60 days, that is a huge 

(Continued )
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gain for the business. We play an integral role in helping the business 
meet its goals by supplying them with the ideal candidate they need to 
drive performance.

For recruiters, these business conversations should cover:

 ■ The quality of hire.

 ■ The impact of new talent on the bottom line.

 ■ Talent band rate/cost of talent.

 ■ Showcasing the incremental retention value of acquiring great 
talent who fit the role.

It’s about hiring the best talent and creating the best pipeline. At 
CISCO, we are able to tie talent acquisition metrics and insights to 
business metrics to create an actionable strategic business story. This 
has enabled us to help our company to leverage data to make more 
informed decisions.

(Continued )

hoW TAlenT AcquIsITIon Works

The hiring process varies from organization to organization. At some 

places, talent selection is a chaotic and disorganized process that is 

different for each department. Yet, in others, hiring is a long, ardu-

ous, and bureaucratic process that is painful for candidates and 

employers alike. However, generally, the selection process involves 

four stages:

 1. Application

 2. Preselection

 3. Interviews

 4. Selection

Whatever your selection process is, injecting analytics through-

out it will make for more engaged workers and happier hiring  

managers.



T a l e n T  a c q u i s i T i o n  a n a l y T i c s  ◂ 191

These are the outcome measures that you ultimately want to lever-

age analytics to model and successfully predict the right talent before 

they even join the organization.

APPlIcATIon PhAse

Applications for any given job vary greatly from organization to 

organization. Even within a company, one department may have 

a form that it prefers candidate information come in, whereas a 

When thinking about talent acquisition and hiring, most HR 

departments focus on process-related outcomes such as the number 

of qualified candidates sent to the hiring manager, time to hire/fill, 

cost per hire, time to productivity, and 90-day retention rate. These 

are important metrics to monitor, but not what impactful acquisition 

analytics aims to accomplish. Effective acquisition analytics attempts 

to understand the candidate criteria and inputs that lead to a busi-

ness outcome—in other words, something the hiring executive, CFO, 

or CEO would care about. Therefore, the first step in creating a high-

impact selection analytics program is to identify and gain buy-in on 

what success looks like for hiring in a particular role. What’s the criti-

cal business outcome of having that role in your organization? For 

example, the following is a list with job roles and example business 

outcomes they may drive.

Role Business Outcome

Salesperson Quarterly sales

Customer service rep Call resolution rate

Engineer Bug fixes; code released

Media buyer Marketing cost per new lead

Financial analyst Time to accounting close

Internal tech support Case resolution rate
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different department may require a longer form. The federal gov-

ernment is notorious for requiring a very long and complicated 

application form for any candidate being considered for a position. 

In terms of effective application analytics, you should encourage 

your organization to move to standardized data collection as much 

as is possible.

Despite the use of application forms for employee selection, 

illegal (or inappropriate) application items are still somewhat com-

mon. Laws vary from country to country; however, questionable 

items are generally those that request personal information such as 

gender, race, national origin, education dates, and disabilities. The 

most commonly found inappropriate questions involve past salary 

levels, age, driver’s license information, citizenship information, 

and Social Security numbers. Although the majority of applications 

do not explicitly ask about age, many include inquiries about an 

applicant’s education dates (year of high school graduation), which 

can be used to infer an applicant’s age. Adhering to good practices 

is especially important if you intend to engage in extensive selec-

tion analytics. You want it to be clear that your information collec-

tion practices are consistent with the hiring laws for your country 

and that you’re not directly or indirectly engaging in illegal hir-

ing practices. You’ll need to rely on your HR Equal Employment 

Opportunity Commission expert to make sure your data collection 

and analytics programs are consistent with the hiring laws for your 

area.

Most large organizations use an applicant tracking system (ATS) 

that requires the online submission of an application or resume. These 

ATSs can scan applications and resumes for keywords, thereby minimiz-

ing the time spent by HR in reviewing documents. Obviously, this saves 

time in the HR department, but employers using automated tracking 

systems must be cautious. Applicants are becoming more sophisticated 

in the process and stuffing their applications and resumes with key-

words even when they are not truly qualified for the open position. 

Regardless of the methods used, it’s typical to get hundreds of applica-

tions for an open position. Wading through them can be very time-

consuming. This is where analytics can help.
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DATA SCIenCe APPlIeD TO CAnDIDATe SeleCTIOn

We asked Matt Gough, CEO of Echovate, what talent data points are really important 
for a data-driven candidate selection:

Gough: We throw around a lot of terms in traditional HR to sound exciting and 
edgy: terms like Big Data, data analytics, people intelligence, workforce analytics, 
predictive talent selection, engagement, retention, and on and on. It all comes 
down to one real thing we have lost track of: It’s all about people. People build 
companies, people service customers, and people live the vision. People have 
families, hopes, and dreams. Companies live or die by their people. How do we 
get at the very heart of a person? How do we understand people’s individuality and 
where they will thrive in an organization? How do we empower them to reach their 
greatest success in life?

We need to turn to two key areas to truly understand people’s uniqueness:

 1. A person’s behavioral fingerprint. This is the core of their be-
ing, their personality that was locked in by first grade or the age of 
7. These attributes tell a story about their future performance in an 
organization and how they will collaborate with others. When you look 
at these stories in unison, a blurry picture comes into view. This is not 
rocket science; it is behavioral science with nearly 100 years’ worth of 
psychology at work digested into five or six fundamental groups. This 
science is used by the world’s best organizations with a high degree of 
success.

 2. A person’s digital footprint. This is the trail they leave when moving 
around from web property to web property or from company to company. 
We are not suggesting Big Brother monitoring of people. For example, if 
they have always worked doing social good at companies with fewer than 
200 employees, they may struggle to excel on Wall Street at a 10,000-person 
firm. This might especially be true if you layer in their international travel 
to remote areas and their excitement for new experiences and unstructured 
environments.

This falls into the category of People Analytics, a mash-up of people and data 
to make more insightful decisions in real time. The impact is extraordinary and 
directly correlates to success, defined differently in each organization and by 

(Continued )
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each person. Sometimes it is very tangible like reducing turnover, increasing 
a Net Promoter Score, or increasing sales. Other times it is less tangible like 
improving team collaboration, building greater trust, and improving overall 
morale.

The most exciting opportunities are when small-to-medium businesses 
(SMBs) leverage People Analytics to solve high-impact business problems. 
This will level the playing field with their larger competitors, significantly 
reduce failure rates, and build a stronger employment outlook as a result. 
These SMBs will further accelerate their growth by aggregating and making 
anonymous the data on their people and performance, and sharing it across 
industries or job categories. For the first time they will have a data set that 
has been unavailable due to the very nature of their relatively small size. With 
this data set, they will drive their businesses forward in ways they have never 
before been able to do.

The pendulum is shifting. For years we used technology to move large amounts of 
people through a process. Now we are leveraging technology to discover a person’s 
uniqueness, his or her individuality, and how the “power of one” can impact an 
entire organization, creating microcultures along the way.

PreInTerVIeW AssessMenT AnAlyTIcs

After you have used analytics to narrow your applicant pool, you still 

are probably left with dozens of people whose resumes look good and 

who appear on paper like they could be successful. There’s still a ton 

of work left to do in your selection process. Fortunately, analytics can 

help in narrowing down the pool of candidates even further:

 ■ Which candidates are most likely to succeed in the role?

 ■ Which candidates should we interview?

 ■ Which candidates are the best cultural fit for my organization?

 ■ Which candidates have the skills they claim?

 ■ What type of candidates typically succeed in my organization

There are a number of methods organizations use to determine if 

an applicant has the potential to be successful on the job. Selection tests 

(Continued )
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are used to identify applicants’ skills that cannot be easily determined 

in an interview process. Using a variety of testing methods, applicants 

can be rated on aptitude, personality, abilities, honesty, and motiva-

tion. Properly designed selection tests are standardized, reliable, and 

valid in predicting an applicant’s success on the job.

To objectively compare applicants, the processes used for testing 

those applicants must be as identical as possible. The content of the 

test, the instructions, and the time allowed must be the same for all 

candidates. Also, you should ask yourself whether the test is reliable. 

In other words, does it provide consistent results each time an appli-

cant takes it? A test’s reliability should be questioned if it does not 

generate consistent results each time it is used. Last, you should con-

sider test validity. In other words, does the test measure what it claims 

to measure? For example, do higher test scores consistently predict 

higher success on the job?

You can also use analytics to get a perspective on so-called soft 

skills among prospective candidates. These skills primarily refer to 

interpersonal and general analytic abilities like teamwork, empathy, 

leadership, negotiation, adaptability, and problem-solving ability.

However, soft skills can be subjective and are very difficult to assess, 

especially before one can evaluate a candidate on the job. Can a candi-

date think innovatively? Collaborate with other team members? Assim-

ilate feedback and coaching? Will the candidate be adaptable to new 

environments and successfully integrate with teams? It is very difficult 

to reduce these questions to discrete qualifications and quantifiable met-

rics in the same way we assess recognized degrees and numerical grades.

Certainly some valid approaches exist. For example, businesses 

have used type-based personality tests for decades in an attempt to 

measure the soft skills of prospective candidates, assuming that cer-

tain personality types correlate with high performance. One example 

is the Jung Typology Profiler for Workplace®, which purports to mea-

sure qualities such as power (leadership potential), assurance, visionary, 

rationality, and so forth.

For developing existing teams, there is also evidence that type-

based personality tests can help managers better develop and deploy the 

talent they have already hired. For example, Gallup’s StrengthsFinder  
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2.0 is a tool that helps individuals understand and describe their own 

talents, and is commonly used by managers to understand and capital-

ize on the strengths of those they hire.

For example,  Facebook uses StrengthsFinder  in a clever way to 

deploy talent efficiently.11 Regardless of the job openings it has avail-

able, Facebook simply hires the smartest people it can find, and then 

uses StrengthsFinder results to understand their talents and create a 

job tailored to each new hire.

InTerVIeWs: sePArATInG The WheAT froM The chAff

Preselection testing and analytics will trim your pool of candidates, 

but you’ll likely need to narrow the list even further to a reasonable 

number for in-depth interviews. Therefore, many organizations prefer 

to do a screening interview of those applicants who appear qualified 

based on all of the information obtained so far in the process. The 

interviewer asks a few straightforward questions, usually via phone, 

to determine the candidate’s job qualifications and appropriateness for 

the open position.

If it is determined that the applicant is not appropriate for the posi-

tion, the interviewer may refer the candidate to another open position 

within the organization if there is something available that matches 

the applicant’s skills. If there is nothing else available and the candi-

date is obviously unqualified for the position, the process ends there, 

saving both the candidate and the organization the time and expense 

of going further into the selection process.

The nature of the job and how much time you can afford to allot to 

the interview process will determine how many applicants you choose 

to interview. Three or four may be plenty, but choosing more may be 

important for you to get a good feel for the candidates’ qualifications. 

The interview is really a verbal test for the candidate. However, there 

is no clear right or wrong answer in many cases. The results are subject 

to interpretation by the interviewer and thus can have a huge poten-

tial for error, depending on the questions asked, the answers given, 

and the interviewer’s own personal bias.

A 1998 meta-analysis by Schmidt and Hunter evaluated which 

employee selection methods were predictive of job success. The short 
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answer is that nothing was perfect. However, unstructured interviews 

stood out as especially ineffective and were almost equivalent to hiring 

randomly.12 That doesn’t mean the interview has no purpose. Their 

analysis showed that work sample measures combined with a struc-

tured interview had high predictive power of performance in job train-

ing programs, as well as performance on the job.

The structured interview is a widely used interview technique and 

can be leveraged through analytics to see which answers are predictive 

of future job success in your organization. In a structured or patterned 

interview, the interviewer follows a preset list of questions asked of 

all candidates. This allows for consistency in the process, ensures that 

important questions are not left out, and helps guarantee that all can-

didates will be assessed by the same standards. The more you can 

standardize your interview questions, the more analytics can help you 

understand which responses (if any) are predictive of future success in 

the role and the business outcome you desire for the role.

Leading companies are using analytics to make the interview pro-

cess more effective. Take Google as an example. Laszlo Bock, Google’s 

senior vice president of people operations, did a study to determine 

whether anyone at Google is particularly good at hiring. Bock’s team 

looked at tens of thousands of interviews, at everyone who had done 

the interviews and how they scored the candidate, and how that per-

son ultimately performed in the job. Bock found zero relationship, say-

ing that “it was a complete random mess, except for one guy who was 

highly predictive because he only interviewed people for a very spe-

cialized area, where he happened to be the world’s leading expert.”13

However, there were positive findings in other areas. For example, 

they were able to figure out how many job candidates they should be 

interviewing for each position, which team members were better inter-

viewers than others, and what kind of attributes tend to predict success 

at Google. They also found that brainteasers are ineffective. Questions 

such as “How many Ping-Pong balls can you fit into an airplane?” or 

“How many gallons of paint does it take to cover a skyscraper?” do not 

predict anything about people applying to work for Google.

Instead, what works well for Google are structured behavioral 

interviews, where there is consistency in how people are assessed, 

rather than having each interviewer just ask questions differently. 
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Behavioral interviewing is where you don’t give someone a hypotheti-

cal, but you start with a question like “Give me an example of a time 

when you solved an analytically difficult problem.” Behavioral inter-

viewing provides an opportunity not only to understand the literal 

answer given, but to get an example of how the candidate interacted 

in a real-world situation as well as a sense of what the person consid-

ers to be difficult.

Examples of Google interview questions that were found to be pre-

dictive of job performance include:14

 ■ Tell me about a time when your behavior had a positive impact 

on your team. (Follow-ups: What was your primary goal and 

why? How did your teammates respond? Moving forward, 

what’s your plan?)

 ■ Tell me about a time when you effectively managed your team 

to achieve a goal. What did your approach look like? (Follow-

ups: What were your targets, and how did you meet them as an 

individual and as a team? How did you adapt your leadership 

approach to different individuals? What was the key takeaway 

from this specific situation?)

 ■ Tell me about a time when you had difficulty working with 

someone (can be a coworker, classmate, or client). What made 

this person difficult to work with for you? (Follow-ups: What 

steps did you take to resolve the problem? What was the out-

come? What could you have done differently?)

Also, after years of forcing job candidates to endure endless rounds 

of interviews and tests, Google used data to discover that, for them, 

after a candidate has gone through four different interviewers, every 

interview after that is largely a waste of time.

PuTTInG IT All ToGeTher: PredIcTIVe  
AnAlyTIcs for selecTIon

Predictive talent acquisition models leverage Big Data and statistical 

models to anticipate which candidates you should select, why you 

should select them, and the best time for hiring them. This approach 



T a l e n T  a c q u i s i T i o n  a n a l y T i c s  ◂ 199

generally relies on predictive behavioral assessment models that assign 

a predictive score to every prospective hire or job applicant after they 

answer a set of assessment questions that can include topics addressing 

happiness/fulfillment, performance, cultural fit, and job requirements. 

This primary score allows hiring managers and recruiters to evaluate all 

prospective hires and group them into high, medium, and low buckets, 

and focus their attention and efforts on the high segment, or those who 

are more likely to be successful at work if hired. This group will include 

candidates the manager should meet with for a soft skills assessment to 

further evaluate them based on their experience, instinct, personality, 

and cultural fit. Predictive analytics helps HR teams to select the right 

candidates from the best-scored candidates, as described in the Talent 

Acquisition Analytics Funnel (Figure 6.1).

So, what are the stages of the Talent Acquisition Analytics Funnel?

 1. Job applicants from sourcer fill out the predictive model assess-

ment questionnaire.

 2. Predictive models are run to produce a score tied to success at 

the job for every job candidate based on their questionnaire 

inputs.

 3. Every candidate is assigned a score and categorized into high, 

medium, or low segments based on their scores.

 4. The hiring manager then meets only with high-scoring appli-

cants and selects the best candidates. The final selection com-

bines the art of recruitment (the hiring manager’s instinct and 

experience) and the science of recruitment (though the predic-

tive analytics score model).

 5. The best candidate is then selected and hired.

Additionally, to be successful, this overall talent acquisition analyt-

ics requires the right people, processes, and technology:

 ■ People: Assembling the team:

1. Sourcer to provide initial list of candidate profiles

2. Hiring manager to interview and select candidates

3. Data scientist to provide actionable insights to help hiring 

manager to make the best candidate selection
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 ■ Process: The Talent Acquisition Analytics Funnel, as described 

previously

 ■ Tools and technologies: Data science and workforce analyt-

ics providers/third-party vendors: Talent Analytics, Corp., Evolv 

(now acquired by CornerStone OnDemand), hiQLabs, Hogan 

Assessment, and others)

hiring the best salesperson

Josh Bersin is the founder of Bersin by Deloitte, a leading provider 

of research-based membership programs in HR, talent, and learning. 

One of his clients, a large financial services company, operated under a 

belief system that employees who earned good grades at highly ranked 

colleges would be good performers. So the company’s recruitment, 

selection, and promotion process was based on these academic drivers.

figure 6.1 talent acquisition analytics Funnel
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Several years ago some of its analysts performed a statistical analy-

sis of sales productivity and turnover. They looked at sales performance 

over the first two years of a new employee and correlated total per-

formance and retention rates against a variety of demographic factors.

What they found was astounding. The results were as follows:15

What did drive sales performance:

 ■ An accurate, grammatically correct resume.

 ■ Having completed some education from beginning to end.

 ■ Having successful sales experience in high-priced items.

 ■ Having demonstrated success in some prior job.

 ■ Ability to work under unstructured conditions.

What did not matter:

 ■ Where candidates went to school.

 ■ What GPAs they had.

 ■ The quality of their references.

Within six months of implementing a new screening process, rev-

enues increased $4 million.

X e r o X :  l e s s o n  f r o m  t H e  f r o n t l i n e s
Xerox, one of the leviathans of technology and business solutions, 
had a huge attrition problem; however, with Evolv’s help it managed to 
leverage predictive analytics to reduce churn and employee turnover 
by 20 percent. Using predictive analytics, they also discovered that the 
experience of the service representative does not necessarily guarantee 
his or her performance at work. They also found that personality and 
social media activity (defined as being active on at least one but not more 
than four social channels or networks) is a good indicator of successful 
performance as a customer service representative.

In a written case study of Xerox’s success, experts described Xerox’s 
approach as follows:

San Francisco analytics start-up Evolv helped Xerox reduce 
call center turnover by gathering and studying data on the 

(Continued )
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characteristics and job performance of front-line employees, 
and then applying what it learned to the hiring process. Evolv 
found that employees without call center experience were just 
as successful as those who had it, allowing Xerox to broaden 
its candidate pool. Creative personalities stayed longer 
than those with inquisitive personalities, as did candidates 
who belonged to at least one but not more than four social 
networks. Armed with such detailed information on what 
made a successful hire, Xerox was able to reduce attrition by 
20 percent. Given that it costs Xerox $5,000 to train a call 
center employee, that reduction had a real financial impact. 
And therein lies the attraction of predictive analytics: It offers 
a myriad of opportunities for cost savings and efficiencies 
related to a company’s recruiting and talent management 
efforts. As other areas of the enterprise increasingly use 
analytics in their work, more pressure is being brought to 
bear on HR to develop the same capabilities.16

By integrating analytics into their acquisition processes and lever-

aging predictive models, companies are seeing clear and measurable 

benefits, as they possess insights into where and when they should 

invest time and resources on the right job applicants. They are also 

empowering their hiring managers and complementing their skills, 

experience, and intuition by helping them hone in on the best candi-

dates for the interview process. Because the world of work is changing 

and the job market is increasingly more competitive, finding skilled 

talent is challenging employers to rethink and adapt the way they 

approach their talent acquisition strategy.

Faced with the scarcity of skilled talent and operating in a candi-

date-driven labor market in the United States, leading companies have 

turned to Big Data analytics solutions to optimize their talent acquisi-

tion efforts. This approach is helping them avoid the significant costs 

associated with bad hires and, more important, enable them to hire 

the best people for their organization: employees who will help inno-

vate, drive performance, lead, and succeed. This is why today’s best 

companies are competing on talent analytics.

(Continued )
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Key TAKeAWAyS

 ■ The benefits of predictive analytics models that are used in marketing customer 
acquisition strategies can also be applied to workforce talent acquisition.

 ■ In today’s candidate-driven market, companies should leverage predictive 
analytics in their hiring process to remove guesswork, using the Talent 
Acquisition Analytics Funnel as the preliminary job applicant selection 
criterion.

 ■ As quoted by Eric Schmidt, former executive chairman of Google, earlier 
in the chapter, hiring is the most important thing you do and requires the 
same rigor as you would have in engineering, sales, marketing, or customer 
acquisition to get valuable, loyal, and profitable talent.

 ■ For some positions, resumes may be a secondary work product, and may not 
always be reflective of the candidate’s performance abilities. Insight can also 
be obtained through their social media activity, as it exhibits how candidates 
are engaging with others and being recognized by peers on professional 
sites such as GitHub, Google+, Stack Overflow, and Twitter.

 ■ Analytics helps to harness all the available data needed to streamline the 
number of resources and minimize the costs associated with interviews and 
the candidate selection process.

 ■ Leveraging analytics allows organizations to reduce new employee turnover 
and the cost of a bad hire that can undermine your company’s success.

 ■ Today’s state-of-the-art tools and technologies can empower your HR and 
acquisition teams, enabling them to be more productive when sourcing, 
connecting, and engaging with job candidates via social media and your 
career site.

 ■ Acquiring talent today should be a combination of art (hiring manager 
instinct, intuition, and experience) and science (the power of predictive 
modeling) to deliver the best prospective hires.
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A great person attracts great people and knows how to 
hold them together.

—Johann Wolfgang von Goethe 

All employees create a personal curve of achievement. Some get 

off to a fast start and then falter, whereas others get up to speed 

at a good pace and still have the resources to build momentum. 

Employees engage the organization in a virtuous cycle of productivity 

and personal growth. Getting off to the right start, as opposed to just a 

fast start, can make the difference.

Sirota Consulting has been conducting employee research on 

behalf of companies for the past 40 years, and has discovered some 

surprising facts when it comes to new hires.1 The good news is that 

approximately 90 percent of employees are engaged and motivated 

when they start a new job. But track employee engagement over time, 

and a different story emerges. New employee engagement levels often 

drop dramatically—as much as 20 percentage points—during the first 

six months on the job. Sirota found that just 10 percent of companies 

are able to successfully maintain engagement levels over the course of 

the first year. That means that in most companies, much of the positive 

energy and enthusiasm that employees arrived with on day one has 

dissipated six months later. In order to help guard against this erosion 

of engagement during the first year, analytics must play a key role in 

ensuring that the new hire experience is successful and leads to posi-

tive outcomes for the employee and the organization.

OrganizatiOnal Culture

Every organization has a unique workplace culture and values. Some 

companies are more aware of what makes their culture unique, but 

each workplace has something about it that feels distinct. It might 

be the passion of employees around a common cause, an intellec-

tual curiosity that’s embedded in everything the organization does, 
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the efficiency by which things are accomplished, or the close bond of 

employees in the company.

Take a company like Constant Contact where the culture is uniquely 

open, friendly, and collaborative among employees. People are willing 

to help one another with almost anything, collaboration is valued, and 

there’s a belief that life is too short to work with difficult people. In 

order to maintain these values, hiring becomes a critical enabler of this 

culture. If people who are hired are difficult to work with, don’t enjoy 

collaboration, and aren’t very willing to help, the entire culture will 

break down. As a result, successful onboarding becomes a must as new 

employees learn what’s important to the company, how to navigate its 

resources, and how to become a productive member of the team.

Regardless of your unique culture, one of the keys to successful 

onboarding is to ensure that each new employee understands and is 

aligned to the mission and values of your organization so he or she can 

be effective and get things get done within your four walls. Analytics 

can play a role in ensuring that you onboard effectively and efficiently.

OnbOarding PrOCess

Once the right candidates have been hired, they need proper onboard-

ing to ensure they are aligned with the primary business goals and the 

overall mission of the company, as well as your organization’s culture. 

New hires need to have the best first impression of you as a manager 

and of your overall organization. Depending on the role and position 

of your new hire, full onboarding should be accomplished within the 

first 3 to 12 months, assisting him or her with resources, tools, and 

clear guidance.

We define talent onboarding as an ongoing talent management 

process that consists of introducing, training, mentoring, coaching, 

and integrating a new hire to the core values, business vision, and 

overall culture of an organization in order to secure new employee 

loyalty and productivity. And research shows that when organizations 

have effective onboarding programs, the three-year retention rate of 

employees jumps by 58 percent.2
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The Onboarding, Culture Fit, and Engagement pillar can be used to 

enhance a new hire’s first impression and create business value from 

your onboarding activities and efforts. Taking the time to develop 

a robust onboarding program will enhance employee satisfaction, 

increase loyalty, and accelerate time to productivity through an accli-

mation process. Similar to the customer welcome program that some 

companies use to introduce new customers to their business, first 

impressions really do make a difference, and new hire onboarding is 

a key component of the talent management process: This is her intro-

duction to your organization during the period when she is still think-

ing about the decision she made to join your company, and, if done 

properly, it can improve ramp-up time.

This requires mastering data intelligence to optimize the mentoring, 

learning, and reinforcement to drive the satisfaction your new hires 

need and to help your organization address vital talent management 

questions, including:

 ■ How can a business improve time to performance?

 ■ What are the key drivers of time to performance and productivity?

 ■ What is the impact of talent onboarding on employee commit-

ment, productivity, and enthusiasm?

 ■ What is the impact of talent onboarding on employee satisfaction?

 ■ What is the impact of talent onboarding on an employee referral 

program?

 ■ What is an appropriate talent onboarding budget?

 ■ What impact does talent onboarding have on employee turnover?

 ■ What is the impact of talent onboarding on employee loyalty?

With talent retention as a focus, onboarding should be a great expe-

rience that provides new hires with all the information they will need 

for success. Onboarding analytics should help to quickly address the 

aforementioned questions, generate enthusiasm, and introduce new 

hires to the materials and resources needed to accelerate and optimize 

their time to performance, securing overall goodwill, commitment, 

and loyalty.
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stages OF OnbOarding

Over 75 percent of top-performing companies put new hires through 

a formal onboarding process.3 The process can take many forms—

classes, activities with departmental and cross-company colleagues, 

online and written information, and more—and is experiential. Peo-

ple learn their jobs largely by doing, and they learn the best ways to 

be effective in a company largely by doing as well. A formal process, 

moreover, assumes that consistent information spreads through the 

organization. For this reason, getting current employees engaged in 

the onboarding process for new hires reinforces your employer brand 

with existing staff.

During onboarding, you’re still trying to acquire the hearts and 

minds of your new employees. You’ve worked hard to land a talented 

employee, and that person is with your organization, but not fully of 

your organization. Engagement is the goal during onboarding. For-

tunately, in the early days, a new employee is immersed in all the 

reasons he took the job—and good onboarding experience reinforces 

those reasons.

Monster and Benchmark Partners created a five-step outline for 

a strong onboarding experience, one that engages the new employee 

closely with the organization, monitors progress, and helps form the 

bonds of trust that are the cornerstone of retention. Analytics can 

be an enabler to building an effective onboarding program on this 

foundation.

stage 1: First Week, First impressions

Most employees decide in the first three weeks on the job if they are a 

fit for the organization. Therefore, the first days and weeks are critical, 

and you need to put your organization’s best foot forward. For exam-

ple, have a workstation ready with the tools needed to do the job (it’s 

amazing how often this doesn’t happen). Get the paperwork out of the 

way. Introduce the new employee to the team, tour the facilities, and 

review procedures. Reinforce the job interview and decision process 
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by reviewing short- and long-term goals of the job. Educate new hires 

on the organization’s mission, values, and history. Have a senior leader 

talk about strategy and market factors like the competitive environ-

ment. Assign a buddy in the department and a mentor outside the 

department—that person’s job is to answer questions quickly and in 

confidence. This is also the best time to get feedback on the recruiting 

process. Ask “What convinced you to come here?” and “What would 

you change about the hiring process?”

stage 2: getting acquainted and avoiding  
buyer’s regret (the First 30 days)

In the first month, new hires should learn their roles and responsibili-

ties in the context of real projects, problems, and activities (as opposed 

to the job interview). They need to spend time with a manager as 

well as contacts and leaders of other groups with whom they work. 

This is the best time to learn the important procedures (such as filing 

expenses) and work-related technologies.

It is also a good time to create a habit of “walking around”—

networking informally across the company to understand the big 

picture. An assigned mentor can introduce the new employee to 

other groups. Contact with senior leaders one-on-one or in group 

settings can form a stronger bond to the bigger vision. Strong bond-

ing to a single manager is great but risky in terms of retention if that 

manager leaves. The mentor should also ask these questions at the 

two-week mark:

 ■ Was there a desk, computer, and phone for you (or keys to the 

loading dock, or gas in the hedge trimmer, or whatever else you 

needed)?

 ■ Could you be effective on day one?

 ■ Does your boss communicate with you?

 ■ Is this the job for which you thought you signed up?

 ■ What concerns do you have?

 ■ Are there any obvious gaps in your knowledge?
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stage 3: settling in (90 days)

Orientation is over. This is now a time to log a few concrete achieve-

ments, and onboarding shifts focus from giving information to giving 

feedback. How effectively is the new employee working? What’s the 

relationship with the manager? (Both the manager and the mentor 

should ask this question.) If the new employee is a leader, has he or 

she established credibility with other leaders?

stage 4: adjusting (six Months)

Although the sense of newness recedes, the new employee is still 

developing cross-functional relationships and should by this time be a 

full-fledged member of the group. The employee and manager should 

be able to describe their relationship in similar terms, and describe 

similar goals and expectations. The employee should have received 

regular performance feedback and begun a development/growth plan. 

It is an excellent time to check engagement and commitment to com-

pany goals, values, and strategy.

stage 5: Fully engaged (One Year)

At the one-year mark, you should be measuring the new hire’s level of 

achievement and/or engagement with leadership, culture, work–life 

balance, work satisfaction, work relationships, personal growth, and 

the values expressed in your employer brand. Dissatisfaction with one 

or more of these factors puts an employee at risk of leaving.

Onboarding people in a leadership role follows much the same 

pattern as the five stages outlined, with the important differences 

being that leaders are often winning the engagement of others. Lead-

ers need a few early wins, and a lot of listening to judge the cultural, 

informational, political, and market forces that will determine their 

success. To retain leaders at the highest levels is a measure of their 

success at achieving stated goals, but they aren’t all-powerful or all-

seeing, and their onboarding requires an active and trustworthy 
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feedback mechanism. Losing a leader, like losing a talented employee 

at any level, indicates a failure of the system that attracts, acquires, 

and engages talented individuals.

Getting off to the right start will not guarantee long tenure, but 

getting off to the wrong start is a waste of time, money, and talent.

earlY eMPlOYee needs

Based on research and working with clients for more than 40 years, 

Sirota Consulting has found that the key to successful onboard-

ing is making sure your employees are having the right experi-

ence at the right time during the different stages of onboarding. 

Sirota found that employees have four unique needs during the course 

of their first year.4 Figure 7.1 illustrates each need unique to the early 

tenured employee.

First, new employees need to feel welcomed. New hires want a 

few basic things. They need information, introductions, and a place to 

call their own—a desk or workspace with tools and resources. If you 

don’t meet these needs in the first few days or weeks, new hires often 

become anxious and feel overlooked.

Second, new hires need to feel they are getting the support and 

training they need to do their job. If these needs are not being met 

Figure 7.1 Critical New hire Needs during First Six Months
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during the first month on the job, your new hires may start to feel 

disoriented and overloaded.

Third, new hires need to feel connected to their boss, their team, 

and their colleagues. This can take time, but if your new hires are 

not feeling a sense of connection to the company by the three-month 

mark, they may start to reconsider their decision to join.

Finally, new hires need to feel like they are competent, capable, 

and growing. Few things are more engaging for today’s employees 

than a sense of growth and development. If your employees are not 

starting to experience a sense of personal development, mastery, and 

growth by the six-month mark, they will likely start to feel frustrated 

and demoralized.

When these critical needs are met, new employees are not only 

more engaged, but they are also likely to perform better.

OPen analYtiCal FraMeWOrk FOr  
eFFeCtive OnbOarding

An effective and consistent onboarding program must be grounded in 

solid analytics. Let the data inform you as to which approach works 

best at each onboarding stage and the elements that are critical for 

your onboarding program. The intelligent use of analytics can also 

help you understand how each new employee is progressing through 

your onboarding process as well as predict which aspects of your pro-

gram predict future employee success. Through the use of our OPEN 

onboarding analytics principles (orient, provide, engage, and next), 

you can make sure to measure each step of the onboarding process.

Let’s take a look at each area of the OPEN analytical framework.

Orient

This aspect of the framework relates to how successfully you’re able 

to orient your new hire to the organization, both to literal places and 

the things the new hire needs as well as to your culture and processes. 

The data to capture as part of this area is mostly qualitative and derived 

from simple checklists of whether new hires did or did not accomplish 
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a task. Some examples of the data that’s relevant to whether you’ve 

oriented your new hires effectively include:

 ■ Frequent check-ins with your new hire—informally and formally.

 ■ Gathering early employee questions—over time, they can drive 

onboarding improvements.

 ■ Mentor and buddy interviews.

 ■ First-week survey of early impressions.

 ■ Have they taken care of administrative tasks/milestones?

 ■ Assessments (e.g., do they understand the company mission, 

departmental mission, company values, etc.?).

 ■ Did they view training modules?

 ■ How are they feeling?

Provide

This aspect of the framework relates to how successfully you’re pro-

viding resources and training on key processes, skills, or technology 

that will be required for the job. The data to capture as part of this 

area shifts more to the quantitative, using things like assessment tests 

and completion of tasks. Some examples of the data that’s relevant to 

whether you’ve oriented your new hires effectively include:

 ■ Early assessment of skill/knowledge.

 ■ Employee rating of job resources available.

 ■ Training modules attended.

 ■ Review of training and sessions attended.

 ■ Ask them what they need more of.

 ■ New hire experience survey.

engage

This area of the OPEN framework relates to how engaged your early 

employees are becoming. For this area, there are some simple quantita-

tive measures you can use, as well as some softer qualitative indicators.
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 ■ Meetings attended within the first 90 days.

 ■ E-mails sent and received within the first 90 days.

 ■ Projects engaged in.

 ■ First 90-day new employee observations.

 ■ Early supervisor assessment.

 ■ Absenteeism.

 ■ Tardiness.

 ■ Social events attended.

next

This area relates to whether you’ve prepared your new hires for full 

integration into the organization. The data to track here is outcomes 

focused—how effective the person is in his or her role, as well as cul-

tural fit and perceptions of success.

 ■ Early employee success measures (see Table 7.1).

 ■ A 360-degree new hire assessment.

 ■ Mentor/buddy interview.

 ■ Employee survey.

 ■ New employee in-depth one-on-one with HR business partner.

table 7.1 Connect Onboarding to employee Performance

Role Performance Measure Example

Sales Time to first sale; sales within the first 90 days; talk time; 
connect rate

Customer service First call resolution rate after three months; customer 
satisfaction

Engineering Code error rate; production rate; average time to fix product 
issue

Business development Time to first deal; deals closed in first six months

Accounting Average first three-month report production; report error rate

Manufacturing Percentage of output that passes certification; first 90-day 
productivity rate

Clerical/administrative Internal customer satisfaction; number of meetings scheduled; 
percentage of calls answered within two rings
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tiMe tO PrOduCtivitY and Other  
OutCOMe Measures

Besides measuring the perception and activities of new hires during 

the onboarding process, you need to analytically tie your onboarding 

programs to outcomes. In other words, a successful onboarding pro-

cess should predict, in part, whether a new employee will be successful 

over the long term with your organization. Outcome measures will 

be different depending on your organization and the roles for which 

you are hiring. Additionally, these measures must be tied to critical 

business outcomes that specific departments or roles are trying to 

achieve. For example, salespeople have an outcome of sales revenue, 

engineers may be tied to quality output, and customer service reps 

may be tied to customer resolution rate. These are some examples of 

outcome measures to model against onboarding programs for specific 

roles. Table 7.1 provides a sample of possible outcome measures for 

different types of roles.

A type of role that’s especially important to tie onboarding to 

outcome is your sales staff. Refining the onboarding and training 

process for sales staff may be one of the most difficult challenges 

onboarding managers face. Although the onboarding process may 

be relatively short compared to the overall time workers spend with 

the company, the knowledge, skills, and experience new workers 

gain during onboarding will impact their professional development 

in the future.

To help make crafting the onboarding  and training process 

smoother, you need to invest in sales analytics that will enable effec-

tive measurement of the success of your onboarding program. You 

must tie your onboarding program to the metrics that give manag-

ers insight into their sales representatives, such as sales conversion 

rate, prospect connect rate, total talk time, meetings per month, 

and so on. These are some metrics that can help companies deter-

mine whether their current onboarding and sales training generate 

the results they are looking for when molding workers into star 

performers.
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Create an OnbOarding PrediCtive MOdel

After you have gathered your early employee performance metrics for 

the business-critical roles in your organization, use a predictive analyt-

ics expert (internal or external) to help you create a statistical model 

that helps explore whether aspects of your onboarding process can 

predict critical early employee performance outcomes such as those in 

Table 7.1. Some examples of onboarding process measurement inputs 

can be found in Table 7.2.

Working with your predictive analytics expert, you can use statisti-

cal modeling to see which onboarding combination of activities is most 

predictive of getting a top performer up to speed. You’re likely to find 

that it may differ depending on the type of role, the career level of the 

employee, and the department in which he or she is working. Regard-

less, armed with this data-driven, predictive model approach, you’ll 

be able to evolve your onboarding program to make sure it meets the 

needs of each employee type.

tYing it all tOgether

Let’s bring to light how analytics can help the onboarding process with 

a day-in-the-life story of people leveraging analytics to make better 

decisions when it comes to onboarding new hires.

table 7.2 Onboarding Data Inputs to explore in an employee Performance Model

Onboarding Program Measures That May Predict Employee Performance

Onboarding compliance

Onboarding modules attended

Resources for employee available

Early employee satisfaction/sentiment

Early employee knowledge attainment scores

Number of e-mails sent or received within the first 90 days

Number of different employees connected to in the first 90 days

Optional training sessions attended

Onboarding social events attended

Time with mentor/new hire buddy
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Imagine the company headquarters of a medical supply company, 

Health4U, which has become a major medical supply player in just a 

few years. That kind of rapid growth has been great for shareholders, 

but has left some shortcomings in the company’s approach to talent 

development that it has been working to address.

The first character in our story is Adam. He was put into the role 

of onboarding program manager six months ago due to high turnover 

that was being seen in the first 90 days.

During that time, Adam has been steadily building and improving 

the new hire program. It includes a Day 1 Welcome Experience where 

each new employee is assigned an onboarding buddy for the first six 

months. Adam has moved away from the standard curriculum that 

all new hires go through and toward a tailored approached to training 

both to roles and to experience. This is supported by a virtual commu-

nity of new hires and a role-specific simulated project or challenge that 

all new hires go through.

When Adam came into the role, there was really no data on the 

effectiveness and impact of the former onboarding program. Adam 

had always believed that you can’t manage what you don’t measure, 

so, as a first step, he worked to establish the right set of key perfor-

mance indicators to focus on. These fell into four categories:

 1. Onboarding program effectiveness

 2. Speed to performance

 3. New hire engagement

 4. Business performance

He uses the data to monitor progress and also communicate the 

value and impact of the changes he has been making. These have been 

positive across the board, but Adam knows there’s opportunity for fur-

ther improvements.

One of the beneficiaries of Adam’s work is Steve, who has just 

been hired as a new product manager at Health4U. Steve was recruited 

from one of Health4U’s competitors—he has high expectations that 

the culture and environment of Health4U will be a step up from that 

of his former employer. The onboarding program can make or break 

that impression.
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The morning of the first day includes a highly motivational event 

about the future of Health4U and how Steve can contribute to it. After 

going to lunch with his new coworkers, Steve takes a handful of tests 

that assess his level of knowledge coming into the role.

After each test, he’s able to see how he did. He’s coming into the 

job with quite a bit of relevant knowledge and experience. Results 

from the tests are automatically fed to Health4U’s learning manage-

ment system, which automatically passes him out of some of the 

required new hire training.

Adam is able to look at pretest scores of new hires by individual 

and in the aggregate. This is one measure of quality of hire that he 

passes back to the talent acquisition function.

As Steve goes through his new hire training, he completes periodic 

evaluations. Adam has it set up so that Steve does not need to com-

plete an evaluation after every single session; rather, he’ll complete 

one evaluation per week that covers the range of sessions and modali-

ties over that week.

Adam receives automated reports that inform him that there are 

still improvements to be made in the quality of classroom instruction 

and in providing better context and examples of how the new hires 

will be using what they have learned on the job.

He reviews the low instructor scores with the delivery manager 

and works with the course developers to add more role-based exam-

ples to the content.

After 30 days, Steve is asked to complete a New Hire Onboarding 

Survey, which asks him about his experience with the company and 

the training he has received thus far. Steve will get similar checkpoints 

at 60 and 90 days. To ensure that these are deployed consistently and 

to minimize administrative effort, a simple data feed from the human 

resources information system is imported into the survey software, 

which includes:

 ■ The start dates of new employees.

 ■ Their contact information.

 ■ Key demographics, such as job type, department, and tenure in 

the industry.

 ■ Their manager’s contact information.
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Natalie is Steve’s manager. She’s the director of product strategy. 

And when it comes to onboarding, her primary need is for new hires 

like Steve to ramp up faster.

An onboarding feedback report is generated for Natalie (and all 

other managers with new hires going through onboarding).

Natalie is able to compare feedback from Steve and her other 

new hires to feedback received by other Health4U managers. She sees 

that her new hires are looking for her to be more involved in the 

onboarding process. They want more recognition, constructive feed-

back, and coaching. Before this report, Natalie wasn’t aware of this 

disconnect, so she immediately sets up recurring weekly meetings 

with each of the new hires in which they will discuss their progress 

and set expectations.

When Steve and the other new hires fill out the 60- and 90-day 

checkpoint surveys, Natalie is already seeing her scores improve.

Adam is able to see the feedback across departments and notes 

that manager support is a critical need during onboarding throughout 

much of Health4U. As a result, Adam provides a training session for 

managers to help them understand the difference they can make. He 

also institutes regular checkpoints with the managers as a part of the 

onboarding program.

After Steve has spent three months on the job, he, Natalie, and 

Steve’s peers complete a 360-degree multirater assessment, providing 

feedback on the competencies that Steve has demonstrated.

Steve and Natalie receive a report with the 360-degree feedback. 

It shows that Steve demonstrates great initiative and has useful new 

ideas, but he could work on collaborating better with others and 

adapting to change with a more positive attitude. They agree to focus 

on developing these competencies over the upcoming months.

Adam is able to look across the 360-degree feedback for all new 

hires. He uses this data for a couple of different purposes:

 ■ Determine common competency deficiencies across the orga-

nization that could be addressed as part of the onboarding pro-

gram curriculum.
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 ■ Use manager feedback to inform measures for both speed to 

competency and quality of hire (which is then fed back to the 

talent acquisition function).

Adam has established a quarterly process in which he presents an 

executive report on the effectiveness and outcomes of the onboarding 

program. The purpose of this is not simply to justify that it’s making a 

difference. Instead, Adam aims to show that he’s a good steward of the 

investment by measuring and continually improving results. Addition-

ally, he uses it as an opportunity to discuss areas in which collabora-

tion with the business units would substantially improve results.

The accountability that he has demonstrated and his focus on 

aligning with business needs has led to Adam’s having a great partner-

ship with leadership in the talent function and the business.

In our example, each of our three people at Health4U has benefited 

from the use of onboarding analytics. Adam has a scalable approach 

to tracking important metrics, gathering feedback from new hires, and 

reporting for himself, managers, and executives. The learning helps 

enable him to improve and optimize the onboarding program on an 

ongoing basis. Steve thought it was great to be able to skip training 

that he was already comfortable with. The 360-degree feedback will 

be instrumental in his success in his role. Natalie was able to become 

a better manager by receiving timely information on the perceptions 

of new hires. By seeing how she compared to other managers in the 

company, she was able to prioritize the areas she needed to focus on to 

improve the experience of new hires.

KEy TaKEaways

 ■ Employee onboarding is a critical and sensitive time for the new employee 
and the organization.

 ■ Employee onboarding strategies should be authentic and grounded in what 
makes your company unique.

 ■ The onboarding process has several stages and lasts for many months after 
an employee starts.
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 ■ Use the OPEN analytical framework to make sure you’re measuring the 
critical aspects of your onboarding process.

 ■ Measuring new employee performance is critical to assessing the impact of 
your onboarding process.

 ■ Use predictive modeling techniques to identify which parts of your 
onboarding process are leading to early employee success.

nOtes

 1. “A Brief Introduction to Springboard: Sirota’s Onboarding Assessment Program,” 
Sirota Consulting, 2014, https://training.sirota.com/Springboard_introduction/.

 2. Jeff Grisenthwaite, “Metrics That Matter, Onboarding Edition,” Knowledge Advisors, 
December 11, 2013, www.slideshare.net/JeffGrisenthwaite/onboarding-analytics-
metrics-that-matter-onboarding-edition.

 3. Society for Human Resource Management, SHRM Survey Findings: Onboarding 
Practices. April 13, 2011.

 4. “Onboarding New Hires: Current Practices & New Directions,” SirotaScience Webinar, 
November 15, 2012.



223

C h a P t e r  8
Talent 
Engagement 
Analytics  

People Analytics in the Era of Big Data: Changing the Way You  
Attract, Acquire, Develop, and Retain Talent 
By Jean Paul Isson and Jesse S. Harriott 
Copyright © 2016 by Jean Paul Isson and Jesse S. Harriott 



224

Your dedication should not be confined for your own gain, 
but should unleash your passion.

—Li Ka-shing

To stay competitive, it is paramount to keep your employees fully 

engaged in order to meet and exceed your customers’ expecta-

tions and achieve your corporate goals. A key component to this is 

to understand the engagement level of your employees.

We define an engaged employee as a happy, enthusiastic, and 

motivated individual who eagerly relishes the challenges of his or her 

job. Analytics can help to understand the various drivers of employee 

engagement that deliver happier, more productive workers and 

decrease unplanned turnover. Analytics can also help human capital 

management teams sift through data and talent information to better 

understand employee engagement and help address some talent man-

agement questions, such as:

 ■ What are the key drivers of employee engagement?

 ■ How does employee engagement affect productivity and finan-

cial bottom lines?

 ■ What are the main drivers of millennials’ engagement?

 ■ What are the main drivers of baby boomers’ engagement?

 ■ What is the impact of hard-to-fill positions or hard-to-find skill 

sets on employee engagement?

 ■ What is the impact of the Net Promoter Score and Engagement 

Index?

 ■ How do talent engagement elements, such as relationship with 

manager and confidence in leadership and company, impact 

business performance?

Talent engagement analytics can also provide insights on meth-

ods for increasing employee engagement through existing channels 

such as performance appraisals, the voice of the candidate, industry 
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standards, and other metrics that can boost employee satisfaction and 

assist in paving career pathways.

This pillar of employee engagement analytics can also help organi-

zations assess the correlation between engagement scores and employee 

performance in the past, present, and future—important information 

for reducing and mitigating the cost of bad hires and ultimately opti-

mizing employees’ lifetime value.

ImporTAncE of EmployEE EngAgEmEnT

There’s a wide range of views regarding what engagement really is. 

They range from engagement being as qualitative as something you 

can sense when entering a room to a highly sophisticated analysis of 

attitudinal and behavioral data. Regardless, it now commands serious 

attention from the human resources (HR) and leadership communities.

Employee engagement is a workplace approach designed to ensure 

that employees are committed to their organization’s goals and values, 

motivated to contribute to organizational success, and able at the same 

time to enhance their own sense of well-being.

There are differences between attitude, behavior, and outcome 

in terms of engagement. An employee might feel pride and loyalty 

(attitude), and be a great advocate of the company to clients or go the 

extra mile to finish a piece of work (behavior). Outcomes may include 

lower accident rates, higher productivity, fewer conflicts, more inno-

vation, lower numbers leaving, and reduced sickness rates. But we 

believe all three—attitudes, behaviors, and outcomes—are part of the 

engagement story. There is a virtuous circle when the preconditions 

of engagement are met as these three aspects of engagement trigger 

and reinforce one another.

Engaged organizations have strong and authentic values, with 

clear evidence of trust and fairness based on mutual respect, where 

two-way promises and commitments between employers and staff are 

understood and are fulfilled.

Although improved performance and productivity are at the 

heart of engagement, they cannot be achieved by a mechanistic 

approach to extract discretionary effort by manipulating employees’ 
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commitment and emotions. Employees see through such attempts 

very quickly; they lead instead to cynicism and disillusionment. By 

contrast, engaged employees freely and willingly give discretionary 

effort, not as an add-on, but as an integral part of their daily activity 

at work.

Researchers use the term discretionary effort to describe the behav-

iors that accompany engagement. We see employee engagement 

as both an attachment to the work at hand and a drive for growth, 

achievement, and going beyond reasonable goals based on an inner 

psychological reward. We see it in the team that stays up all night to 

solve a problem, the boss who postpones an important meeting to be 

with an employee facing a personal crisis, and the entry-level worker 

who stays late studying to increase her skills not because she’s being 

paid but just because she loves the work.

Engagement is also profitable. In a survey of 664,000 worldwide 

employees, the research firm Industry Standard Research found 

large gaps between companies with highly engaged employees and 

those with low engagement scores:

 ■ On operating income: engaged = 19.2 percent gain; nonengaged =  

32.7 percent decline.

 ■ On net income growth: engaged = 13.2 percent gain; nonengaged =  

3.8 percent decline.

 ■ On earnings per share: engaged = 27.8 percent gain; nonengaged =  

11.2 percent decline.1

An engaged workforce also clearly contributes to the bottom line, 

and managers build the road to engagement one employee at a time. 

For example, data from PricewaterhouseCoopers (PwC) has shown 

that:2

 ■ The rate of voluntary attrition of the most highly engaged 

employees was less than half of that of the least engaged employ-

ees at a 15,000-person professional services organization.

 ■ Up-selling and cross-selling performance rose as engagement 

rose among workers at a customer care call center of about 500 

employees over a six-month period.
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In their Harvard Business Review article “Competing on Talent 

Analytics,” Thomas Davenport, Jeanne Harris, and Jeremy Shapiro 

found that almost every company they’ve studied says it values 

employee engagement, but some—including Starbucks, Limited 

Brands, and Best Buy—were precisely able to identify the value of 

a 0.1% increase in engagement among employees at a particular 

store. At Best Buy, for example, that value is equivalent to more 

than $100,000 in the store’s annual operating income.3

Engagement really comes down to transcending the typical 

supervisor–employee relationship with authenticity and a full set of 

retention-focused practices grounded in what makes your company 

unique. Great companies get this, and they tailor engagement to 

their core values. For example, Google—after hiring creative, smart 

people—encourages virtual teams to form around new products some-

one just dreamed up. Additionally, Wegmans—after hiring employees 

who are customer-focused—encourages people to find new ways to 

delight customers.

EmployEE EngAgEmEnT SurvEyS

Employee engagement analytics for most companies involves a peri-

odic survey to employees, asking them about the degree to which they 

agree with statements like:

 ■ My immediate manager inspires me.

 ■ I feel proud to tell people where I work.

 ■ I have the tools I need to do my job effectively.

 ■ I have enough opportunities to contribute to decisions that 

affect me.

 ■ I understand how my role contributes to achieving business 

outcomes.

 ■ I trust the information I receive from my immediate manager.

 ■ My manager values the work I do.

Engagement surveys are sometimes nothing more than a way for 

employees to vent frustrations about their boss or the food in the 
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company cafeteria. However, company action is critical if these pro-

grams are to be successful.

“If you are going to ask for opinions, it is incumbent upon you as a 

leadership team to act upon the results,” PwC manager Chris Ippolito 

said during a webcast about how to the get the most from your engage-

ment surveys.

Engagement surveys can drive change that leads to business 

improvement, PwC director Chris Dustin said during the webcast:

 ■ When employees see that their suggestions are acted upon, 

their engagement increases, Dustin said.

 ■ Increased engagement leads to better performance and decreased 

turnover, according to PwC research.

 ■ Organizations that keep engagement data can combine it with 

other data to create predictive analytics that can lead to sophis-

ticated workforce planning and preemptive interventions.

But many organizations are missing out on those opportunities. 

Eighty-six percent of respondents in PwC’s 2013–2014 human 

capital effectiveness survey report said their organizations mea-

sure employee engagement. But just 40 percent said directors and 

managers are required to develop an action plan for engagement 

of employees who report to them.4 Dustin said organizations often 

make the mistake of failing to act on surveys, or treating them as 

human resources initiatives with little relevance to the rest of the 

organization.

While HR may administer the surveys, it’s important for managers 

and the leadership team to use them to put together a global action 

plan. According to Dustin and Ippolito, action plans generated by 

employee engagement surveys should:

 ■ Take feedback seriously. Engagement can suffer among 

employees who believe their suggestions are being ignored.

 ■ Implement changes where possible. This increases engage-

ment by showing employees that management is listening to 

them.
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 ■ Be transparent. The company should describe what changes 

are being made based on the survey. If changes are not feasible 

or practical, explain why employees’ feedback won’t result in 

action.

 ■ Be accountable. Tying engagement to performance metrics and 

including it on organizational dashboards will help ensure that 

engagement gets serious treatment throughout the organization.

mAkIng EmployEE EngAgEmEnT SurvEyS prEdIcTIvE

To make employee engagement surveys predictive means moving 

away from a reliance on the simple survey measurement of “engage-

ment.” Instead, it means moving to viewing the employment relation-

ship as a dynamic social and economic exchange between employer 

and employee that can predict business results. To know that your 

engagement score has risen by two points may be interesting, but 

it’s seldom actionable. The key is to understand the components of 

engagement that are predictive of business results.

Organizations that do act on employee engagement results typi-

cally dedicate 90 percent of their engagement effort to postsurvey 

activity to inspire people to do great work and match their efforts with 

business needs. Only 10 percent is attributed to closing the loop on 

engagement activities to understand what worked and what did not.

As you have seen mentioned throughout this book, effective People 

Analytics is grounded in business outcomes. The goal of People Ana-

lytics initiatives, including measuring employee engagement, should 

not be to measure a process or thing just for the sake of understand-

ing it. Rather, it should be part of an analytical program that seeks to 

understand the drivers of business outcomes and predict the influence 

of those drivers.

In the case of an employee engagement survey, typically the focus 

is just on understanding whether employees are engaged and why or 

why not. However, practitioners should seek to predict how programs 

to improve or sustain employee engagement lead to favorable business 

outcomes.
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The first step is to determine the two or three most critical business 

outcomes you expect from high employee engagement. For example, 

outcomes such as productivity, turnover, and customer loyalty are 

commonly desired outcomes—but there are others. Financial indica-

tors such as revenue per employee as well as cost and safety-related 

data are all outcomes that could potentially be impacted by employee 

engagement.

Employee engagement/satisfaction/commitment is not a business 

outcome, but it can be a driver of business outcomes. People Analyt-

ics will allow you to link the survey data that you collect to important 

business results and then focus your initiatives on those key areas that 

drive results.

As surveys accumulate over the years, there is an opportunity to 

aggregate them and consider them in combination with other data to 

create predictive analytics. Engagement survey data can be combined 

with onboarding and exit survey data, recruiting data, other HR data, 

learning and management data, customer survey data, and macroeco-

nomic or industry data to put together an analytic data set. Analytics 

can then be used to predict performance, turnover, quality of hire, and 

other outputs based on the data.

One financial services company gathered 93 data files collected 

over 10 years that contained a lot of trended employee opinion data. 

The subsequent analysis of the data resulted in predictive analytics 

that can drive business improvements in the future.

“You don’t just approach your employee survey from the per-

spective of a feel-good exercise or a check-box exercise,” according to 

PwC’s Ippolito. “When you do gather those employee opinion data, 

and you have them at hand, especially over a few years’ time, you 

have a powerful element of a predictive model already in hand, and 

those employee opinion data can really raise the efficacy and the accu-

racy of the predictions.”

As mentioned before in this book, getting buy-in from internal 

stakeholders regarding the most important outcomes of employee 

engagement is critical. This will help ensure success as you make 

your engagement analytics more predictive. However, there are other 

important steps to consider.
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According to Strategic Management Decisions (SMD), a talent 

management and analytics company, in order to develop the most 

effective employee engagement predictive analytics, you should ask 

the following six questions:5

 1. On what outcomes/metrics are the senior leaders in this orga-

nization most focused?

 2. Who owns the specific data/metrics that senior leaders are 

focused on? How do I connect with those individuals to obtain 

the data?

 3. Are the important business data/metrics collected at the appro-

priate level for me to make apples-to-apples comparisons (i.e., 

department level or district level)?

 4. Do I have the statistical capabilities in-house, or do I need to 

look at a university or consulting firm to help me analyze the 

data?

 5. Based on the linkage analysis, what is the highest-priority or 

highest–return on investment project that I should execute 

first?

 6. How do I assess the change that has occurred and make adjust-

ments to maximize effectiveness?

SMD had the opportunity to help Baptist Health Care analyze its 

employee survey data to make it more business-focused and predictive. 

Due to the health care reform law, a patient survey known as the Hospital 

Consumer Assessment of Health Providers and Systems (HCAHPS) sur-

vey has become a critical business outcome with important financial 

implications for the organization. The organization typically viewed its 

employee survey as a way to gauge employees’ level of engagement, 

something the organization believed can drive high HCAHPS patient 

scores. However, it needed new tools to improve HCAHPS scores, and 

viewed its people as an opportunity to influence the scores.

SMD took the survey data at the manager level and directly linked 

it to HCAHPS scores at the manager level using a statistical technique 

called structural equations modeling. The analysts calculated survey 

results for each manager and then aligned their year-to-date HCAHPS 
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scores. They then used the Amos program in SPSS statistical software 

to analyze the data using structural equations modeling.

What they discovered was that quality and safety were the two 

survey categories that significantly drove HCAHPS at Baptist Health 

Care. More specifically for safety, it was that employees at Baptist felt 

safe at work, both in the building and walking to their cars. This meant 

that feeling safe at work was directly related to employees’s treating 

patients more effectively. This result makes sense, as it is difficult to 

focus on making patients feel cared for if you are looking over your 

shoulder or you feel uncomfortable in your surroundings. Furthermore, 

the hospital had recently experienced a significant safety incident in 

the emergency department—so safety was certainly top of mind for 

employees.

As a result of the linkage analysis, Baptist Health Care raised the 

sense of urgency around safety even more. Survey results that were 

not high on the to-do list now had the full support of the entire 

senior team, including the CFO, because of the demonstrated impact 

on financial outcomes. In this case, having the facts and data from 

SMD to support the improvement of a critical business outcome 

(HCAHPS), and the ability to show the level of impact and specifi-

cally on what needed work, created an impact opportunity for HR at 

Baptist.

movIng BEyond ThE SurvEy:  
EmployEE EngAgEmEnT mEASurES

As we have discussed, the typical approach to measuring engage-

ment is an annual engagement survey where employees are asked 

to rate their own level of engagement. When combined with predic-

tive analytics, this approach can provide good input into the impact 

of employee attitude on engagement (for example, how engaged they 

perceive themselves to be) and business outcomes, but may not pro-

vide objective data on just how engaged employees actually are. While 

knowing what employees think certainly is important, this data suffers 

from the same challenges of any other survey-based effort: There may 
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be response bias if not all employees respond, results become dated 

quickly, employees are likely thinking of more recent events, and people 

may potentially tell you what they think you want to hear rather than 

what they really think.

At the same time, most companies are now inundated with a large 

volume and velocity of data from multiple locations and sources: 

business-to-business data, business-to-consumer data, traffic data, trans-

actional data, third-party vendor data, macroeconomic data, and so on. 

On top of the more traditional data sources, web data, social media data, 

mobile data, and new third-party sources have added another layer of 

complexity to the Big Data puzzle that companies now have available 

to them.

Although not yet commonplace across corporate environments, 

the field of People Analytics is uncovering measures of employee 

engagement that attempt to document engagement quantitatively 

without burdening the employee to complete a survey. While some 

don’t even know where to start in dealing with these direct measures 

of engagement, others are still struggling to move beyond the basic 

engagement survey. A company might begin examining direct mea-

sures of engagement by analyzing the following:

 ■ The amount of work that occurs outside of normal working 

hours (e.g., evenings and weekends).

 ■ Work e-mail volume and timing.

 ■ The number of network connections and time spent with people 

outside of the immediate team.

 ■ The percentage of participation in ad hoc meetings and initia-

tives versus recurring meetings.

 ■ Time spent collaborating directly with customers or employees 

outside of the normal scope of work.

 ■ Sematic analysis of e-mail content, call center transcripts, or 

sales calls for changes in percentage of negative tone.

 ■ Time spent viewing nonwork content online.

 ■ Recruitment site activity (e.g., Monster, Career Builder, LinkedIn, 

Indeed, or other career resources).
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 ■ Productivity measures relevant to the job such as units produced, 

talk time, calls answered, and so on.

 ■ Participation levels in work social events.

For any of these direct measures, it’s important to remember 

that everyone is different and roles at organizations are different; 

therefore, absolute benchmarks for these direct measures are often 

impractical. For example, a software engineer may spend several 

half-hour blocks each day walking around the office talking to others 

because this is a necessary break from such intense work, whereas a 

telephone sales rep talking all day may spend time reading personal 

Internet content in order to get some down time. In order to be most 

impactful, these data must be evaluated in a time series for how they 

change over days, weeks, or months for a particular job function, 

department, or person. Additionally, these data must be tied to criti-

cal business outcomes that specific departments or roles are trying to 

obtain.

Companies like Seattle-based VoloMetrix are stepping in to make it 

easier for organizations to directly measure engagement. VoloMetrix’s 

service allows businesses to better understand how their employees 

are spending their time at work. For example, it can allow companies 

to look at how much time their employees in a sales team spend with 

customers, or how different teams work together (or not). All of this 

data is collected right from the corporate communications system and 

then anonymized. 

While VoloMetrix aims to give deeper insights into how a com-

pany functions, it does not focus on the individual employee. Instead, 

the idea is to use this data from e-mails and calendar events to create 

analytics that help businesses streamline their operations. Some of the 

company’s customers include Genentech, Seagate, and Symantec, as 

well as a number of other Fortune 100 companies.

Used properly, engagement analytics can play a big part in cre-

ating effective employee programs that drive business results and 

keep workers happy. A lot of the analytics discussed in this chapter 

can be foundational in creating a propensity to quit model, as will be 

described in Chapter 11.



Interview with Kathy Andreasen, Chief People 
Officer, Endurance International Group
Harriott: As a senior HR leader for over 20 years, can you tell 
me how you became involved in talent analytics?

Andreasen: I became interested in HR metrics early in my career when 
recruiting in the hottest tech market ever known during the first dot.
com boom in the late ’90s. Acquiring and keeping good tech workers 
was very difficult, and although compensation was escalating at a fast 
rate, it was important to attract and keep talent. It was engagement 
that was the predictor and lever that drove retention. I quickly learned 
that measuring and understanding your employee’s engagement was 
the crystal ball into the future. It was the one measurement you could 
create an equation around—where an increase in engagement would 
predict an increase in effort/productivity, which translated into an 
increase in the business’s performance.

As a result, I was an early proponent of HR analytics for decision 
making. When I was at Cendant Corporation over 10 years ago, I was 
on the corporate leadership council of the corporate executive board. 
This was their first analytics council, and I had access to different 
analytics tools when they first came out. Also, while I was the CHRO at 
AOL we had Tableau and a great HR team and data—so we were able to 
look at retention by performance, engagement, and other great metrics.

Harriott: What advice would you give to smaller companies 
that want to put a greater emphasis on using analytics for 
talent management?

Andreasen: Having spent 25 years as CHRO in fast-growing tech 
companies, where talent is the largest expense for the company, I 
believe that we all need to do a better job at using data to ensure that 
our investments in talent, both monetary and precious management 
“bandwidth,” are well targeted and delivering the desired results. Well-
intentioned “textbook” ideas and programs that are not rooted in data to 
support their value have no place in modern HR practices. I sometimes 
use the example of turnover. You often hear about companies concerned 
about an increase in turnover and their efforts to reduce it. I ask them 
how they know if they are losing their best performers or their worst. A 
strong culture of performance can drive up turnover of low performers—
in which case you may not want to drive it down. If your best performers 
are leaving, then you need to jump on it and change your culture. A 
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company that wants to take advantage of talent analytics needs to align 
those analytics to the key business challenges they are facing.

I believe that the next frontier for analytics is talent acquisition—not 
just for big companies with the resources to build that capability—but 
for all companies depending on talent for their success. We know big 
companies do it, and the top RPO companies do it, and the smaller 
companies need to find a way to use data in their efforts or risk being at 
the bottom of the food chain for talent.”

Key TAKeAWAys

 ■ Employee engagement is related to business performance.

 ■ Employee engagement strategies should be authentic and grounded in what 
makes your company unique.

 ■ Employee engagement surveys are necessary but not sufficient in your quest 
to understand what drives engaged employees.

 ■ Employee engagement surveys should be predictive of business outcomes.

 ■ Aggressively search for the business outcome metrics related to engagement.

 ■ Employee engagement analytics require leadership alignment on desired 
business outcomes in order to be effective.

 ■ Direct (e.g., nonsurvey) measures of employee engagement are gaining 
traction and hold promise for early warning signs of employee risk.

(Continued )
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It is not enough to do your best; you must know what to 
do, and then do your best.

—W. Edwards Deming

Why you Should CAre About PerforMAnCe 
MAnAgeMent AnAlytiCS

Top performing organizations believe people are their most impor-

tant asset. Among leadership, there is a strong belief that leaders, 

managers, and frontline contributors are all critically important to 

achieving long-term growth and sustainability. However, most com-

panies have not figured out how to best manage the performance 

of their people, on which growth and sustainability so critically 

depend.

People are the sole source of innovation. Their passion strength-

ens organizations and creates competitive advantages. To realize any 

of this value, organizations need to proactively align the individual 

goals, strengths, and passions of their workforce with the organiza-

tion’s short- and long-term objectives. Performance management is the 

process of continuously aligning people and organizational objectives 

to realize the value of each individual and team.

Most organizations take a very traditional approach to perfor-

mance management. This includes individual planning, check-ins, 

and periodic evaluation of progress, all feeding into compensation 

and promotion decisions. For most, performance metrics are estab-

lished in collaboration with a manager and, if well designed, they are 

actionable and benefit the overall effectiveness of a work group. At 

most organizations, performance management has evolved through 

iteration and does a very good job of capturing the strengths and 

weaknesses of each employee. The challenges are linking this infor-

mation to the business on an ongoing basis and constantly adapting 

the overall performance management process to your workforce 
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needs and preferences such as frequent feedback and performance 

management via an app.

linking individuAl objeCtiveS to 
CoMPAny objeCtiveS

Individual objectives are typically tracked and subsequently used for 

evaluation (e.g., complete, partial, incomplete) through the perfor-

mance review cycle.

Examples of individual objectives include:

 ■ Create a basic disaster recovery plan by July 1, 2016.

 ■ Assume leadership for reconciling e-reports for unit.

 ■ Recruit at least two agencies to participate in a series of classes.

However, very few organizations actually link objectives to mean-

ingful outcomes like growth, sales, or productivity. This is a gap that 

the best-run companies are beginning to bridge with data and analyti-

cal expertise. Organizations are hiring quants with advanced degrees 

to create new capabilities in human resources (HR). As an example, 

one of Canada’s largest banks recently hired a team of PhD-level phys-

icists into its workforce planning group to design tools that will help 

managers be more proactive in providing feedback to employees.

There can be unintended consequences when the future impacts 

of performance management decisions are not well understood. One 

consequence is organizational swell. Organizations tend to swell 

through the natural cycle of promotions and turnover, year over year; 

this can evolve a nimble, efficient workforce into one that has an 

expensive middle or is top-heavy. Very much like athletes, it is impor-

tant for companies to ensure they are in ideal shape to deliver on their 

objectives. This is a challenge, as the profile of a workforce is con-

stantly in motion. To stay ahead of this, leaders need to understand 

how these changes impact their ability to deliver on a strategy and the 

best options available to correct course.

Our approach is twofold: First, assess the workforce required to 

deliver on future objectives. Then, proactively manage employees to 

align their development with high-level objectives. Relative to current 
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practice, this will focus employees’ growth where it will have the big-

gest impact and help to ensure that the workforce evolves in a sustain-

able way.

traditional Performance Management

Current practices typically involve an annual review and promotion 

cycle, with semiannual check-ins to assess performance. Objectives are 

set annually and measured formally once a year. This practice emerged 

as more qualitative scorecard-based performance systems developed to 

consolidate manager ratings into a single score. This approach involved 

time-intensive interviews, project reviews, and group meetings.

Performance ratings and promotions are typically determined by 

individual success relative to goals. Success can be very tangible (e.g., 

sales, cases reviewed, billable hours) or more difficult to measure (e.g., 

leadership, team contribution, problem solving). In most cases, per-

formance is assessed as a combination of tangible metrics, perception 

by management, feedback from colleagues, and performance reviews. 

The labor-intensive and qualitative approach to assessment meant that 

reviews were performed only once or twice a year (see Figure 9.1).

leveraging Analytics to drive business Performance

An analytical approach that utilizes data enables performance to be 

assessed at a much more granular level (monthly, or even daily) rela-

tive to objectives (see Figure 9.2). The point-in-time data underlying 

figure 9.1 annual Performance evaluation
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performance provides employees with transparent feedback as to why 

their performance increased or decreased. Ratings also reflect current 

conditions rather than a consolidated year of work. This also reduces 

the impact of the psychological bias that managers have, including the 

provision of greater credibility to more recent work in their ratings.

figure 9.2 Continuous Performance evaluation
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G e n e r a l  e l e c t r i c :  W h y  P e r f o r m a n c e 
m a n a G e m e n t  v i a  a n  a P P  i s  t h e  n e W  n o r m
Demographics changes in the workforce propelled by the emergence of 
millennials forced companies like Accenture, Adobe, and Mi crosoft to 
move away from their old annual performance review system to adopt a 
more ongoing and frequent management review via apps.

General Electric (GE), one of the pioneers in annual performance, 
joined the team by sun-setting its old annual performance review. GE’s 
longstanding annual performance review, known as the “vi tal ity curve” or 
“rank and yank,” segmented em ploy ees’ per form ance down to a num-
ber on which they were judged and ranked against peers. The bot tom 
10 per cent of un der per formers were then let go. The company got rid of 
this style of annual performance review to adopt a new way of measuring 
performance via an app called PD@GE, which stands for “per form ance 
de vel op ment at GE.” According to a Quartz article, with the management 
via app system, em ploy ees can give or re quest feed back at any point 

C
AS

E 
ST

U
D

Y

(Continued )



242 ▸  P e o P l e  A n A l y t i c s  i n  t h e  e r A  o f  B i g  D A t A

Although continuous monitoring of performance does provide the 

most accurate current assessment of performance, a hybrid approach 

is typically preferred—one that incorporates greater historical data and 

structural changes in the business. This has the effect of balancing the 

long-term and short-term performance measures.

Employee performance is critical to success or failure at an orga-

nization. An approach that leverages analytics enables leadership to 

respond faster to problems and promote success on an ongoing basis.

through a fea ture called “in sights.”1 The feedback isn’t lim ited to the 
employee’s im me di ate man ager or even his or her di vi sion head.

Using apps is becoming the new norm for performance management 
across leading organizations.

(Continued )

G o l d c o r P :  f r o n t l i n e  s t o ry  f r o m  t h e 
m i n i n G  i n d u s t ry
A great illustration of a transition from the traditional view of performance 
to one that leverages Big Data analytics is the way that mining corporation 
Goldcorp is looking at its health and safety performance metrics.

Health and safety metrics are closely monitored by all North American 
mining companies, including Goldcorp. Through traditional approaches, 
Goldcorp had achieved a 75 percent drop in incident frequency rates 
over six years; however, fatality rates remained unchanged. Goldcorp 
utilized an advanced analytics platform to review 792 million data points 
at an employee-day level in an effort to find patterns among high-impact 
incidents. Information on behavioral factors such as month of the year, 
marital status, age, or compensation structure were the most important 
predictors of incidents. These insights are being used to enhance 
procedures and training to change behavior and are being monitored to 
proactively mitigate the risk of injury.
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defining PerforMAnCe MeASureS

The first step in defining performance measures is to define success. 

Then, assess measurable ways that each employee contributes to that 

success. The extent of the employee’s contribution is used to assess 

performance and eventually promotion.

Most organizations have in place enterprise-grade systems that 

track employee plans, and enable monitoring and evaluation. They 

have metrics such as “client impact” or “quality” that are underpinned 

by concrete goals that are proposed by employees and reviewed by 

management. In current practice, the link between outcomes and the 

system is presupposed. Implicit in this system is the assumption that 

quality will actually improve as a result of employees’ achieving their 

goals for the “quality” metric.

Traditionally, quality of work was far easier to measure than 

impact. This is particularly true for internal processes at large com-

panies and for those in the public sector. Consider the function of 

compliance at a bank. Employees in this role review documentation, 

application processing, regulatory filings, and the like. They play a 

critical role, and their value is priceless when compared to risk asso-

ciated with fraud and noncompliance. Traditionally, investigators in 

this role evaluated based on the number of reviews performed, issues 

identified, branches inspected, quality of documentation, and similar 

process-based measures. However, measuring the degree to which an 

action was performed relative to expectations is not the same as mea-

suring the impact of that action. This approach to assessment assumes 

that high-quality work reduces compliance risk.

A distinguishing characteristic of our analytical approach is a lack 

of this assumption. An alternative way to measure performance is to 

assess actual fraud and noncompliance, and review results ex post rela-

tive to the activities performed to mitigate the risk of these outcomes. 

This approach leverages historical data and assesses performance rela-

tive to actual results.

There are three ways that organizations measure performance 

using analytics: quantitative, qualitative, and passive.
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Quantitative

The most meaningful measures of employee performance are often 

not obvious. Three principles that often describe the best quantitative 

performance measures are:

 1. Physical: Something that actually happened, such as sales, 

fraud, injury, turnover, growth.

 2. Individual: Can be associated with one and only one 

employee.

 3. Connected: Can be tied (e.g., via a database) to the outcomes 

of other individuals.

Measures of performance that meet these specifications can be 

tracked and monitored in a granular way (daily or monthly) to provide 

insight into an employee’s performance as it evolves. This enables man-

agers to be more proactive with regard to performance. Physical metrics 

are transparent, and ratings can be evaluated monthly to reward hard 

work when it happens or take corrective action quickly, if required.

Qualitative

For all of the hype, data is not perfect—there some things that simply 

cannot be measured. Passion and a drive to innovate are both invalu-

able and nearly impossible to quantify. Short-term performance mea-

sures are sensitive to failure and can encourage a very shortsighted 

approach to management. Qualitative measures such as 360-degree 

feedback, self-assessment, and project performance reviews provide a 

meaningful dimension of performance and should be considered to 

balance quantitative measures.

Think of the qualitative input as a performance measure dampener. 

It tempers the highs and lows generated by a purely outcomes-based 

performance score. This qualitative approach helps to put performance 

measures in context with feedback.

Passive

This is Big Data and leading edge. Organizations collect an astounding 

amount of data passively on their employees. Examples include every 
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website visited, instant message sent, e-mail dispatched, document 

opened, log-in, Facebook post, keystroke, vacation day taken, training 

course completed, and ID badge swiped. This data is typically retained 

for at least three months. Millions of data points are collected on each 

employee through the course of employment.

Looked at collectively, this data paints a very clear picture of each 

employee on each day worked. In a recent study, a prestigious manage-

ment consulting firm in Australia performed analysis of every e-mail 

sent by every employee for a period of three months. Their study was 

able to identify key people in the organization who connected differ-

ent groups and encouraged collaboration. The activity of collaboration 

was previously very difficult to quantify, but now is transparent and 

easy to quantify.

our Approach

Keep it simple. To monitor performance, it’s important to use both 

a qualitative and a quantitative approach that is driven by data and 

relevant to desired outcomes. All measures should enable active mea-

surement and be relevant at the most granular level (e.g., individual). 

Ensure that all measures make simple business sense, and be skeptical 

of obscure metrics that seem like a silver bullet. Create performance 

metrics with the intent that they will be shared transparently with 

those they’re designed to monitor.

Digging into passively collected data takes time, but can yield a 

competitive advantage in terms of identifying performance drivers 

(e.g., highly connected influencers in Australia). Most organizations 

that utilize Big Data do so through an elite skunk-works type of opera-

tion of highly skilled, creative individuals.

PerforMAnCe inCentiveS And ProMotion

Using data to assess performance enables incentives to be more closely 

linked to desired behaviors and outstanding performance. Most orga-

nizations adjust salaries on an annual basis, and this is an antiquated 

approach that grew out of annual review cycles and the traditional 

approach to performance management.
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A major benefit of utilizing an outcomes-based analytical approach 

for assessing performance is that the value of each employee can be 

evaluated at any point in time. This is a distinguishing feature that pro-

vides a significant advantage in terms of flexibility and talent retention. 

This approach enables organizations to more closely align compensa-

tion, level, and value delivered by an employee. An approach where 

compensation is closely tied to performance will reward employees 

more on months (or quarters) when they are delivering greater value 

and less when they deliver less value. Value contributed is measured 

in terms of performance measures, which highlight the importance of 

ensuring that these measures are grounded in quantifiable metrics that 

are linked to business outcomes.

Knowing when an employee is ready for promotion is exceed-

ingly difficult because, in addition to compensation, the role of the 

employee also changes. With the right data, analytics can add clarity 

to the selection process by assessing each employee for the characteris-

tics identified in those who are successful at the next level. Promotion 

into a new role can involve a steep learning curve. The metrics used 

to identify employees for promotion also provide insights into their 

strengths and areas where they need to grow. From a mentoring per-

spective, this information can be used to provide informed and tactical 

assistance in a proactive way to new managers.

A proactive approach to performance and promotion also tells 

managers how many employees they will need at each level in the 

coming years. It helps manager to address questions such as:

 ■ Which employees will be successful if promoted?

 ■ What training would an employee need before getting pro-

moted?

 ■ What team members are required to ensure success of newly 

promoted employee?

 ■ How long should an employee work for your organization 

before he or she gets a promotion?

This also helps leading organizations to predict employee promo-

tion paths.
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This information can be used to mentor and grow high-potential 

candidates in ways that will fill identified gaps in the future. Integra-

tion and analysis of HR performance measures provide further clarity 

to the skills needed in the future. Once the gaps have been identified, 

the next step is incorporating them into the objective-setting process 

for current employees. The goal is to ensure that the current workforce 

is grown and mentored to fit into areas of need in the coming years.

Consulting can be a notoriously intense industry, often involving 

long hours, weekend work, and travel. A well-known predictive ana-

lytics firm discovered that it could fight fatigue, increase retention, 

and boost morale by paying certain employees more during times 

when they were intensely busy, and less through slower cycles. The 

approach was simple; compensation increased during long hours and 

decreased when employees worked less. This also provided the firm 

with justification at the end of its annual review cycle for avoiding 

large pay increases, as its employees had technically already received 

that compensation when the firm was operating at full capacity ear-

lier in the year. The strategy employed was enabled by good data that 

was available monthly and very transparent performance metrics that 

linked in a credible way to profitability.

Provide inSight to Senior MAnAgeMent

Senior management defines the objectives for an organization and 

relies on managers and staff to deliver based on senior managers’ 

guidance. From their perspective, performance management ties very 

closely to workforce planning in that organizations need to assess the 

staff profile required at each level to deliver on a plan. We’ll define 

the profile of an organization as its distribution of senior leadership, 

management, and operational resources. This profile is typically mea-

sured at multiple levels and varies based on level and function in the 

organization. Most companies simply let their profiles evolve by iner-

tia through hiring, promotion, and termination. This passive approach 

can have unintended consequences with regard to organizational 

shape. More important, it does not in any way seek to maintain the 

right number of people in the places where they can be most effective.
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By leveraging historical data and the right technical expertise, 

organizations can understand the impact that their shape will have on 

future performance. This is an exercise that correlates the proportion 

of employees at each level to key metrics such as revenue, profitability, 

and growth to identify an optimal profile for each business unit. Once 

the target state has been defined by senior management, basic ratios can 

be used to compare subgroups with their associated target state to dis-

tinguish optimal and suboptimal profiles. It’s important that this analy-

sis incorporate at least a five-year projection of staff levels adjusted to 

incorporate retirement, hiring, and termination expectations. Best prac-

tice is also to use multiple scenarios (worst, expected, best) to provide 

recommendations that incorporate uncertainty about the future.

Coupling workforce planning, simulation, and an understanding 

of target profiles enables management to identify gaps both today and 

in the future at multiple levels of the organization. Google performed 

this analysis and found that if it maintained its current hiring practices 

it would be a middle-heavy organization. Its solution was to reduce 

new hiring into senior-level positions and instead promote internally, 

even in the case of management departures.

An understanding of future needs and the implications of HR deci-

sions is invaluable when planning for the long term. Insight into the 

staff and management profile needed in the coming years enables 

managers to be more proactive. The number of promotions can be 

determined by need rather than tenure and relationships. Career 

growth is determined by anticipated demand for people at different 

levels in addition to aptitude. This data can be fed back to employees 

so they are aware of expected gaps in leadership and can plan to grow 

into positions. Tactically, managers can use this information to plan for 

the longer term and be more transparent about promotion and perfor-

mance evaluation.

Employees’ performance is best measured relative to broader 

organizational objectives. Their performance and related goals should 

link directly to an outcome. This is a challenge, as each employee has 

unique performance metrics that are constantly in motion. This can 

make identifying patterns at the employee level nearly impossible. One 

way to tackle this problem is to group performance measures in a way 
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that enables them to be tracked as a whole. Performance measurement 

categories can be mapped across the organization to facilitate a com-

parison among different employees. The performance categories can 

be viewed as natural overlays atop concrete measures. Grouping mea-

sures assists management in comparing the contributions of employ-

ees fairly relative to those of their peers on a similar plane.

benefitS of AnAlytiCAl PerforMAnCe MAnAgeMent

To the business: An analytical performance management (APM)-

driven approach jointly benefits the business, HR function, and 

employees (see Table 9.1). The benefits to the business are gener-

ated by an improved focus on high-level objectives, including prod-

uct development, safety, or efficiency. The APM approach ensures that 

management can actively monitor employees to make sure that they 

are focused on what counts on an ongoing basis at a granular level.

To employees: Employees become more engaged when goals and 

accountability are transparent. Utilizing concrete data for performance 

reviews provides transparency to the review process and enables 

management to reward employees based on performance when per-

formance is high, rather than 12 months later. Employees benefit 

from this approach of active reinforcement. Further, transparency in 

table 9.1 traditional approach versus analytical Performance Management

Traditional APM

Promotion Qualitative
Tenure-driven
Opaque

Quantitative
Performance-based
Transparent
Graph theory
Analytics-driven career pathway

Compensation Reviewed annually
Determined by rating
Limited assessment

Continuously reviewed
Determined by impact
Broad assessment

Employee Feedback Annual review cycle
Reactive
Higher level

Monthly review cycle
Proactive and responsive
Granular and specific
Review/feedback via an app
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the review process will enable top performers to shine and provide 

evidence-based feedback to all employees.

To human resources: In most organizations, the HR function 

relies on feedback and relatively soft metrics to review employees. This 

results in performance metrics and promotions that, however justified, 

can be difficult to defend. Another impact of their reliance on softer 

data is that it can be difficult to quantify the value of HR. An APM 

approach can resolve both of these challenges. A data-driven approach 

to promotion and performance management will add transparency 

to the product and enable HR to clearly articulate the evidence and 

rationale for promotion. Through a more thorough understanding of 

employee performance and its impact on the business, HR can also 

more accurately estimate the employee’s value to the business and 

justify further investment.

beSt PrACtiCeS

There are three areas that distinguish organizations that do a fantastic 

job utilizing their data to increase performance from those who do a 

very poor job:

 1. Link people to the business.

 2. Use data and think ahead.

 3. Continuously evaluate.

Best practices start by answering the question “Which employee 

performance measures are meaningful to the business?” Create a list. 

Then begin to collect data and continuously evaluate and provide 

feedback to promote an alignment between employees and objectives 

set by management. Be proactive in managing a workforce to ensure 

that the profile remains lean.

Do:

 ■ Capture granular data on employee performance.

 ■ Evaluate employees with metrics that can be linked to business 

outcomes.
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 ■ Use data to drive decision making.

 ■ Use an app to manage performance.

 ■ Use predictive analytics to anticipate promotion success.

 ■ Adapt to your workforce demographics.

Do not:

 ■ Remove the guesswork and the human element of people 

management.

 ■ Define metrics that employees cannot effect.

 ■ Rely on data in isolation from the broader context.

 ■ Use old annual performance reviews.

PrediCtive AnAlytiCS And grAPh theory to oPtiMize 
CAreer PAthWAyS And eMPloyee ProMotion

Some forward-looking companies we spoke with are already har-

nessing their talent data using graph theory coupled with predictive 

analytics to determine whether a given employee will be successful 

if promoted to a senior-level position. In fact, those companies that 

are using such predictive models and graph theory analytics recorded 

33 percent more success from their newly promoted employees than 

those who are not leveraging these insights.

So, how does it work? These new workforce promotion and career 

pathway models use digital mapping of companies’ global resume data-

bases and employee profile data to perform a comprehensive analysis 

of every candidate or employee. The program also profiles the digital 

representation of every job and every skill required for those posi-

tions. By comparing the data, the models provide insight based on past 

performance as to whether that particular individual has the skills and 

track record that will lead to success. The models then assign a final 

promotion success score to each employee based on current career 

level, experience, skills, and network graph information.

Similarly, career pathway models are also used to provide advice to 

employees and even job seekers who would like to transition to other 
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positions—which can be particularly useful to those who are consid-

ering a new or an alternative career path. Some companies are using 

these solutions as orientation tools to provide counsel on what the best 

next career transition could be for a particular employee.

While still nascent, Big Data graph theory and predictive analytics 

models will definitely be useful once fully connected to large employ-

ment institutions, such as universities or the U.S. Bureau of Labor Sta-

tistics, as they will provide actionable insights in regard to training, 

learning, and development, but, more important, they will also pro-

vide even greater data intelligence to those working and competing for 

global talent.

KEy TAKEAwAys

 ■ Performance analytics is required to remain competitive.

 ■ Promote and reward based on impact to the organization.

 ■ Evaluate performance and promotion globally and proactively.

 ■ Performance review should be an ongoing, evolving, and transparent process.

 ■ Leading companies are retiring their old annual performance to adopt 
management via an app to meet their workforce needs and preferences.

 ■ Predictive analytics and graph theory should be used to predict employee 
promotion path and support employee promotion.
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How far would Moses have gone if he had taken a poll  
in Egypt?

—Harry S. Truman

UndErstanding thE Most ExpEnsiVE assEt

Practically every business shares the same biggest cost—employees. 

This makes sense, because even in this age of robots and computers, 

human talent is behind everything that a company does. People are the 

source of innovation, growth, and competitive edge for every company.

Given this importance, it’s a bit strange that data science is only 

beginning to look inward at the workforce. We have measured the 

consumer behavior from every angle. We can quote the lifetime value 

(LTV) of our customers to three decimal points, though we don’t really 

know them. Our employee relationships are deeper, longer-term, 

stickier, and more laden with potential value than customers in almost 

every industry.

But most hiring and employee development happen by intuition 

or chance. Long-term workforce planning is done at only a very high 

level for very common roles. Rules of thumb and industry benchmarks 

from magazine articles dominate employee strategy. However, there 

are more rigorous and methodical methods available.

arE EMpLoyEEs Costs or assEts?

From the perspective of generally accepted accounting principles, most 

employee expenditures are considered to be costs. Employees are not 

subject to depreciation, as are machines, for example. This isn’t chang-

ing anytime soon.

But from a management point of view, employees are more like 

a portfolio of assets—with interlocking strengths, weaknesses, and 

capacities. If you run a call center, your staff is your primary tool for 
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processing calls, arguably more important than the phone switch. 

Likewise for a software development group or a marketing depart-

ment and their tasks.

In this sense, employees are key assets, much like machines, for 

getting work done. If you hire or develop a more efficient and long-

lasting employee, production will go up. We encourage employers not 

only to value their workers as human beings, but also to think of peo-

ple as productive units that can be intelligently optimized for targeted 

outcomes.

thE Basis for adVanCEd anaLytiCs

In this chapter we present a powerful first step to advanced employee 

analytics. We will walk through a cohesive framework for measuring 

the cost, performance, and attrition of a workforce.

These three key metrics (cost, performance, attrition) combine in 

interesting ways to inform decision making. Most important, the met-

rics are a quantitative baseline for predictive analytics exercises. Only 

with these metrics will we be able to learn how to apply predictive 

models or whether the models are improving operations.

Note that each of these three metrics is not a single number, but 

a series of values across the lifetime of an employee. Technically they 

are a time series or vector, but we will use the terms metric and curve 

interchangeably to describe them.

Employee Lifetime Value

One notable takeaway from this chapter is a lifetime value of an 

employee in a role. The lifetime value of a customer is often defined as 

“a prediction of the net profit attributed to the entire future relation-

ship with a customer.”

Our calculations of employee lifetime value (ELTV) refer to “a 

prediction of the net profit attributed to an employee through the 

employee’s tenure in a given role.” If someone changes roles, say from 

Customer Service III to Internal Sales IV, a new lifetime value will 

apply.
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We limit our analysis to one role at a time—say Underwriter 

I, or Teller II, or Customer Service III. We don’t attempt to predict 

an employee’s promotion path or ultimate journey through the 

company.

ELTV is probability-weighted by the risk of attrition from the 

role. Because it is risk-weighted, the ELTV is an excellent roll-up 

number to compare programs or scenarios, with a direct tie to the 

bottom line.

Key Outcomes

We address employee cost, performance, attrition, and lifetime value 

to bring the practice of human resources (HR) into the information 

age. Only with these metrics will the actual value and dynamics of 

our HR be known. We imagine a future where enterprise software 

dashboards commonly report this information, and the curves are 

routinely used in planning. With this kind of information innovation, 

business operations will be able to routinely measure and apply pro-

ductive gains from advanced analytics.

Executives will learn key workforce measurement concepts that 

will enable a new level of business intelligence (BI). With these key 

metrics in focus, executives will be able to lead predictive analytics 

efforts throughout the enterprise.

HR, recruiting, and staffing professionals will learn to measure 

what happens to new hires after they leave the HR funnel and enter 

the workplace. Intelligent feedback from workplace performance or 

attrition can effectively inform hiring efforts to be smarter and more 

targeted.

Line of business managers, such as sales operations or call center 

managers, will learn to format their employee operations into enter-

prise-relevant information.

Data scientists, analysts, and information technology professionals 

will learn the business context for their analysis. These analysts can 

apply the knowledge to identify information sources and formats for 

dashboards and predictive analytics.
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three Vital Metrics for Every Employment role

One Role at a Time

First, it is only meaningful to evaluate one role at a time, one company 

at a time. The curves and dynamics for accounting will be very dif-

ferent from those for inside sales. Likewise, so-called industry bench-

marks are next to useless—companies differ, regions are different, and 

enterprises evolve over time. It is easy enough to gather this informa-

tion for your own company’s roles, and we suggest investing the time 

to simply do so.

Some roles have more volume and size than others. A call center 

or underwriter role will have plenty of data for great accuracy. Execu-

tive leadership is a small sample with less turnover—not as useful for 

analytics.

Time Frame

Often this exercise comes about in response to attrition or training 

issues, which manifest in the first year or two. The simplest of all is an 

entry-level position that automatically promotes after a year or two.

These short-term cases are easier to calculate than long-term 

employees. Beyond a few years, cost and performance factors get more 

complicated with raises, equity, inflation, and the time value of money. 

Long-term employees also vary in performance patterns—some con-

tinue to learn, while others coast or check out.

Three Commonsense Numbers

Three commonsense questions underlie our three metrics (see Fig-

ure 10.1):

 1. How much does it cost to find, train, and keep an employee in 

this role?

 2. How much does an employee in this role contribute to the 

business’s top line?

 3. How long do people tend to stay in this role?
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These calculations are usually done at a high level, aggregating 

costs and performance for everyone in a single role. More advanced 

approaches seek out clusters or individual patterns across thousands 

of employees. These Big Data approaches are more useful for transac-

tion- and revenue-related roles.

The cost curve tracks how much money is spent on an employee in 

the role over time. It is like a daily log of costs for a new employee, from 

day one. After a flurry of recruiting, orienting, training, and onboard-

ing costs, the expenses typically level out as salary and infrastructure.

The performance curve estimates the contribution an employee 

makes to the company, starting at day one. Typically until training 

and orientation are complete, that number is zero. Employees typically 

ramp up to productivity after weeks, months, or years. After ramp-up, 

that level may plateau, increase gradually, or even bow downward 

after years. The ultimate level of contribution can be calculated directly 

for some roles, or estimated for others.

The attrition curve shows the probability of an employee’s being in 

the role at different points of tenure. On the first day, that number is 

close to 100 percent. This number is the flip side of turnover—if a role 

has 40 percent annual turnover, there is a 60 percent chance of still 

figure 10.1 the three Curves
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being on the job in a year. The full curve is easily calculated from the 

HR system of record, and is a powerful tool.

The three curves in combination are exceedingly powerful.

the Employee Cost Curve

It is simple enough to document the hard costs that make up the initial 

stages of the employee life cycle. This section will walk through the 

major cost areas, but the specifics will depend on the role at hand. We 

don’t suggest modeling soft costs such as morale or engagement, as 

they are easy to manipulate and difficult to defend.

Typically, a small number of meetings and accounting queries 

are all that is needed to put a simple aggregate together. It is a good 

practice to assemble the costs in a shared spreadsheet for the involved 

parties’ approval.

Recruiting Costs

HR spends a great deal of time and effort to fill one position. Typically 

a recruiter will screen, interview, and reject many candidates before 

finding the right person. What does this cost?

Such costs often include the following:

 ■ Job boards

 ■ Social media networks

 ■ Print ads

 ■ Job fairs

 ■ Employee referral fees

 ■ Skills assessment

 ■ Predictive scores

 ■ Drug testing

 ■ Background screening

In addition, managers and staff spend time interviewing candi-

dates. This is usually well documented, consisting of phone or video 

interviews, panel interviews, and final individual interviews. They cost 

money, including:
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 ■ Recruiter time

 ■ Manager time

 ■ Parking/transportation

These costs are surprisingly consistent. Some items, like drug tests, 

have fixed costs. HR works hard to keep the hiring funnel efficient and 

full. There is usually a fixed set of job fairs, advertising, and job board 

usage per year.

All of these costs get aggregated and averaged for the role, and 

applied to the first day of a new hire’s job. It is not unusual for this 

acquisition cost to be quite high.

Onboarding Costs

What are the costs to bring one employee on board? Some companies 

have regular orientation events to welcome new hires.

Such costs often include the following:

 ■ HR paperwork

 ■ Orientation event—parking, staff

 ■ Shirt, gifts

 ■ Days of shadowing workers on the job

Employee salary typically starts during orientation. As with recruit-

ing costs, these onboarding costs simply go into the spreadsheet on the 

proper day.

If termination costs are significant, you may want to include them 

here on day one. Essentially, we are accounting for the prior employ-

ee’s termination.

Training Costs

What are the costs to train one employee?

Such costs often include the following, averaged per hire:

 ■ Trainer salary divided across students

 ■ Transportation

 ■ Food and venue
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How many days, weeks, or months does the training take? Is 

there a test at the end, and if so, how many pass the test? Is the new 

employee paid at full salary during the training?

As before, these costs are relatively fixed and can be filled into the 

spreadsheet.

On-the-Job Learning

Even after training, employees are not fully productive. The actual 

ramp-up is not a cost, but part of performance. We will cover that in 

the next section—it is important not to double-count.

But during ramp-up, most new employees consume the attention 

of managers and peers. Often this is the expected procedure, and can 

be modeled into the costs like everything else. For example, a bank 

supervisor may watch every transaction of a new bank teller until 

milestones are met.

Where peer attention is significant and structural, it makes sense 

to build simple rules to factor it in. For example, a model may include 

20 percent more of a supervisor’s time (and therefore salary) for the 

first month. Again, we roll this into the model, day by day.

Base Salary, Benefits, and Infrastructure

In most large organizations, employee salaries for a role fall within a 

reasonably tight band. In an entry-level position, such as a call center, 

the first-year salary may be completely standardized. Even in positions 

with large individual variances, the long-term patterns are often quite 

stable. The goal is to build a reasonable model of the salary for one new 

employee in this role. If there is a probationary salary, simply model it in.

Sales commissions and other bonuses are performance-based. 

They can be either included here or deducted from performance num-

bers in the next section. Commissions can be dominant in a role or 

a secondary effect. The important thing is to be consistent, and not 

double-count costs versus performance.

Add in other fixed, ongoing costs for the employee, such as health 

insurance or other benefits, at the time that the new hire starts. If ben-

efits start later in the cycle, simply model that in.
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Some infrastructure is appropriate for inclusion—incremental 

ongoing fees, such as electricity or building usage. However, do not 

include infrastructure that is reused when the employee is replaced; for 

example, a computer or desk will be used by a replacement employee.

Once the employee is at full productivity, costs are typically limited 

to salary, benefits, and infrastructure. For long-term roles, we model 

in raises and bonuses. When an employee is promoted, he or she has 

effectively left the role of this analysis.

Summing Up the Cost Curve

The result is a list of daily costs for having an employee on board in this 

role. If the employee ends up terminating, the costs will stop. But this 

metric does not handle terminations—that comes later.

It isn’t necessary to cover edge cases, like lawsuits or medical emer-

gencies. These are exceptions—a distraction from the overall patterns 

that will emerge.

A typical curve for an entry-level role may resemble the one in Fig-

ure 10.2—a high spike at the outset, followed by a slow stair-step pattern.

the Employee performance Curve

Employee performance is the amount that an individual contributes 

to corporate revenue. We use the word performance because benefit can 

figure 10.2 the Cost Curve
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become confused with benefits. But more important, the performance 

term underscores the fact that an employee is an asset, here in your 

company to deliver daily value.

There are three aspects to this curve:

 1. The ramp-up from zero to full performance.

 2. The fully ramped-up level of contribution.

 3. Where does performance go after this? Flat, up, down?

We will address each in turn.

The Ramp-Up

People are generally not productive on their first day—often it can 

take months to get up to speed. The ramp upward may not even 

start until training or certification is complete. We have seen jobs 

where financial advisers train for months for the Series 7 exam. 

Until they pass Series 7, it is illegal for them to take a single phone 

call. In this case, the upward ramp begins months into the employee 

tenure.

The easy, informal way to gauge the size of this ramp is to ask line 

managers, “How long does it take someone to get up to speed?” Expe-

rienced managers will have an informed opinion, the average of which 

will be useful. The answer will be anything from “three months” to “a 

year and a half” or more.

The middle route is to look at aggregate or anecdotal data to test 

the managers’ statements. With sales data, we can measure average 

sales performance at three months, six months, nine months, and one 

year to build our own ramp curves.

And, the long way is with Big Data, as covered in a following sec-

tion in this chapter. Very strong results can be gained with the easiest 

route, simply talking with operational managers.

The shape of the curve will not make a large difference. An 

S-shaped ramp is intuitive and quantitatively pleasing, but a straight 

ramp is easier to model (see Figure 10.3). Basically, every day the new 

employee gets better at the job and contributes more to the company.
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The Fully Ramped Performance Level

Some roles, such as sales or industrial production, are more directly 

connected to revenue. When a sales representative makes a deal, 

a solid portion of the deal can be attributed to the sales rep’s work. 

When a machinist builds a car door, it is not difficult to apportion 

the worker’s productivity to revenue. A management consultant will 

always have billable hours and rates high on his or her mind. Brief 

consultations with accounting or senior management can determine a 

percentage to allocate to each unit.

For example, perhaps we allocate 20 percent of a software sale’s 

value to the sales rep who sold the software. On an aggregate level, 

a sales group with 200 reps may sell $100 million worth per year, so 

each rep is responsible for ($100M × 20%/200 employees = $100,000) 

per rep per year, or $410 a day. In real life, reps differ in performance—

but we don’t know how a new rep will perform on the first day, so the 

average is our expected value.

Other roles, such as an accountant, a CEO, or a software developer, 

have a less tangible connection to the top line. There are two ways 

to estimate these. First, we can allocate a portion of revenue to each 

department and divide by the number of employees. For example, in 

accounting, ($100M × 1%)/20 accountants = $50,000 per accountant 

per year, or $205 per day.

figure 10.3 Performance ramp Shapes
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Second, we can simply estimate a profit ratio based on salary. For 

example, we may estimate that the contribution is 20 percent over sal-

ary. So, a daily salary of $100 would imply a $120 daily contribution. 

For companies with unusually low revenue, this may be the only way 

to do it.

Ongoing Performance

The focus of this analysis is usually on attrition and the first years. But 

the approach can be extended to evaluate the contributions of long-

tenured employees as well.

Several shapes are possible: Employees may plateau at their full 

level—arguably a five-year underwriter may not be more produc-

tive than a two-year underwriter. Employees may “dome” after the 

full level—after a certain level of tenure, they may not work as hard. 

Employees may continue to learn, grow, and contribute—slowly 

ramping upward forever. (See Figure 10.4.)

The Final Performance Curve

The result of these three elements is a curve much like the cost curve 

(see Figure 10.5). For every day of tenure, we show a dollar contribu-

tion for a new employee in the role.

figure 10.4 Long-term employee Performance Curves
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Human Resource Accounting

There is a subfield of accounting called human resource accounting 

(HRA) that delves more deeply into these valuations, rigorously 

treating employees as assets instead of costs. When scaled to the 

entire enterprise, HRA can be prohibitively complex. For a single 

role, we need not dig as deep—simple heuristics can build the curves 

very well.

Quantitative scissors and the hockey stick:  
net Employee Value

Now it is time to put the cost curve and the performance curve 

together.

Daily Breakeven 

Figure 10.6 shows a stylized cost/performance plot for one employee 

across five years of tenure. At first, costs from recruiting, onboarding, 

and training are high while performance is zero. Every day the 

employee comes in, the business loses money. At nine months the 

lines cross—and for the first time, the employee delivers a net positive 

contribution. This is called the “daily breakeven (B/E) point.”

figure 10.5 the Performance Curve
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Beyond this point, a long-term pattern of net positive contribution 

endures. These crossing curves are sometimes called the “quantitative 

scissors”—the shaded zone on the left is an inescapable reality of 

doing business. To decrease the overall costs due to employee churn, 

something has to budge on these curves. However, daily B/E is not the 

full story.

Cumulative Breakeven

We must account for the debt incurred by training and early costs. The 

cumulative sum of daily losses or surpluses brings us the cumulative 

value chart.

The cumulative value generally falls into a familiar hockey stick 

shape as in Figure 10.7. The plot shows the net value accrued by an 

employee once he or she gets to a specific tenure. It shows us when 

the debt from recruiting and training costs is paid off, and the line 

crosses zero. This point is called the cumulative B/E.

The cumulative value curve is a valuable business object. The 

shaded region on the left shows how terminations before this point 

are a cost to the business.

In this stylized example, the employee starts providing daily value 

after nine months, and has not paid back the startup debt until 24 

figure 10.6 Cost and Performance for One employee
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months. An employee who leaves at nine months represents a net cost 

of more than $25,000 on average in lost start-up costs. By comparison, 

we often see impressive attrition after just three to six months.

In calculations that span very long tenures, it may be advisable to 

adjust values for inflation.

Replacement Cost

When an employee must be replaced, the business has lost a function-

ing asset, a valuable team member. A proper replacement should be 

considered as a fully trained, fully ramped-up employee, ready to take 

on the work.

For such calculations, we sum up the costs under the cost curve 

to one of three places, depending on internal policy (see Figure 10.8):

 ■ Up to the daily B/E point

 ■ Up to the full productivity point

 ■ Up to the cumulative B/E point

We count the costs only, to identify the total additional outlay that 

the business is forced to make upon losing a staff member. The full 

productivity point is the most intuitive, stable, and defensible option. 

This number is typically thousands of dollars even for entry-level 

positions.

figure 10.7 Cumulative Value for One employee
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Employee tenure in a survival analytics framework

With a cumulative cost curve in hand, we now turn to evaluate attri-

tion. We hope to illustrate a far more intuitive and useful visualization 

than annual attrition, the popular business metric. Annual attrition is 

but a single point on this easy-to-understand business tool.

Survival Analytics

Employee attrition falls into the same class of survival problem as 

machine failure rates or medical research. This domain has brought 

us solid statistical innovations, including a visualization known as the 

survival curve. The risk of a particular employee terminating from a 

job is much the same as figuring when an industrial machine is going 

to stop working, or how long a patient may live with a given disease. 

In all cases, we are estimating when an event will happen while we’re in 

the middle of normal operations.

Calculation

In measuring employee attrition or any survival analytics problem, 

there is a complication. We don’t know when a current employee 

will terminate—it could be tomorrow or years in the future. Since 

figure 10.8 replacement Cost Cutoffs
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current employees are a significant part of our sample, we have to 

compensate.

It is not statistically correct to simply average or regress employ-

ment tenures, for this reason. Likewise, it is technically wrong to tally 

or predict terminations without regard to tenure or staffing level. 

There is a subtle interplay between tenure and termination that must 

be handled properly.

This adjustment is done with the Kaplan–Meier Estimator, which 

mathematically removes current employees from calculations beyond 

their tenure. Born decades ago from medical research, the Kaplan–

Meier calculation is standard in many fields. The function is built into 

most modern statistical software, such as the “survival” package in R. 

It can even be done in Excel, with a bit of setup.

The Hazard Curve

Once Kaplan–Meier has been properly adjusted, we can show attrition 

in at least two ways. The first is called a “hazard curve,” which is the 

chance (hazard) that the event (termination) will occur on any given 

day during the employee’s tenure. In Figure 10.9 we see hazard curves 

for two hypothetical locations, Chicago and New York. We see that 

early termination is more likely in New York.

figure 10.9 hazard Curves—Daily Probability of termination
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We will use these hazard curve values later for risk weighting, but 

it is not the best visual tool.

The Survival Curve

The best visualization of employee attrition is the survival curve, as 

shown in Figure 10.10. It is a sum of the probabilities in the hazard 

curve, up to each point in tenure. It shows nuances, bulges, trends, 

and differences far better than any simple attrition figure. We have 

found that the survival curve is accessible for most business users, and 

hope someday to see it on BI dashboards everywhere.

Across the horizontal x-axis we see tenure, from zero to many 

years. On the vertical y-axis we see the probability of an employee’s 

surviving to that tenure. Although some people don’t show up on 

their first day of work, on day one survival is nearly 100 percent. Stat-

isticians will recognize the survival curve as (1 – CDF) of the hazard 

curve (CDF is cumulative distribution function).

Attrition for All Periods

The business-familiar annual attrition number is here—at the one-

year mark on Figure 10.10, we see 86 percent survival for the Chicago 

curve, which subtracts from the top for 14 percent annual attrition. 

figure 10.10 Survival Curves—Probability of reaching tenure
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Likewise, the New York curve shows 58 percent survival at one year, 

which subtracts to 42 percent annual attrition.

But one year is somewhat arbitrary. Remember that our break-

even point is two years, so arguably that is a more useful threshold. 

At this 24-month breakeven point, we see 65 percent remaining in 

Chicago, but only 21 percent in New York.

One of the great strengths of survival curves is that we can com-

pare multiple groupings. On one chart, we can compare geographic 

regions, as in Figure 10.10. Likewise, we can compare managers or 

multiple job roles. In predictive hiring work, we compare survival 

curves before intervention versus after intervention.

rolling it Up: Employee Lifetime Value

One important application of these curves is to obtain the lifetime 

value of an employee in the role.

We can look up the cumulative value at an arbitrary date, say 

five years. The chart shows that an employee at that tenure is worth 

$78,851. However, not all employees last five years—only 18 percent 

in Chicago and 0.2 percent in New York.

Risk Weighting

Borrowing a technique from finance, we will risk-weight the cost 

curve to give our answer. A 5 percent chance of getting $100 is effec-

tively a $5 expected value. In a similar manner, we will multiply every 

probability in the hazard curve, Figure 10.9, with the matching dollar 

value in the cumulative value curve, Figure 10.7.

Then, we sum these expected values into a single number. This is 

called a dot-product, available in Excel as “DOTPRODUCT” or in R as 

simple multiplication. This dot-product gives us a proper risk-weighted 

lifetime value.

Be careful to use the hazard curve, the daily probability of ter-

mination, and not the survival curve, the cumulative probability of 

survival. Also, take care to use the entire hazard curve, extending 



E m p l o y E E  l i f E t i m E  V a l u E  a n d  C o s t  m o d E l i n g  ◂ 275

far into the future—the sum of probabilities under that curve should 

equal 1.

The Lifetime Value of an Employee 

In this sample, as shown in Figure 10.11, a Chicago employee’s life-

time value is $31,487, while the New Yorker’s lifetime value is a loss 

with –$9,343, a far cry from the potential $78,851 lifetime value of a 

five-year tenure. These groups have the same cost curve but different 

survival curves—which makes a significant difference.

This is more like the lifetime value of a new employee in a given role 

than the lifetime value of a specific employee. We are not attempting to 

predict whether a specific person will someday rise to become president 

of the company, or if they will take a lateral move to another depart-

ment. When they enter a new role, they enter a new set of calculations.

A Useful Rollup Number

The lifetime value figure is sensitive to changes in attrition as well 

as costs or performance. It encompasses most foreseeable financial 

aspects of employees in that role, and allows fair comparisons of value.

While these numbers may never show up on a financial balance 

sheet, they are a strong estimate of how a set of employees will play 

out into the future.

figure 10.11 Comparison of employee Lifetime Value
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Big data approaches to Employee development

The preceding approaches assume that all employees are the same, 

and average performance results. This is not entirely unreasonable, 

since we often have no prediction of what kind of candidate is join-

ing the company. But certain roles give us enough data that we can 

evaluate the many paths to success and the relative value of each. We 

can even begin to predict which of several performance paths a new 

candidate may take.

Rather than building a monolithic example of sales based on aver-

ages, we can use large-scale tools like Hadoop or SAP HANA to do 

better. Consider a sales example, in which we have data for every single 

transaction sold by every rep for 10 years. Consider that we sort through 

these millions of transactions involving thousands of sales reps.

Then, we evaluate the sales that each rep made from his or her first 

day. How did all the sales reps do? Instead of one performance curve, 

we have thousands.

 ■ Did they start strong and then plateau?

 ■ Did they slowly grow and learn to sell over time?

 ■ Did they start strong, fizzle out, and terminate?

 ■ Did they never get it and consequently terminate early?

 ■ Or something else?

We can use clustering algorithms to find groupings of sales rep 

performance—that is, how different reps ramped up. Now, instead of 

thousands of performance curves, we may have three to seven well-

traveled clusters or patterns.

In the sections that follow, we would calculate different B/E points 

and different lifetime values for each of these types of sales reps. Does 

the business prefer a slow learner over a strong-start-then-plateau sales 

rep? The data will tell us; at the simplest level we just need to compare 

lifetime values of each curve type. There are strategic and teamwork 

considerations as well, and a complete comparison would move into 

Monte Carlo simulation.

It also moves us far beyond the scope of this chapter. This Big 

Data analysis lays the groundwork for predictive work to identify the  
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propensity for candidates to follow one of these sales performance 

paths. More advanced applications will span multiple performance 

variables. This is a simple, single-performance-variable example of 

what is possible with transactional data and a good amount of effort.

practical applications of Employee Metrics

After all of this work, we are left with several useful assets for a role:

 ■ Daily cost and performance (the quantitative scissors)

 ■ Cumulative net value (the hockey stick)

 ■ Replacement cost

 ■ Daily and cumulative B/E points

 ■ The survival curve

 ■ ELTV

Here are a variety of business applications of these metrics.

Measuring the Cost of Attrition

Everyone knows that attrition is expensive, but what is the actual 

cost? The relevant number is the amount that the business must spend 

to handle the problem (i.e., the replacement cost).

We find the number of attrition-related hires per year—for exam-

ple, say a company with 1,000 agents that has 40 percent annual turn-

over and a replacement cost of $11,000. This implies that 400 agents 

need to be replaced every year, if the company is holding steady or 

growing. Simply multiply 400 agents by the replacement cost for the 

annual attrition cost.

In this case, attrition costs $4.4 million a year. If the company 

halved its attrition rate, it would save $2.2 million.

Scenario Planning

Employment, and business in general, is not a laboratory environ-

ment. We don’t get do-overs for failed scenarios, and our ability to 

try things out is limited. Customer analytics is slightly more amenable 

to A/B testing, just because the relationship is thinner, and there are 

many customers.
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With this model of lifetime value, we can simulate the impact of 

programs. What happens if we:

 ■ Increase wages by x percent, and assume that doing so will shift 

survival curves up by y percent?

 ■ Reduce wages by x percent, and assume it will shift survival 

curves down by y percent?

 ■ Spend $x more on training, and assume it will accelerate learn-

ing by y percent?

 ■ Spend $x more on coaching, and assume it will help New Yorkers 

stay y percent longer?

 ■ Hire x percent more employees in Chicago?

Any of these business changes would impact any or all of the 

underlying three curves. The outcomes of these scenarios can be esti-

mated, compared, and prioritized.

Consider a change in training:

 ■ More training would increase the first part of the cost curve.

 ■ More training would (hopefully) speed up the ramp-up period 

on the performance curve.

 ■ More training may decrease attrition, moving the survival curve 

up a bit.

The combined effect of these changes would be seen in two ways:

 1. A different cumulative B/E date—hopefully lower, if the ramp 

effect overpowers the increased cost.

 2. An increased lifetime value—with a higher survival curve and 

more ultimate performance.

If the three underlying curves are modeled properly, they will be 

sensitive to any operational change.

Impact of Hiring Changes

Hiring changes are more complex. Consider a new hiring program to 

find candidates with lower attrition. This means that the new program 
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would find new candidates with higher survival curves. The cost and 

performance curves would remain the same, but the lifetime value of 

the new hires would be higher, due to a lower risk of attrition.

Two calculable outcomes would bring value to the company:

 1. Fewer early terminations: Fewer of the new hires would 

terminate while still in the red on the cumulative value curve.

 2. More good candidates: The new hires would tend to last 

longer past the B/E point, accruing more lifetime value.

These numbers can be calculated and tested. In the first case, fewer 

early terminations, the models would estimate a new turnover rate, 

implying perhaps 40 fewer pre-B/E terminations. As before, say the 

replacement cost is $11,000. So the company would save 40 times 

$11,000, or $440,000 in the first year as it transitions to a lower 

attrition rate.

In the second case, we compare lifetime value in the role, before 

and after the change. We multiply the increase in lifetime value 

by the number of new hires, to show an increase in the stock of 

employee value in the role. Perhaps the lifetime value increased 

by $3,100 and we hired 400 agents; therefore, we will increase the 

value of employees in this role by $1.24 million.

Predictive Analytics Thresholds Tuning

Models can be designed to score predictions of future employee attri-

tion or performance, even before someone is hired. Such models 

are commonly deployed as part of the hiring process to find better 

candidates. This advanced form of analytics raises employee models 

from rough averages to a very granular, individual-based view of 

employment.

All of the previous calculations feed directly into such a model-

ing exercise, and become the method by which we judge the success 

of a model. If we want to increase performance, we expect to see an 

increase in the performance curve. If we expect to decrease attrition, 

we would see an increase in the survival curve. A successful model will 

bring higher lifetime value.
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Attrition-based models often use survival curves directly, and aim 

to shift the curves upward. All predictive models create a score—your 

credit score is an example. The survival curve becomes the basis for a 

range of acceptance thresholds for the model. The plot in Figure 10.12 

is an example of a survival curve with multiple predictive bands.

Employee Costs, Survival, and Business Intelligence Dashboards

Most of these figures are prime candidates for monitoring in a busi-

ness intelligence (BI) framework, particularly interactive dashboards. 

Imagine a few possibilities:

 ■ Survival curve dashboard: Consider a dashboard with sur-

vival curves for every major role in the company. Users could 

drill in to compare attrition across departments, regions, man-

agers, and roles. Managers could find the areas with the most 

pain, as measured by turnover. Researchers could identify and 

discover outliers.

 ■ Key performance indicators and alerts could be imple-

mented to keep groups on track. New hires and the results of 

predictive hiring could be tracked in real time.

 ■ Costs, performance, and lifetime value across the enter-

prise: Likewise, the single-role cost curves and performance 

figure 10.12 Predictive thresholds in a Survival Model
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curves could be combined, drilled into, and split up across the 

enterprise. Users could compare training costs between geo-

graphical regions. Researchers could investigate the impact of 

training or onboarding changes. Breakeven points and lifetime 

value could be directly compared. Scenarios could be tested 

directly in the BI framework.

Key TaKeaways

 ■ We believe that survival curves along with cost and performance curves are 
three vital tools that should be produced by every HR or finance department 
for every high-traffic role. These three numbers capture the essence of the 
role’s impact on the company, and are the basis of powerful calculations.

 ■ We believe that three key metrics (cost, performance, and attrition) combine 
in interesting ways provide inform decision making. Most important, the 
metrics are a quantitative baseline for predictive analytics exercises in ELTV 
building.

 ■ HR is known for having inward-facing metrics, like cost per hire or time to 
fill. The metrics that we have introduced here—cumulative employee value, 
survival curves, and ELTV—go beyond HR to serve enterprise goals. They 
are key indicators of how employees—the people whom HR hired—are 
lasting and performing. These metrics are especially valuable for high-volume, 
high-turnover roles. They are the measuring stick for improvements to hiring 
selection, engagement efforts, and performance improvements. Is it time for 
your organization to begin using them?
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Your number one customers are your people. Look after 
employees first and then customers last.

—Ian Hutchinson

In today’s complex, global, and extremely competitive world, talent 

is top of mind for most CEOs. While concerned about acquiring 

and retaining the best and brightest, executives are also worried 

about nurturing, engaging, and advancing their star performers. As 

simpler jobs get offshored and the demand for highly skilled indi-

viduals continues to rise, competition for the critical remaining pool 

of talent is fierce. Additionally, millennials bring up another set of 

challenges by setting new employee preferences for health and envi-

ronment, purpose and community, and hard work with balanced 

lifestyles. As a result, the talent puzzle seems to be as multifaceted as 

it has even been.

Perhaps it is not surprising that retention and attrition may be 

the biggest challenges of all. In a recent Deloitte survey, over 70 per-

cent of respondents expressed “high” or “very high” levels of concern 

about retaining critical talent over the next 12 months, along with 

66 percent who had the same concern about retaining high-potential 

talent.1 Robin Erickson, PhD, Vice President of Talent Acquisition 

Research at Bersin, reminds us that employee retention is a top con-

cern of most business and HR leaders now that the global economy is 

improving. “High-performing employees can look for jobs passively 

just by having their job histories on a social networking site. And, 

according to Deloitte’s 2014 Global Human Capital survey, 83 per-

cent of the organizations surveyed do not believe they are ready to 

respond.”
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TRAdiTionAl APPRoAches ARe FAiling

Many traditional human resources (HR) methods for understanding 

and improving retention (or attrition, its antonym) are typically reac-

tive and slow to produce results. They cater to a past generation and 

associated organizational structures where employee movement was 

slow and laborious. They typically consist of blanket (not individu-

ally targeted) retention campaigns aimed at attacking the latest attri-

tion driver identified from someone’s gut feelings acquired over many 

years of experience. One example is an across-the-board compensa-

tion increase for every employee by the same amount, when varia-

tions and customizations (by level, department, skills demand, etc.) 

are typically needed. The focus for these programs also often seems to 

be on a handful of high-demand top personnel with the most critical 

skills, with little to no attention given to the rest of the employee base 

that has the potential to impact retention ratios in a more major way.

Clearly, the aim of traditional approaches can be uncertain and 

slow in action, so their return on investment (ROI) is extremely dif-

ficult to quantify. Exit interviews may contain crucial information, but 

their confidentiality and low frequency hinder their use in an effi-

cient manner, and they are used only anecdotally. It is, therefore, no 

surprise that many of these traditional methods are quickly becoming 

obsolete and ill-suited to an increasingly mobile workforce in which 

individuals can easily surf the web for job postings tailored to their 

published skills on social media sites, get e-mail notifications of open 

positions by their social media network, or respond to direct mobile 

text messages from various recruitment sources.

WhAT is ReTenTion, AnYWAY?

The inability to calculate an ROI has hindered the understanding of what 

employee retention truly is. Erickson continues, “Retention has long 

been believed to be a squishy theoretical concept when it truly is not. 

Retaining employees requires a combination of real and concrete things 

that include career growth opportunities, fair compensation, regular 
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performance feedback, learning and development opportunities, focus 

on employee engagement, and trust in leadership—ultimately, reten-

tion can be measured by regretted voluntary turnover, whether your 

employees stay or go.”

More and more, we have observed sophisticated companies, both 

big and small, move toward advanced analytics and Big Data to help 

them understand their retention issues, quantify them, and become 

more agile in solving them. These companies are seeking analytics not to 

help them identify a silver lining, but rather to be used as a tool to con-

tinuously fine-tune their understanding of retention issues and, almost 

in real time, to propose nimble and novel solutions to curtail retention. 

From machine-learning techniques and building algorithms that contin-

uously learn behaviors to the use of Big Data to integrate as many mul-

tidimensional facets of the individuals as possible, ROI for these types of 

HR retention solutions has become cutting-edge and quantifiable.

WhAT YoU need And hoW iT WoRks

The building blocks of retention analytics solutions are similar to those 

of any other analytics initiative. They consist of:

 ■ Data: This is the first building block of any analytics initiative 

and needs to contain instances where employees were retained 

and others who have attrited. This is so the model can be trained 

to recognize the differences, discern and learn the patterns of 

each, and be able to make accurate predictions. The more varied 

the data sources (i.e., capturing every angle of the employee, 

business, working conditions, economic climate, etc.), the bet-

ter the model accuracy is likely to become as it has more infor-

mation to draw upon for its analysis. Of course, data is to be 

manipulated and used with care, and most data manipulation 

leading practices are in the public domain today.

 ■ Intelligence: Creating insights from the first building block, 

intelligence is about extracting, interpreting, and acting on the 

data. This involves people as well as methods and processes.
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 ■ People are needed to develop the crunchy questions, inter-

pret what the statistics are suggesting, and decide what to 

do with this knowledge. In the context of retention analyt-

ics, various subject matter experts are needed: data wranglers 

and statisticians, retention specialists and end users, HR team 

leaders and executives, and other peripheral HR practitioners 

who can help in designing the appropriate actions to take to 

avoid attrition by individuals, in addition to crafting these 

solutions to fit within current everyday work flows.

 ■ Statistical methods and routines are needed to process, 

cleanse, and assemble the data, quantify correlations and 

data signals, and perform validation testing. Leading prac-

tices in statistical modeling are in the public domain and 

need not be of extreme complexity to yield real and mean-

ingful results.

 ■ Technology: This is software to support the data and intelli-

gence building blocks, and can range from basic database man-

agement tools to house the data (e.g., Microsoft Office tools, 

text files, etc.) to the most customized statistical packages for 

data mining and predictions (e.g., SAS, SPSS, or R).

 ■ We have noticed that technology can be an accelerator but 

not necessarily a differentiator. In other words, the sophis-

tication of the technology used need not be of highest com-

plexity to yield real results. However, care should be taken so 

that whatever technology is used doesn’t create new burdens 

for the end users.

These blocks come together to build the foundation of retention 

analytics solutions. Data, which contains mountains of information 

and insights, needs to be organized and mined for insights by intel-

ligent tools and people. Once those insights are extracted, interpreted, 

and acknowledged, business strategies need to be carefully identified 

by HR retention experts and put into action. Only once put into action 

can these solutions realize value by reducing the retention ratio and 

deterring employees from leaving.
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The BUsiness cAse

Beyond the fight for the critical and small pool of talent that is increas-

ingly sought after, there is a real economic driving factor behind this 

move toward sophistication. Losing an employee means at the very 

least a transfer of knowledge and experience to, perhaps, a competitor, 

as well as a real loss of productivity, and a shift, even if momentary, 

of personnel morale. Beyond the well-known costs of searching for 

replacements (social media adds, headhunters, etc.), finding a suitable 

candidate (interviews and trial periods), training (learning curves and 

training costs), and finally hiring (hiring costs, relocation packages, 

sign-up bonuses, etc.), turnover can quickly become a large business 

cost to a company. According to Josh Bersin, principal at Bersin, “the 

cost of losing one employee is 1.5 to 2.0 times the person’s annual 

salary. And if you are talking about a senior executive or highly skilled 

individuals this cost is quickly increasing beyond twofold!” That is 

because the pool of people who could replace this individual is small. 

Therefore, more investment needs to be made to find, attract, hire, 

and train these individuals than in the case of a lower-level position 

that can easily be filled.

can Retention Be Practically Analyzed and impacted?

As Big Data and advanced analytics are customarily used in other ser-

vices industries (e.g., customer retention), they have quickly been bor-

rowed by the HR industry. In the analytics world, a large emphasis is 

being placed on developing crunchy (not soft or easy) questions and 

getting to answers that will return value on investment, such as “What 

motivates a high performer to stay or leave?” “How can I know it in 

advance?” “If I do, is there something I can do about it?” and “What 

are the options?”

It turns out that, yes, it is possible to identify multiple drivers of 

attrition, and most of them are actionable. And, assuming that these 

drivers are identified before the decision of leaving is made (timing is 

paramount, as most research shows that employees start thinking about 

leaving 9 to 12 months before they resign), then some customized and 
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impactful actions can be made to prevent that attrition. John Houston, 

a principal at Deloitte Consulting LLP, says, “In my 18 years of service, I 

have found that when employees have made the decision to leave and 

communicate the decision, it is often too late to change their minds. 

Getting to them three-plus months in advance of that decision is crucial 

to be able to impact it. People tend to want to leave for compensation, 

career opportunities, or even because they don’t enjoy what they are 

doing. These are not things you can solve on the spot; they take time to 

identify, think through, and put the right solution in place to convince 

the person to stay.”

A concrete Business study

Impacting the consulting world where retention can be an issue, 

Deloitte used Big Data and advanced analytics to understand retention 

issues. From analyzing time sheets and figuring out how many hours 

are being worked, vacation days taken, client impact, efforts spent, and 

additional firm projects tackled, to paying attention to travel entries, 

including frequency and distance of travel, number of nights spent in 

hotel rooms, and airports visited per week, Deloitte has tackled a large 

amount of employee data and various sources, including geodemo-

graphic factors (city of residence) and economic conditions (prevailing 

unemployment rates).

Quantify What Is Already Known, Discover What Is Unknown

Clear and intuitive patterns have emerged: For example, if an employee 

consistently works long hours every week or takes a small amount of 

vacation yearly, then probabilities for that employee’s departure the 

next year are increased manifoldly. This all makes sense, and we don’t 

need complex analytics to figure out that being overworked and not 

taking enough rest is bad for retention. However, with analytics not 

only can we prove something by the numbers, or disprove someone’s 

gut feeling or deeply ingrained traditionally acquired knowledge, but 

we can also quantify it. And digging even deeper actually lets you see 

more subtle patterns than the prior belief: Hours worked is actually 
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U-shaped, meaning that if one individual works a large number of 

hours and another works very few, then attrition rates are increased 

in both cases.

We found that excessive travel tends to raise departure rates, which 

is intuitive since hotels and airport time can take a toll on a person’s 

energy level and morale rather quickly. Similarly, not only could this 

relationship be confirmed and quantified by the numbers, but subtler 

patterns also emerged: The excessive travel impact completely breaks 

down for younger generations and nonexperienced hires. These prac-

titioners enjoy traveling.

We have also analyzed the size of project teams, their locations, 

managerial composition, individual-to-team performance, and more. 

We found that managers’ actions and behaviors play a very impactful 

role in a staff project experience. This pattern turns out to be rather 

negligible on smaller projects, but is manifoldly more important on 

mega projects (large teams and multiyear engagements), so those proj-

ects need to be staffed a lot more carefully with the right number and 

fit of managers to staff.

Go Deeper in Studying Factors

With advanced and powerful statistics, it has been found that recency 

is of utmost importance. Looking at excessive travel or poor fit within 

a project months in advance shows a great deal of correlation with 

future potential retention issues. But if you look at these or most 

other characteristics with a year’s delay, this correlation starts to 

break down significantly. This shows that today’s workforce is very 

agile and fast adapting: If they are unhappy, they either change their 

current circumstances if they can or choose to leave only months 

later if they can’t.

Equally important is the extremeness of drivers. Heavy hours, not 

enough vacation, or excessive travel do start to trigger voluntary depar-

tures; and the more extreme these are, the more departures they will 

cause—and faster. This is important because when it becomes time to 

impact these about-to-leave employees, tackling these extreme cases 

with priority will likely make a greater impact than blanket actions.
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Social Factor and Media Effect

Social media and network analyses of individual employees are also 

being contemplated more closely. Text and sentiment analyses applied 

on social media posts and other blogging material can infer motiva-

tion levels at the workplace through engagement analytics. In addi-

tion, studying one’s social media network and identifying types and 

proximity of influencers can identify the likelihood of an employee‘s 

being agile about employment change or indicate stickiness at the cur-

rent workplace.

now What?

This is all very nice in theory, but do these predictive algorithms 

actually work outside a classroom and in real life? Yes, they do. Sta-

tistical models using a wide range of data sources have been known 

to identify in the top decile (10 percent) those individuals who have 

a likelihood of leaving 330 percent more than the average as iden-

tified in the previous Deloitte case study. In addition, focusing on 

the top two deciles (20 percent) of the employee population may 

capture 65 percent or more of the population likely to leave. These 

impressive numbers speak to the predictive power of these models 

using thousands of data points, multiple years of experience, and 

a variety of information sources. Specifically, they identify who, 

when, and why:

 ■ Identifying the population at high risk of attrition. For an orga-

nization of, say, 50,000 individuals, finding the few hundred 

higher performers who are likely to leave in the next term can 

be powerful and insightful.

 ■ It is of crucial importance that this identification can be done a 

few months before the actual attrition, so as to provide time to 

act and, it is hoped, avoid the attrition.

 ■ Identifying the likely reasons for attrition for each individual is 

useful since those are the specific issues the organization needs 

to think about resolving in order to avoid the attrition.
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knowledge is Power—or is it?

But identifying who is at risk of leaving and the reasons why is only half 

the battle. What to do then? Are these reasons always actionable? Will 

they impact attrition decisions? What if they are not actionable at all?

If the reasons for leaving are specific enough (i.e., at the individ-

ual level, recent, and combined with other close factors), they can be 

influential. If overwork with excessive travel is leading an individual 

to think about leaving, then a close look at the individual’s career and 

project assignments with tailored changes (e.g., local project and a rest 

period) may be enough. If model drivers are pointing to a superstar 

who draws significant competitor curiosity through social media and 

recent performance data suggests a beginning of disengagement (e.g., 

as measured via survey collections), then compensation coupled with 

highly customized career and leadership development may be worth 

the investment (e.g., consideration for fast track, project assignment 

with top management, top leadership training, or shadowing). See 

Figure 11.1.

Figure 11.1 Illustrative talent retention Framework

Design:
Design and prioritize

impactful retention
initiatives at the
individual level

Deploy:
Target intervention

initiatives toward
high-risk individuals

at the individual level

Monitor:
Quantify and
monitor KPls,
continuously
refresh and update

Analyze:
Identify retention
drivers via advanced
data analytics
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But even if the model drivers seem not to be actionable (e.g., an 

individual who wants a complete change of career path, or one who 

wants to stay home and start a family), even in these instances know-

ing these moves before they occur can give the organization some lead 

time. These organizations are able to anticipate the change and prepare 

for it more smoothly than if they did not know about it. The about-to-

leave individual can, in fact, help to find a suitable replacement, assist 

in training firsthand, and help avoid the gap in productivity as well as 

any emotional toll the change may take on the team.

Why should i care?

If it still isn’t clear, let us revisit the issue in numbers. The same cor-

poration discussed earlier with 50,000 employees and an average vol-

untary turnover rate of, say, 5 percent loses 2,500 individuals a year. 

With an average salary of $100,000 and a cost of attrition of twice the 

annual salary, the organization is losing $500 million a year. If predic-

tive models help move the 5 percent attrition rate down to 3 percent, 

this generates a savings of $200 million.

If this number seems too big, let us cut our assumption for the cost 

of attrition in half, and the predictive model is able to move the attri-

tion rate to only 4 percent, down from 5 percent. The annual cost is 

now $50 million. Therefore, the calculations on tangible cost savings 

can mount up very quickly.

These costs are compounded manifoldly for highly skilled individ-

uals and critical high-potential employees, as the timing assumption 

of finding and replacing individuals is elongated and costs accumulate 

over time. And all of this is, of course, excluding all the intangibles, the 

likes of which are loss of interim productivity, employee morale, brand 

recognition, loss of intellectual property, and investment in training 

and development. “Another great intangible loss that we see is loss of 

network,” says Houston. “All the collaboration and web relationships 

that were built and nurtured run the risk of collapsing with a single 

individual leaving. And that can take years to rebuild and even more 

years to become effective at prior levels.”
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dePloYing ReTenTion AnAlYTics . . . Piece oF cAke?

With the implementation of any business analytics solution, the secret 

is often in how well it is being deployed rather than how complex and 

advanced the tools or methods are: “The main pitfall I have seen,” 

says Houston, “is people and organizations getting extremely excited 

about this new shiny tool that produces real-time scores and cool visu-

alization dashboards, while not spending enough time to work with 

the business community and end users to understand how this will 

help them do their jobs more effectively. Too often, these solutions 

ultimately are given to folks with not enough thought around best 

integration, and end up adding to one’s daily workload versus alleviat-

ing it. And with today’s fast world of quick apps and everything at our 

fingertips, we all have even less patience and attention span to tolerate 

add-on work.”

According to a study from Bersin by Deloitte,2 only 5 percent of 

Fortune 1000 companies use predictive analytics in HR. Even if the 

concept of predictive modeling is still new in HR, other areas of busi-

nesses such as finance, manufacturing, and marketing have embraced 

it. In fact, these industries have been relying on predictive modeling 

to proactively reach out to customers at risk, target the most profitable 

customers, optimize their supply chains, and improve their overall 

customer relationship management.

Approaches and techniques similar to those used in the afore-

mentioned industries could be applied to help anticipate employee 

attrition. Predictive models provide HR teams and managers with 

actionable insights to proactively put in place initiatives and strategies 

to address company business objectives such as:

 ■ What are your most important talent issues?

 ■ Which employees are at risk of leaving your organization? 

When and why?

 ■ What is the profile of employees most likely to leave?

 ■ What is the risk to the organization if employees leave?

 ■ What is the current pulse of your employees? And how is it 

trending?
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 ■ What are the main drivers of attrition for your organization? 

How do they map by various subsets of employees?

 ■ Who are your star performers and critical employees? Which 

ones are most likely to leave in the next three to six months 

and why?

 ■ What is the risk/impact of this attrition?

hoW To iMPleMenT PRoAcTiVe TAlenT ReTenTion 
Models

The key to successful analytics lies in the “implementation” or 

“deployment”—this is where we have seen some companies succeed 

while others have failed. The most advanced and complex predictive 

model will realize little to no value if it ends up sitting on a shelf. 

Therefore, let’s turn to the ingredients of successful analytics imple-

mentation. As discussed in the previous chapters, predictive analytics 

has proven to provide actionable insights in anticipating outcomes 

such as who will click, who will vote, who will buy, who will con-

vert, and who will lie. Applied to HR, predictive analytics could help 

to anticipate who will quit, when, and why. To do this, you will need 

the data, the quant or data miner, and a statistician or business ana-

lyst to build an appropriate attrition model needed to provide you 

with the key drivers and actionable insights to address your talent 

attrition.

As a quick overview, predictive models encompass two types of 

variables in addition to an equation (link function) that bring the two 

together:

 1. Input variables, also called independent variables, are factors 

that you include in the model in order to test and assess their 

relationship with the outcome event. Input variables also pro-

vide their impact in predicting the outcome.

 2. Output variables are the elements you are seeking to predict. 

In this case, it would be the attrition status: 1 = attrition and 

0 = no attrition. These may also be known as dependent or 

response variables.
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The goal of the predictive modeling exercise is to build the quan-

titative relationship between input and output variables based on past 

learnings as encompassed in the data. Basic but market-leading statis-

tical assumptions and methodologies are to be used to build this rela-

tionship. It is generally enough to use these basic statistical techniques 

as most of the lift may be realized with simple regressions or decision 

trees. The iteration process is similar to any statistical exercise in other 

industries and applications.

Predictive models also tell how strong each variable is in terms of 

explaining why an employee will leave based on statistical tests. Fig-

ure 11.2 illustrates an employee attrition model that can be explained 

using three major data sources as discussed in Chapter 2: company 

data, publicly available talent data, and labor market data.

Predictive models applied to the aforementioned data help to 

determine the statistical impact of every data element, whether it is 

company human resources information system (HRIS) data, labor 

market data, or publicly available talent data.

Companies we spoke with during our research for this book men-

tioned not having access to all the data or having access to just part of 

it. In the next main section, we will explore what types of variables 

should be included in employee attrition predictive models in order to 

assess their relevance and impact.

Figure 11.2 talent attrition Predictive Model

Employee
Attrition

Yes/No

Company Data
HRIS Data, Company 

Financial Data

Talent Open Data
Publicly Available Data

Labor Market Data
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Interview with Arun Chidambaram, Director of 
Global Workforce Intelligence, Pfizer
JP Isson had the opportunity to discuss talent retention analytics with 
Arun Chidambaram.

Isson: Can you explain how Pfizer has been leveraging Big 
Data analytics for talent retention?

Chidambaram: When we approach talent retention, we treat each 
market uniquely. [He explains that, with nearly 80,000 employees, 
the company has devised a strategy that leverages the power of HR 
data, publicly available information, and quantitative data to optimize 
and tailor its talent retention tactics for its offices throughout the 
world.]

Isson: What is the incremental value of publicly available 
data for Pfizer?

Chidambaram: Only looking at internal data creates a limited and 
myopic approach toward talent retention, so Pfizer is adopting models 
that are dynamic and adjusted by country and region. As a result, the 
company is able to:

Gradually reduce employee turnover in specific areas by 
leveraging a proactive approach to pinpoint driving factors of 
talent attrition.

Provide a comprehensive picture of risk factors to better 
understand how internal and external factors impact Pfizer’s talent 
market supply chain and identify the best actions for the company 
to maintain workforce stability.

Prioritize investments in programs that are working and 
help the company to maintain its competitive edge by keeping its 
most important asset—its talent.

By implementing these new methods, each talent market is considered 
uniquely. When it comes to hiring and retaining the top employees, 
companies cannot rely on a one-size-fits-all solution.

Pr
of

Il
e



298 ▸  P e o P l e  A n A l y t i c s  i n  t h e  e R A  o f  b i g  D A t A

dATA FoR TAlenT ATTRiTion PRedicTiVe Modeling

As noted in JP’s interview with Chidambaram from Pfizer, it is impor-

tant to remember that there is no one size fits all when it comes time 

to discuss predictive model drivers in HR. Each company has its own 

issues, from culture to employer and employee value propositions. 

Today, thanks to Big Data, we have access to more talent data than 

ever before. For the scope of this book, we will look at four major 

sources of data to test in the model:

Internal data includes data from HRIS compensation data learn-

ing and development training system applicant tracking systems.

Company data includes financial performance, company reve-

nue, growth, number of customers, company brand, company social 

media scores, company reviews and rankings such as those on Glass-

door and opinion sites, and company online reputation.

Labor market data includes data from a vast array of sources 

that cover trends such as:

 ■ Gross domestic product (GDP) by industry location and com-

pany size.

 ■ Unemployment rate by industry location and company size.

 ■ Cost per hire and turnover rate by industry location and com-

pany size.

 ■ Company stock market trend indicator.

 ■ Stock market indicator (e.g., Dow Jones Industrial Average, 

Standard & Poor’s 500).

 ■ Supply and demand data (is your company in an industry with 

high demand for its skilled workers such as STEM fields?).

 ■ Online job postings (analysis of all job postings available online).

 ■ Regional and global financial risks.

Publicly available talent data is the most important piece of tal-

ent data and is a complete game changer because this data 10 years ago 

was not available. Open talent data or publicly available data includes 

the digital footprint that your talent leaves on the web, on social media 
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sites like Twitter, Facebook, or LinkedIn and on niche sites such as 

GitHub or Stack Overflow.

According to some studies, this publicly available talent data is 

linked to:

 ■ Profile updates tracking

 ■ Profile photo changes

 ■ Having or not having a profile on social media

 ■ Education level

 ■ Years of experience by occupation

 ■ Social media posts, updates, and mentions

 ■ Followers and number of following influencers

 ■ Groups

 ■ Influencers

In some industries, this external data can explain 50 percent of 

attrition. This means that half of your employee attrition could be 

explained by this type of information. Now you see what we mean 

when we say that this data is a game changer! It holds statistically sig-

nificant insights and explains voluntary talent attrition.

Interview with John Callery, People Analytics 
Director, Aol
JP Isson had the opportunity to discuss the impact of publicly available 
data in talent retention analytics with John Callery.

Isson: What is the impact of publicly available data on talent attrition/
retention predictive models?

Callery: Without publicly available data, your talent and talent 
retention equation is incomplete. We need to capture that piece of 
information to enrich our internal talent retention data. By leverag-
ing publicly available quant data and HRIS data, AOL has a unique 
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Table 11.1 provides a summary of the most common variables that 

could be assessed in your model.

approach that is not just focused on overall retention rates, but on 
specific areas of the business where proactive retention makes the 
company more competitive.

 Armed with this talent retention knowledge, AOL created actionable 
insights and changed the way they do business, manage people, and 
address “push factors,” or those elements that explain talent supply-
and-demand fluctuations, and those aspects that can cause employees 
to become unhappy and lead them to begin looking for another job.

Isson: What were the benefits of your predictive models on proactive 
talent retention strategies?

Callery: AOL used their data to devise strategy and after implement-
ing it, the company has seen impressive results that exceeded their 
expectations in the following areas:

 ■ Business value: Creating a plan for proactive talent 
retention provided AOL with actual business value that comes 
from tying retention to real dollars and the overall workforce 
performance.

 ■ Culture: By proactively retaining employees who are at risk for 
leaving helped AOL strengthen their company culture, because 
it lowered level of turnovers, which improved morale and 
strengthened internal teams.

 ■ Talent brand: By creating a strong culture, AOL also fortified 
its talent brand, which helps and provides the company with 
actionable insights needed to attract and retain great talent in 
the future.

Callery closes with, “Our benefits not only include a significant 
decrease on our attrition rate on those target areas and groups. We are 
also seeing significant benefits on our business value, our culture, and 
our talent brand.”

(continued)
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Table 11.1 Variables for talent attrition Predictive Model

Sociodemographic 
and  
Geodemographic 
Data

Motivation: 
Work–Life 
 Balance

Development: 
Personal and 
Professional

Talent Market  
Attractiveness

Gender
Age group
Age at hire
Minority
Job level and category
Education
Experience on current 

occupation
Location
Distance to work
Distance to commute
Parking
Commute type (public 

transportation, own 
car, or other)

Length of service
Salary
Skills
Time to position

Relationship with 
manager

Clarity of goals
Confidence in 

management
Fit with company 

culture and 
value

Type of projects
Variety of 

projects
Project 

completions
Ad hoc versus 

long-term 
projects

Manager 
feedback 
frequency, 
recency, and 
style

Job satisfaction 
factors

Bonding with 
teammates and 
colleagues

Recognition 
(reward, trip, or 
simple thank-
you event)

Work schedule
Flexible hours 

(arrival, 
departure)

Specialization and 
development of 
technical skills

Development of 
management skills

Professional 
development 
offered

Training or 
continuing 
education fees 
allowance

Conference 
attendance

Speaking at 
conference

Training outside 
and inside the 
company

Opportunity to 
develop as a 
whole person

Opportunity to fully 
use skills at work

Perceived company 
support for career 
development or 
opportunities 
offered

Development 
for roles and 
occupations

Performance review 
ranking

Performance review 
rewards

For public 
organizations, 
stock options 
ownership

Unemployment rate 
by industry and by 
occupation

Unemployment by 
education level

Job openings
Job openings by occupation
Job openings by region
Online job openings by 
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GDP by industry
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Competition’s offer to attract 
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experience, expertise, 
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career)

Profile update
Online posts
Followers/following 

influencers



302 ▸  P e o P l e  A n A l y t i c s  i n  t h e  e R A  o f  b i g  D A t A

PUTTing YoUR eMPloYee ATTRiTion Findings To WoRk

It is important to keep in mind that there is also not a one-size-fits-all 

approach when it comes to addressing churn, so prioritization should 

happen based on roles such as:

 ■ Revenue-generator roles

 ■ Customer-facing roles

 ■ Mission-critical, non-customer-facing roles

Once you get actionable insights from your predictive models 

and can identify high-value employees who are at risk of quit-

ting, the reasons why they might leave, and the time frame, one 

approach we suggest is to leverage strategies used in other indus-

tries to prevent this outcome. To optimize your action plan and 

strategies, the attrition score should be combined with the lifetime 

value (LTV) of the employee (for more information on these topics, 

see Chapter 10).

You should calculate each employee’s lifetime value (grouped into 

high, medium, or low segments, as discussed broadly in Chapter 10) 

and his or her risk of leaving, also called attrition score (grouped  into 

high, medium, or low attrition segments) using predictive models and 

suggested recommendations for retention strategies.

In the end this would look like Figure 11.3.

Figure 11.3 actionable employee Value and attrition risk Segmentation

Low Medium High1. Attrition Score:

Low Medium High2. Life Time Value:

3. Recommendations: A series of suggested retention actions based on predictive
model insights. It also provides you with employees’ lifetime value, using survival
analysis and other advanced analytics sophisticated approaches. Combining attrition
predictive model scores with the employee lifetime value scores will provide you
with a 360-degree view of your employee base.
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The segMenTATion sTRATegY oF TAlenT ReTenTion 
Model insighTs

To effectively leverage the predictive insights from your attrition 

model, we recommend tying the attrition score to the employee’s LTV 

score. When it comes time for strategic discussions with your business 

and executive team, leverage the quadrant segmentation approach 

to help you develop your human capital strategy for each quadrant 

defined in Figure 11.4.

The resulting quadrant approach with its four segments pro-

vides HR and managers with the following five benefits that help 

them to:

 1. Identify employees who are more likely to quit by LTV  

segment.

 2. Identify when they would quit.

 3. Identify the patterns that lead to voluntary attrition.

 4. Apply those patterns to the employee population to identify 

employees likely to quit.

 5. Develop incentives to retain desired employees and put 

together succession planning for medium- and low-performing 

employees.

Figure 11.4 talent retention Grid

Low Attrition Score
&

High LTV Value

3
High Attrition Score

&
Low LTV Value

4

Low Attrition Score
&

Low LTV Value

1
High Attrition Score

&
Low LTV Value

2
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A look into the Future of Retention Analytics

With data being collected about nearly every facet of our lives (credit 

card purchases, phone usage, web clicks, wearable technologies, etc.) 

and analytics being increasingly used with ease, it is intuitive to imag-

ine that retention analytics will continue to develop and become more 

and more sophisticated. Josh Bersin envisions the avenue of a quantified 

employee. “We will reach a point in the near future where HR depart-

ments will be flooded with data about their employees from internal 

and external sources, from real-time project feedback to e-mail traffic, 

social interactions, wearable technologies, and more. Executives will 

be much more equipped to make quick, positive decisions about their 

employees to engage them, retain them, and keep them healthy, pro-

ductive, and safe.”

Key TAKeAWAyS

 ■ Retention is not a squishy theoretical concept but a combination of real and 
concrete things that include compensation, performance, feedback, learning 
and development, and trust in leadership that can in the end be measured by 
the mere action of leaving or staying. A quantified ROI helps make the leap.

 ■ Advanced analytics and Big Data are being heavily introduced into employee 
retention solutions because many traditional methods are failing and no 
longer fit our fast-paced world. These solutions help identify attrition risks 
in terms of who, when, and why.

 ■ Why should you care? The business benefit is clear and economically 
favorable to the bottom line. You don’t believe us yet? Cut all your 
assumptions in half and you are still working with large benefits.

 ■ Employee attrition can be addressed by leveraging similar predictive 
modeling approaches that other industries, such as finance, manufacturing, 
and marketing, have been using so that you can proactively address human 
capital issues and help your organization to keep and protect your talent.

 ■ When working on talent attrition, there is no one-size-fits-all approach. 
Instead, always “think global, but go local,” even if you’re a global 
organization. There are cultural differences that could be driven by the 
location, industry, and size of your organization.
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 ■ When you put your churn predictive model into operation, we recommend 
you prioritize your retention activities and strategies, meaning start with the 
cream-of-the-crop revenue generators and mission-critical roles.

 ■ Attrition is not always a bad thing, but attrition of your star players is where 
you should first focus your strategy.

 ■ Predictive modeling combined with employee lifetime value model scores 
help you to identify your workforce trends and anticipate changes before they 
happen. They also help you to identify your talents who are at risk of leaving, 
enabling you to proactively put in place retention, leadership development, 
and succession plans.

 ■ When addressing attrition, it’s paramount to factor in other elements such as 
the lifetime value of employees; their high, medium, or low value; why they 
would leave and when; and what you should do to keep and protect your 
most valuable asset: your talent.

 ■ Predictive analytics is one of the best vehicles to help HR become more 
strategic in assisting organizations keep and protect their human capital 
investment and in positively impacting the company’s bottom line.

 ■ In today’s explosion of digital information where we have more data than 
ever before, publicly available talent data combined with advanced analytics 
from quants can help HR to become a strategic department through 
predictive modeling.
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Always do what’s right; this will gratify some and astonish 
the rest.

—Albert Einstein

In the previous chapters of this book, we discussed how people are 

the most important asset of any organization; they lead, innovate, 

and drive performance. Your workforce helps your organization 

to compete in an aggressive marketplace and ultimately succeed. 

In order to accomplish this critical mission of delivering the best 

performance and productivity possible, companies need to provide 

their workforces with high standards of wellness, health, and a safe 

environment.

While some organizations still view employee wellness programs 

as just a nice-to-have perk, a cool extra, another costly employee 

benefit, or, according to Lewis and Khanna,1 “an employee control 

tool” and “a marketing tool for health plans,” other organizations are 

fully integrating wellness programs as a strategic business impera-

tive. According to a 2013 RAND study2 commissioned by the U.S. 

Department of Labor and the U.S. Department of Health and Human 

Services, today nearly 80 percent of people who work for organiza-

tions with 50 or more employees have access to a corporate wellness 

program.

Immediately following the 2008 financial crisis, the number one 

priority for the majority of companies was to get back to productiv-

ity and profitability as soon as possible, and they did this by focusing 

solely on meeting their financial objectives and goals. We all witnessed 

the shift in corporate structuring, as companies requested even more 

results from their downsized workforces, putting the numbers first 

and, in some cases, completely forgetting about taking care of their tal-

ent through employee wellness programs. Some CEOs we spoke with 

told us that when your employee wellness is front and center, your 
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workforce is more likely to drive performance and hit their numbers; 

however, if you keep focusing only on the numbers, your employees 

will probably miss their marks. As marketing strategist Andrew Benett 

states in his book The Talent Mandate,3 only truly “talent-centric” orga-

nizations are destined to thrive in our fast-changing economy.

In today’s global, multigenerational workforce, competition is 

fierce. By 2020, millennials will make up more than 50 percent of 

the workforce, and baby boomers will continue to retire at increasing 

rates. For prospective employees, work–life balance, employer brand-

ing, and a value proposition that promotes great workplace wellness 

can make the difference when choosing a company for which to work. 

To optimize their talent management life cycle, forward-thinking com-

panies have been integrating workplace wellness and health programs 

into their talent management and are leveraging Big Data analytics to 

help them demonstrate the outstanding return on investment (ROI). 

They are also benefiting from the economic value they are creating 

for their business by capitalizing on workplace wellness, health, and 

safety.

These leading-edge organizations, also known as Best Place to 

Work companies, have demonstrated that there is not only a corre-

lation, but a causation, between employee morale, wellness, health, 

and safety, and profitability; and their data analytics on their wellness 

programs provide evidence on this relationship between workplace 

wellness, employee productivity, and their company’s bottom line. 

For instance, Google offers its employees an array of services, such as 

on-site massage rooms, nap pods, free food, and bowling alleys. SAS 

Institute employee perks include an on-site natatorium, gym services, 

a recreation room, on-site physicians, artists-in-residence work space, 

and a laundry list of personal enrichment courses. Zappos, the online 

seller of shoes and clothing, has a unique culture that includes spon-

taneous activities such as a stage parade because it’s Monday, free pet 

adoption services, or a CEO car raffle to a lucky employee. Johnson & 

Johnson offers a private concierge service to employees whose children 

are enrolled in affiliated day care facilities, and also has paid sabbati-

cals. For these companies, workplace wellness programs are not simply 

a nice extra or perk; they are an integral part of the corporate culture.
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Companies that have successfully implemented wellness programs 

are able to demonstrate ROI and how that investment has led to tangi-

ble rewards, which enables them to compete on talent analytics. They 

can also measure the impact of these programs against their employ-

ees’ performance and overall company bottom line. This is a key to 

their success because, as Peter Drucker, the famous management con-

sultant, said, “if you can’t measure it, you can’t manage it.”

Leading organizations that leverage data, identify wellness as 

a strategic business imperative, and place it at the forefront of their 

employee value proposition will see improvements in their ability to 

compete successfully in the global talent marketplace. In the follow-

ing sections, we will cover employee wellness, health, and safety pro-

grams, looking at case studies and examples from the front lines and 

identifying best practices and key takeaways for successfully integrat-

ing these programs into your organization. Our hope is that this will 

spark some heated debates around the benefits of these programs in 

organizations of all sizes, and help change the attitude that they are 

just “nice to have” into the understanding that they are a key pillar 

for forward-thinking companies that are competing and winning with 

talent analytics.

WHat IS EmPLoyEE WELLnESS?

Based upon conversations with a variety of industry leaders who have 

successfully implemented corporate wellness programs, we define an 

employee wellness program as any employer-sponsored program that 

focuses on proactively improving the well-being, safety, and health of 

employees and sometimes their families and that, as a result, also helps 

the organization increase productivity, efficiency, performance, and its 

bottom line. Workplace wellness encourages employers to focus on 

preventive health care initiatives and lifestyle changes, such as:

 ■ Increasing physical activities

 ■ Improving eating habits

 ■ Reducing stress

 ■ Reducing or ceasing tobacco use
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 ■ Reducing absenteeism

 ■ Increasing employee morale

 ■ Increasing engagement

 ■ Lifestyle coaching

 ■ Nutrition counseling and biometric screening

 ■ Gym memberships

Workplace wellness programs consist of a variety of behavior-

changing and educational initiatives to help employees, and some-

times their dependents, achieve a healthier lifestyle.

A study from Weiner, Lewis, and Linnan4 found that some of the 

most effective activities involved in wellness programs include support 

groups, exercise classes, healthy eating habits counseling, and annual 

physical checkups.

WHy SHouLD you CarE aBout WorkPLaCE WELLnESS?

According to an article from Rosen and Spaulding titled “Best Prac-

tices for Wellness Programs,”5 50 percent of a person’s health status 

is a result of behavior, and 75 percent of health care costs can be pre-

vented, delayed, or curtailed through lifestyle modifications. Find-

ings from this study also demonstrate that an increasing number of 

forward-looking organizations are encouraging employees to improve 

their healthy behaviors through the adoption of corporate well-

ness programs designed to decrease health care expenses related to 

unhealthy employee lifestyles, and to increase employee productivity.

Happy and Healthy Employees Create Satisfied 
Customers

When one of this book’s authors, authors, JP Isson, worked as a senior 

manager of customer behavior modeling for the largest wireless service 

provider in telecommunications in North America, he spent a lot of time 

working closely with the customer services team, providing them with 

two major lists of customers: a scored list of customers to proactively 

call because they were at risk to churn, and a second list that included  
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customers to try to up-sell with new products. To determine the efficacy of 

these lists, we conducted an experiment, tracking the performance of the 

600 service reps and crossing their performance against their employee 

satisfaction scores and their Net Promoter Scores (NPS). We discovered 

that the customer services agents who recorded the highest employee 

satisfaction and NPS scores also topped the list in terms of customer sat-

isfaction, customer retention rates, and customer up-sell metrics. In fact, 

on average, they were able to deliver a retention rate that was 37 percent 

higher than the rates of those reps who had low satisfaction scores; addi-

tionally, they were up-selling 63 percent more than those reps with low 

satisfaction scores.

The key learning for us was that customer satisfaction and 

employee satisfaction were strongly related. We found that, all 

things being equal, our customer services reps’ satisfaction was the 

key differentiator between our best performers and our lowest per-

formers. In fact, employee satisfaction drives customer satisfaction, 

and when a customer is satisfied with your service or product and 

decides to come back and to do business with you, the likelihood 

that he or she will increase their wallet share or average order size 

is higher. Because you have established a good relationship, your 

business has won their trust, and they are more receptive to your 

suggestions and product offerings. The key takeaway here is that 

employee satisfaction, particularly as it relates to customer-facing 

roles, and is a key area that can have significant impact on your 

organization’s bottom line.

According to a Harvard Business Review article,6 “Competing on Tal-

ent Analytics,” leading entertainment company Harrah’s used met-

rics to evaluate the effects of its health and wellness programs on 

employee engagement and its bottom line. Preventive-care visits to 

its on-site clinics have increased, lowering urgent-care costs by mil-

lions of dollars over a 12-month period. One executive we spoke with 

succinctly articulated the correlation between employee satisfaction 

and customer satisfaction, saying: “How can we ask employees to take 

care of customers when they aren’t empowered to take care of them-

selves?” And, because Harrah’s understands the important relationship 
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between employee engagement and top-line revenue, it can evaluate 

the program according to its revenue contribution as well.

The direct impact of workplace wellness programs on employee 

productivity, overall health care costs for companies, employee morale, 

and absenteeism also has a positive impact on the overall company 

bottom line. The wellness and productivity of employees are essen-

tial for a company’s economic success, and there is a strong correla-

tion between a person’s health and efficiency. According to studies, 

employees with a higher number of health risk behaviors can lead 

to elevated health care costs and lower levels of work productivity 

due to absenteeism,7 so encouraging healthy habits is good for your 

company, as well as your workforce. According to one Gallup survey, 

unhealthy and overweight employees account for 450 million days of 

work lost over the course of an average year. To put this in perspec-

tive, that’s roughly three days of work lost for every single person in 

the U.S. workforce.8 And multiple studies from the Centers for Disease 

Control9 have demonstrated that health-promotion programs paid 

for themselves; not only did they decrease health care costs, includ-

ing absenteeism, disability, and workers’ compensation, but, more 

important, every dollar invested in those programs resulted in a $3 to  

$6 increase in ROI.

Leaders we spoke with who have successfully implemented well-

ness programs in both large and small companies also noticed that 

healthy employees take fewer sick days and are more productive at 

work. According to a study from Pittsburgh-based business health 

consumer provider Highmark Inc.,10 workplace wellness pays off for 

small businesses as well as large ones; in fact, small business employ-

ers can save up to $1.65 in health care costs for every dollar invested 

in workplace wellness programs. It’s a win-win situation that ben-

efits your employees, your business productivity level, and your  

bottom line.

The ROI of workplace wellness programs is well documented. 

A Harvard Business Review study11 shows that since 1995, the per-

centage of Johnson & Johnson employees who smoke has dropped 

by more than two-thirds, which has meant that the incidence of 
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employees with high blood pressure has declined by more than half. 

This is wonderful health news for these employees, but it also was 

great news for Johnson & Johnson leaders, who estimate a cumu-

lative savings of $250 million on health care costs over the past 

decade. From 2002 to 2008, the return was $2.71 for every dollar 

spent. Based on this study, wellness initiatives save an employer an 

average of $394 per employee per year, while the programs cost an 

average of only $159 per employee per year—an ROI of $3.36 for 

every $1 spent.

Employee health and satisfaction is a critical issue that is linked 

to a number of positive outcomes for both employees and organi-

zations, including reduced health care costs, improved quality of 

life, and higher employee morale. Over the past couple of years, the 

explosion of digital information, the expansion of digital employer 

branding, and the availability of online company value propositions 

have taken workplace wellness programs from mere hypothetical 

scenarios discussed in dry, academic HR journals to a key pillar of 

recruitment and a sought-after benefits that prospective job candi-

dates seek out as they make their job selections. Today’s workplace 

wellness programs are one of the most valuable assets of a company’s 

value proposition and can significantly enhance company attractive-

ness. Studies show that implementing such initiatives impacts talent 

acquisition by showcasing the investments the company has made 

in its employees and demonstrating how leadership cares about the 

workforce. This is a key component for retention, because well-

ness benefits are both consciously and unconsciously factored into 

an employee’s decision whether to leave or stay with a company. 

While a study published in the Harvard Business Review12 found that 

employee wellness programs are often viewed as a nice workplace 

perk but not necessarily viewed as a tactical imperative, a growing 

body of data suggests otherwise. In fact, the article also points out 

that the ROI on comprehensive, well-run employee wellness pro-

grams can be as high as 6 to 1.

Following is a frontline story of SAS Institute’s successful employee 

wellness program.
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Impact of Employee Wellness and Health on 
Talent Retention and Productivity: An Interview 
with SAS Institute
While it’s important to have a deep understanding of the type of data 
you must have to build a successful employee wellness program, it is 
also equally important to hear practical advice from other companies 
that have done it in the past three decades.

JP Isson had the opportunity to speak with two executives at the 
SAS Institute: Jenn Mann, Vice President of Human Resources, and 
Gale Adcock, Chief Health Officer, to hear their perspectives and 
gain insights on how SAS, the world pioneer and leader in analytics 
solutions, has made employee wellness and health programs part of 
the company’s DNA over the past 31 years—and, as a result, has seen 
significant impact on employee retention and loyalty, talent acquisition, 
and productivity, as well as overall health care cost savings.

Isson: What made SAS decide to invest in a workplace well-
ness program?

Mann: From a culture perspective, it is just the way SAS views our 
employees. We take a real holistic approach to thinking about our 
people. It wasn’t kind of like a movement. It was simply part of our 
DNA from the very beginning. While some companies may have had an 
event, committee, or culture change that ignited that kind of effort, at 
SAS this was simply the right thing to do for our employees. . . . At SAS 
we have been a pioneer into two areas: One is analytics and the second 
one is investing in our people and culture. This was important at the 
very beginning.

Adcock: [Gale Adcock has been with SAS for 24 years, working on 
building and enhancing the health care plan.] We have been running 
on-site health care for 31 years. It seems like a big deal now. There 
were maybe a few changes that led to an on-site health care culture. It 
became like the most logical thing to do. There was no ROI or return on 
stock evaluation or analysis; it was as simple as “What can we do next 
to help employees with health care services?”

(Continued )
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We built out what they said. This is very much the SAS model of how we 
build our software. We ask our customers about what they need. For our 
employees it was “What do you need to get your work done efficiently?” 
That was how we built our Health Care Center. We built a program that be-
came simply kind of the smart thing to do. It wasn’t directed by any finan-
cial meaning; it was just the most logical thing to do for our employees.

Mann: The Health Care Center is a place employees then go to be seen 
and treated. This is a full view of work and wellness. It is a full service 
for employees and their families. 

Even with changes with health care, we are still very competitive in 
the type of services we give and cover. We provide physical amenities 
and recreational and fitness facilities as we have for 31 years, and just 
made an investment in expanding those services to meet the needs of 
our growing population and provide services for various demographics. 
SAS has increased some of its wellness and health programs, including 
Pilates, yoga, and progressive classes for those of younger age.

Adcock: At SAS, wellness is everybody’s business. It’s a very compre-
hensive approach. [Some people have asked where wellness resided. 
She always answers, “Everywhere.”]

Isson: Even if the initial goal was not to track ROI, how do 
you measure that the wellness plan is working?

Adcock: We actually do measure the impact we have on our employees 
in terms of what they say when they come to the Health Care Center. 
Our model is unique in the country. When employees and their families 
come, they don’t pay anything; our program is self-funded. We do 
measure some financial impact. And after 30 years we are getting more 
sophisticated tracking metrics such as:

 ■ How much business we do in a year.

 ■ How many times employees come to the Health Care Center.

 ■ The cost of services compared to the industry.

We look at the street costs versus our Health Care Center, and know 
how much employees save, meaning financial input for the care data.

(Continued)
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Mann: In terms of ROI, we look at things like where we might have to 
anticipate some spike in medical costs or prescription costs, putting 
programs in place that help to drive costs down and shift dollars to 
other areas. We look at the total rewards velocity.

Two years ago we added an on-site pharmacy that is part of the Health 
Care Center facility. That has been an incredible and convenient benefit 
for employees.

Adcock: The last four years we have begun to look at 25 years of data 
in addition to saving money every day for people who use our health 
care plan and service instead of going with another community center 
provider. The goal was to figure out what are other ways to utilize our 
health care plan in a smarter way.

 ■ Early intervention for chronic illness.

 ■ Preventive approach to illness.

 ■ Do we have some way to utilize data in a smarter way?

 ■ We try to figure out things like a predisposition for 
hypertension and diabetes.

 ■ We looked at claims data for three years, and we found the 
following benefit:

 ■ For our patient employees who use our health care plan on 
a regular basis versus those who use it occasionally or not 
at all, we found a significant financial difference ([i.e., a 
benefit] if they use our health care plan).

 ■ Our private patients who use our Health Care Center with their 
families recorded:

 ■ Fewer emergency room visits.

 ■ Fewer hospitalizations for conditions that do not require 
emergency treatment or hospitalization.

We believe we are having an impact on a day-to-day basis with health care.

Mann: There is a bigger saving in terms of quality of life: having a 
majority of employees going to the emergency room without hospital-
ization, and on a long-term view being the employer of choice.

(Continued )
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The SAS Work/Life Center is also staffed with professionals and social 
workers that focus on any area that could help employees reduce stress:

 ■ Provide elder care workshop.

 ■ Help new parents with advice for newborns and teenagers.

 ■ Provide employees with support whether they are raising 
children or taking care of elders.

The wellness program enables an emotional connection between our 
employees and the company. And some tangible outcomes are in talent 
retention/turnover, employee satisfaction, and engagement with the 
company.

SAS’s turnover is 3 to 5 percent while the industry turnover is 15 to 16 
percent. This is a legacy for us. SAS has been in the GPTW [certified as 
a Great Place to Work] since its inception. And in recent years SAS has 
been part of the top list of Great Place to Work companies. [SAS really 
is off the chart is when it comes to a healthy and safe environment. 
SAS scores in the 90s all the time for those factors. As to the financial 
ROI, last year SAS updated the ROI for its health facility and found that 
for every $1 invested there was about $2.40 to $2.50 ROI, measured in 
value and saving employees’ time.]

Isson: What advice would you give to someone starting a 
wellness program? What are some dos and don’ts?

Adcock: From the health perspective, it’s important to address the 
overarching question: What is the culture from the get-go? In the case 
of SAS, this has been part of our DNA, asking ourselves: “What should 
we do next for our employees? What is the most logical thing to do?” 
You should also evaluate what you are already doing that you could 
leverage, and then craft something based upon employee needs and 
wants—their overall feedback. Understand where they are already 
spending their health care dollars. On health, SAS built its wellness 
program based upon continuous feedback. “If you do this, would they 
come?” The company also has a survey.

Build something that is consistent with your company culture and scal-
able. Don’t build something that is not financially sustainable.

(Continued)
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Mann: The culture component has been there from the very beginning. 
We really focus on what type of culture and work environment and free-
dom employees need to do their jobs, and what cool work and project 
they would like to work on to impress our customers. We engage our 
employees with our customers. We don’t micromanage. We have a work 
environment that is pleasant to work in.

SAS used to do a health care satisfaction survey, but stopped it to focus 
on continuous health dialogue. The company prefers a one-on-one 
personal touch that helps SAS to improve service delivery.

As part of overall wellness and satisfaction, SAS runs an employee 
satisfaction survey every 36 months—not every year, because the 
company deeply analyzes the survey using SAS software to [not only] 
capture employee feedback but more importantly to act on the survey 
findings accordingly. They look at employees’ feedback and develop 
programs and training based upon that feedback.

SAS also found that there is a strong correlation between the wellness 
program and talent acquisition and talent retention. Today employees 
are very mindful and are looking for the overall package when it comes 
time to work for a given company; and our wellness program helps us 
to increase the satisfaction of our employees, helping to improve the 
quality of life by providing tremendous support to employees and their 
families.

Mann: The wellness and health care program helps the SAS brand not 
only to attract talent but also to retain them.

Isson: What’s the future of wellness programs?

Adcock: What SAS is doing in terms of being a great place to work 
and retaining talent is not happening in a vacuum. It is happening in 
the economy and people. The time is changing, and today we have a 
lot of opportunities to put people in control. They have all the ways to 
track their workout, what they eat, how that impacts their lives, and the 
quality of life.

Today employees ask themselves where they want to be and who they 
would like to work for. It takes a different type of workplace to appeal to 
the latest generation. We have more info than we ever had. People come 
to the Health Care Center with more information because they are all 

(Continued )
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EmPLoyEE WELLnESS Program BESt PraCtICES

Like any major initiative involving people and behavior change, the 

successful implementation of workplace wellness programs is a jour-

ney. Based on our discussions with industry leaders and executives 

who have developed corporate wellness programs, there are a few 

basic tenets that are keys to success.

Executive Leadership Sponsor

Your executive leadership team must recognize, support, and actively 

participate in and lead the workplace wellness program across all levels 

of management. A lack of sponsorship will result in eventual failure, so 

this team must lead the wellness program by example—for instance, 

by showing the value of health in their own lifestyles or work habits. 

According to the Wellness Council of America,13 “For any organization 

change initiative to be effective there has to be a champion. When 

CEOs value healthy lifestyles and openly practice good health habits, 

the rest of the organization is likely to follow in their footsteps. To 

be genuine in promoting health, CEOs need to embrace health as an 

individual priority.” The CEO, along with the leadership team, should 

ensure that health and wellness are kept top of mind, and every leader 

at the organization should work hard to tie all wellness activities back 

to a broader company strategy. You need to secure your organization 

executive team’s commitment and support as champions who will tout 

the mental and physical benefits of the wellness program. All levels of 

management within your organization should be open and onboarded 

to promote the benefits of wellness, safety, and health, and wellness 

should be instituted as a company value.

connected, and this helps the whole equation of improving the quality. 
We continue to update our wellness program to meet and exceed the 
needs and preferences of our employees.

(Continued)
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Understand the Profile of Your Workforce

The starting point for any successful wellness program is to get a com-

prehensive understanding of your workforce’s health status, as well as 

present health risks. You should leverage data to proactively identify 

potential segments of your workforce with health risks and develop a 

made-to-measure program to help remediate these risks. It is impor-

tant that you also evaluate your employee base to gauge if they are 

ready to change before implementing a program. Performing this 

assessment will enable your organization to design effective plans and 

choose interventions that are most likely to engage and benefit mem-

bers. Some preliminary data sources that can help you better under-

stand the profile of your employee population’s health include claims 

data such as medical claims, pharmacy and lab work, and employee 

survey data on their health conditions. It is also paramount to under-

stand the demographics of your workforce before putting together 

strategies that will meet and exceed the needs, preferences, and values 

of each segment of your employee population.

Communication

Implementing a workplace wellness program requires precise execu-

tion in order to enable insights and actions that allow you to accu-

rately address critical business challenges. The way you align your 

staff and roll out and communicate your wellness program can signifi-

cantly impact the program’s effectiveness. Failing to do so can result in 

wasted time, frustrated employees, reluctance to participate, and hard 

pushback, so proper communication is critical.

Your communications strategy and messaging must be compel-

ling and designed to create awareness, increase interest, motivate, 

and improve engagement rates. Without a proper framework, your 

program can backfire; for instance, poorly delivered messaging about 

eating habits or physical activity can be misconstrued as being offen-

sive or intrusive, which can lead to employee turnoff in regard to the 

program. Generally speaking, employees are receptive to wellness pro-

grams and see them as a benefit that improves their well-being, as 

long as these initiatives are correctly positioned and introduced—not 
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presented as an effort to intrude on their privacy or as merely a way of 

saving money on their health coverage costs.

Beyond the wellness program, having a great communication 

environment is also part of employee well-being. Companies that fos-

ter open dialogue typically have employees who feel empowered to 

express their views, and get more involved and engaged in the culture 

and mission.

Collaboration and Support across Organizational Groups

Successful wellness programs require collaboration, participation, 

and adoption across the organization. Because they are designed for 

employees, your workforce should be part of the building process. 

They should not perceive the wellness program as a top-down ini-

tiative, something managers have put together and want them to 

adopt. Instead, they should be involved from the very start; they 

should own the program and help build the key components of it. 

Asking for employee feedback regarding the program is important, 

and you should ensure that this feedback is reflected in your well-

ness policies.

Measure and Track the Outcome against Benchmark and Baseline

Your wellness program must have metrics and measurement in order 

to track progress and success. And, more important, it needs a bench-

mark against a baseline. These metrics will translate the business chal-

lenges into operational programs that can be monitored over time, 

not only for the wellness impact on your employees, but also on your 

overall productivity and bottom line. It’s important to remember that 

this is a dynamic process, and your wellness program’s management 

team should monitor performance, evaluate effectiveness, and make 

adjustments as needed.

If the metrics are well designed, they will be objective means by 

which your company can track progress and business impact. Your 

company should use them to quantify broad business objectives such 

as being acknowledged as a Great Place to Work, as well as other mea-

surable objectives, such as:
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 ■ Increased employee satisfaction

 ■ Increased employee morale

 ■ Increased employee health conditions

 ■ Providing preventive health and lifestyle program

 ■ Reducing stress

 ■ Increasing physical activities

 ■ Improving eating habits

 ■ Decreasing tobacco use

 ■ Increasing productivity

 ■ Reducing long-term health care costs

 ■ Increasing your company’s bottom line

In the era of data analytics, it is important to set clear goals that 

engage employees and measure the outcomes at the appropriate 

time. Some companies adopt incentives such as awarding a bonus to 

employees who quit smoking, or provide insurance plans that cover 

health maintenance services and tobacco cessation.

Human Capital and Change management

Implementing wellness programs effectively requires a dynamic 

multidisciplinary team to be in place and available so that your orga-

nization can achieve the ultimate goal of executing the plan and 

reaching your business objectives. Resources and talent are neces-

sary in order to deliver on every phase of the business solution. 

We suspect that for some small organizations, getting the funding 

to implement a full-fledged wellness program could be a challenge, 

as they will not be able to install a gym on-site and hire a full-

time wellness coach or physicians. There is good news, however. 

Small-to-medium-size business leaders we’ve spoken with have 

mentioned there are less expensive ways to make a difference in 

the health of employees without spending a fortune. Best practices 

include implementing a no-smoking policy or a walking program, 

replacing the box of candy in the lunchroom with fresh fruits and 

vegetables, offering on-site flu shots, encouraging employees to take 
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the stairs rather than the elevator, buying healthy foods for meet-

ings, subsidizing healthy options in vending machines, providing 

pedometers and walking club challenges, and encouraging personal 

health and safety practices like seat belt use, sleep, hygiene, and 

stress management. All of these small initiatives add up and can 

make a huge difference.

Employee Experience and accessibility

When it comes to wellness programs, taking the employee experience 

into account should be at the forefront of your strategy. Consider how 

employees will adopt the program, and what it will take for them to 

embrace this culture change. What will be the major hurdles? How 

will they interact with the program? How will they get access to the 

solutions as well as learn about the program’s features? To this end, 

convenience, privacy, and ease of use are central to the value proposi-

tion of a successful wellness program implementation.

Employee buy-in can make or break a wellness program and ulti-

mately affect the overall success of the organization. This is why it’s 

important to gather employees’ feedback and adjust your workplace 

wellness program accordingly. Employees should feel like they are part 

of the team that helps design program features, particularly as they are 

the ones who are participating and who will be changing their life-

styles, habits, and behaviors.

Integrated Process

To ensure a successful implementation, your wellness program should 

be integrated into your company structure and value proposition tools 

and systems. It should be aligned with and tied to other corporate 

initiatives and groups, including workplace safety, benefits, human 

resources, and other infrastructure elements. For instance, the pro-

gram should provide employees with a standardized set of tools to 

monitor physical activities, record workouts and health challenges, 

and enable them to access health information, communications, and 
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program schedules, as well as gain access to wellness support experts, 

including coaches, or online resources and tools.

oPtImIzIng your EmPLoyEE WELLnESS HEaLtH anD 
WorkPLaCE SafEty WItH PrEDICtIvE anaLytICS

Data analytics helps demonstrate the impact that a successful employee 

wellness program can have on an organization, both by reducing the 

rising health care costs as well as increasing employee productivity 

and the company’s bottom-line performance. Data analytics would 

also help to address measurement goals stated in the previous sections.

If you work in an office setting, workplace safety might not be a 

top-of-mind concern; however, if you work in construction, mining, 

or health care, the physical safety of the workforce is definitely para-

mount in your business strategies.

In 2012, the American Association of Occupational Health Nurses, 

Inc. conducted a web-based membership survey of 5,138 members to 

identify occupational health and safety issues facing them. A total of 

2,123 members responded to the survey (41 percent response rate), 

and of that total, 61 percent reported health risk appraisal priorities 

for 2012, with the top three areas identified being weight manage-

ment/nutrition/healthy eating; physical activity; and mental health/

stress management.

For people working in the mining and construction industries, 

injuries or accidents could be fatal and dramatically impact the compa-

ny’s overall supply chain and production lines. For instance, predictive 

analytics can be used to help anticipate some key business challenges, 

including:

 ■ Which employees are more likely to get injured?

 ■ What extraction sites are more likely to experience system fail-

ure?

 ■ Which employees are more likely to take sick leave?

 ■ What trucks would require preventive maintenance to avoid 

failure?
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 ■ What tractors will experience failures?

 ■ What pipeline is more likely to be at risk of leaking or exploding?

 ■ From what industry will you have an increase number of inju-

ries and number of claims?

 ■ When should you expect claims to spike?

Following is a frontline story showing predictive analytics in action 

for employee health and safety.

Interview with Dr. Eugene Wen, Vice President 
and Chief Statistician, Workplace Safety and 
Insurance Board
The Workplace Safety and Insurance Board (WSIB) of Ontario (Canada) 
is a 101-year-old government agency that focuses on workers’ 
compensation and employee workplace safety. The WSIB is one of the 
largest workplace insurance organizations in North America. Managing 
more than CAD $4 billion in premium revenue each year, and with close 
to 4,000 staff, it provides employers with no-fault collective liability 
insurance. For workers who are injured or contract an occupational 
disease at work, the WSIB provides return-to-work and recovery 
services and loss-of-earnings benefits, and covers the costs of required 
health care.

JP Isson had the opportunity to speak with Dr. Eugene Wen to under-
stand how the WSIB leverages predictive analytics to provide the best 
services to employers and employees.

Isson: Why has the WSIB decided to leverage predictive 
analytics?

Wen: The WSIB was set up for workers’ compensation and takes care 
of workers after they have suffered work-related injuries and illnesses 
by providing health care and loss-of-earnings benefits, and by helping 
them get back to work. To do that, the WSIB makes more than one 
million decisions each year. The WSIB has decided to use predictive 
analytics to support both strategic and operational decision making in 
order to optimize service outcomes and help injured and sick workers 
return to work. With predictive analytics, we can better understand the 
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key factors affecting injured workers’ return to work, predict poten-
tial outcomes of the injury, forecast upcoming trends, support better 
resource allocation, and improve service quality. When injured workers 
get back to work, their families, employers, communities, and our 
whole society all benefit from the efforts.

Isson: How does society benefit from these efforts?

Wen: The workforce is the fundamental driver of the economy. Invest-
ing in prevention and return to work helps employers maintain their 
workforce and helps employees get back to work, and in so doing helps 
keep society productive. Over the years, a great amount of resources 
and efforts by employers, employees, and WSIB have been put into 
new technology, safe practices and workplaces, better health care, 
and return to work. These are tremendous investments in the entire 
workforce supply chain. Because of these joint efforts, Ontario saw two 
million fewer working days lost to workplace injury and illness in 2013 
than it did in 2009. Considering average workforce productivity in this 
province, that would translate to nearly $1 billion saved from potential 
loss to the economy.

KEy TAKEAWAyS

 ■ Workplace wellness programs are a key component of company value 
propositions and can be used as an incentive to attract and acquire new 
talent (by promoting the wellness program to prospective job candidates) 
and as a retention tool to keep and protect existing employees.

 ■ Business outcomes of successful wellness programs for employees and 
organizations include lower absenteeism, higher employee morale, higher job 
satisfaction, higher employee retention, increased work productivity, lower 
health care costs, improved quality of life, and better business performance.

Armed with insights and knowledge, decision makers can optimize 

their workforce planning accordingly and can prepare for potential 

system failures; and can adjust their resources, workforce, and human 

capital supply chain to remain competitive and successful.
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 ■ Although previously considered just nice-to-have workplace perks, 
workplace wellness programs have been demonstrated, in data from a variety 
of studies, to be a strategic business imperative. Investing in wellness 
program pays off; in fact, some studies suggest that the ROI of a well-run 
workplace wellness program can be as high as 6 to 1.

 ■ When implementing a wellness program, it is effective to start small first, 
which will let you evaluate challenges and opportunities and reduce the 
cost of failure. Test and learn before expanding, and track performance and 
results to make any necessary adjustments.

 ■ The successful implementation of a corporate wellness program requires 
leadership sponsors and commitment, a good understanding of your 
workforce health conditions, a compelling communication strategy, 
collaboration from employees and managers, an integrated process, a 
tremendous user experience, and well-defined key performance indicators to 
track progress and program outcomes.

 ■ Predictive analytics helps to assess the ROI of wellness programs and, more 
important, provide employers with proactive insights needed to mitigate 
any health and safety events that could impact the organizations’ resources, 
supply chain, or productivity.

 ■ Employee health, happiness, and productivity at work are deeply related, 
and to remain competitive and succeed in today’s competitive marketplace, 
companies should foster all three—this is a shared mission to cultivate a 
healthier workforce that benefits everyone.
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Whatever has happened in my quest for innovation has 
been part of my quest for immaculate reality.

—George Lucas

Big Data continues to be touted as the next wave of technology 

and analytics innovation. From our perspective, the next wave of 

innovation is less about Big Data and more about how companies 

leverage Big Data analytics to take action and optimize their business. 

Having data is not enough; it needs to be leveraged effectively to drive 

and optimize business action that is coordinated at all levels of the 

organization. As it relates to People Analytics, Big Data is critical to 

providing real-time insights to businesses regarding how to maximize 

the value of the talent for the organization, as well as maximize the 

organization’s value for the talent it intends to retain and develop. In 

this chapter, we revisit our Seven Pillars of People Analytics Success 

in the context of Big Data, providing examples for each pillar to help 

illustrate the concepts you’ve read about so far throughout this book.

WhAt Is BIg DAtA?

Big Data is one of those buzzwords that can mean so many different 

things, and, as a result, it has the potential to be meaningless. How-

ever, to most people, the concept of Big Data is the notion that certain 

data comes at us so frequently, in so many different forms, and at such 

high volumes that it’s difficult for a single human to make sense of or 

analyze it efficiently and effectively. For example, a daily temperature 

reading over the course of one year is not, by most, considered Big 

Data. However, if you imagine temperature readings collected every 

minute across a thousand different types of thermometers placed 

around the globe—that would be considered Big Data. Most location 

data such as that provided by WiFi or GPS tracking is considered Big 

Data because there’s an ongoing stream of it over time.

Big Data is the hottest buzzword to hit the tech and Internet world 

since social. So, what does it mean? Big Data tends to be a broad and 



B i g  D a t a  a n D  P e o P l e  a n a l y t i c s    ◂ 333

overused term that is varied and ill-defined when you actually ask 

people to explain what it means to them. Some people define it as web 

data, whereas others define it as a large data set that cannot be handled 

by traditional database software; still others define it as data that flows 

in real time. All definitions have their weaknesses, but we like the one 

first formulated by Gartner analyst Doug Laney that asserts that Big 

Data has volume, velocity, and variety.1 Although we can argue with 

some aspects of this definition, it’s a helpful way to think about and 

understand how Big Data may differ from other data sources and how 

you need to think about it differently.

Volume is the attribute most people mention when they think 

about Big Data. The idea here is that you are dealing with large quan-

tities of data, usually larger than a normal person can get one’s head 

around or larger than can be processed using traditional tools. The 

exact criteria for what is considered large volume is a moving tar-

get as the technology is improving so rapidly that yesterday’s large- 

volume data set is today’s typical-size data set. For instance, the online 

engagement marketing platform Constant Contact has always dealt in 

very high-volume data. Each year Constant Contact facilitates 65 bil-

lion marketing communications on behalf of customers. This type of 

activity creates unimaginable flows of data volume. The main appeal 

in using larger volumes of data is that doing so allows you to pre-

dict behavior using statistical models with much more accuracy that 

smaller volumes of data can provide.

However, volume presents unique challenges of its own to many 

conventional information technology tools and systems. Data vol-

ume calls for scalable storage and a distributed approach to querying. 

It’s more common for companies to have large amounts of archived 

data stores, but they often lack the capacity to process that stored 

data effectively. Companies that can process large volumes of data 

rely on more than conventional relational database infrastructures. 

They must rely on, for example, parallel data processing architectures 

such as Hadoop and Spark. Hadoop is a platform for distributing com-

puting problems across a number of servers that was first developed 

and released as open source by Yahoo! It implements the MapRe-

duce approach pioneered by Google in compiling its search indexes, 

and involves three steps. The first step is the “map” stage, where data  
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is distributed among multiple servers and compiled. The partial results 

are then recombined in what is known as the “reduce” step in order 

to simplify the data. The last step is the “retrieval” step in which the 

data models are retrieved from the Hadoop file system and utilized. 

For example, Hadoop is one of the tools Facebook uses to be able to 

personalize its site experience for you.

The second element of the definition put forth by Laney is that Big 

Data has velocity. Velocity simply means that data has an ongoing flow 

and fast speed coming into your organization, sometimes referred to as 

“streaming.” Unfortunately, as volume of data has increased dramati-

cally across the enterprise, so has velocity. This is primarily due to the 

growth of the Internet and mobile usage such that data is flowing 24/7 

every day of the year. Therefore, if you are an Internet company, your 

data architecture and tools must accommodate the processing of high 

data velocity and volume all the time, nonstop. As a result, companies 

such as online retailers are able to compile large histories of customers’ 

every click and interaction, not just the final sales. Successful compa-

nies are able to utilize that information in real time by recommending 

additional products and services. For example, Walmart began using a  

10-node Hadoop cluster as a way to analyze the online shopping 

experience and to make it more personal. It worked so well for the 

company that Walmart is moving to consolidate 10 different data pro-

cessing platforms into one 250-node Hadoop cluster to deal with the 

increased streams of data it needs to process in order to create the 

strongest possible online customer experience.2

The third important concept to consider in Big Data is variety. In 

today’s complex world of multiple points of customer interaction and 

data streams, data comes in a standardized form and ready for pro-

cessing. Given this, a common theme in Big Data systems is that the 

data sources and formats are widely diverse and don’t fall into consis-

tent structures that can be easily utilized by a company for process-

ing or analysis. Examples of the variety of Big Data flows with high 

volume and velocity might include customer comments on a social 

media website, search terms on a website, click-stream data from an 

online shopping experience, location data from GPS or WiFi tracking, 

and image or video uploads, among others. The critical advancement 
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in the data management world related to the principle of variety in 

Big Data is that traditional structured data is now able to be joined 

with semistructured and unstructured data. In Big Data, variety is just 

as important as volume and velocity. Put all three of those concepts 

together (volume, velocity, and variety), and you start to understand 

the challenges and opportunities of Big Data.

There is another V that we believe is paramount when addressing 

Big Data. That fourth V stands for value: the business value that you 

can create from your data. Big Data without business value is simply 

noise. Your goal is to find out signals from your deluge of data. That’s 

why the value is extremely important for Big Data to be relevant to 

your business.

Big Data efforts require the right people, processes, and systems to 

execute at a highly skilled level. As companies struggle to get the most 

business value from their Big Data initiatives, ABI Research forecasts 

that global spending on Big Data hardware, software, and services 

will continue to grow at a compound annual growth rate (CAGR) of  

30 percent through 2018, reaching a total market size of $114 billion.3 

Additionally, IDG Enterprise research indicates that companies are 

intensifying their efforts to derive value through Big Data initiatives, 

with nearly half (49 percent) of respondents already implementing 

Big Data projects or in the process of doing so in the future, with the 

average enterprise organization expecting to spend $8 million on Big 

Data–related initiatives in 2015.4

As a reflection of how rapidly the Big Data landscape is evolving, 

IDC issued the following 10 predictions for the future of Big Data. This 

list is taken from the IDC FutureScape for Big Data and analytics report.5

 1. Visual data discovery tools will be growing 2.5 times faster than 

the rest of the business intelligence market. By 2018, investing 

in this enabler of end-user self-service will become a require-

ment for all enterprises.

 2. Over the next five years spending on cloud-based Big Data and 

analytics (BDA) solutions will grow three times faster than 

spending for on-premise solutions. Hybrid on/off-premise 

deployments will become a requirement.
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 3. Shortage of skilled staff will persist. In the United States alone 

there will be 181,000 deep analytics roles in 2018 and five 

times that many positions requiring related skills in data man-

agement and interpretation.

 4. By 2017 unified data platform architecture will become the 

foundation of BDA strategy. The unification will occur across 

information management, analysis, and search technology.

 5. Growth in applications incorporating advanced and predictive 

analytics, including machine learning, will accelerate in 2015. 

These apps will grow 65 percent faster than apps without pre-

dictive functionality.

 6. Seventy percent of large organizations already purchase exter-

nal data, and 100 percent will do so by 2019. In parallel, more 

organizations will begin to monetize their data by selling it or 

providing value-added content.

 7. Adoption of technology to continuously analyze streams of 

events will accelerate in 2015 as it is applied to Internet of 

Things analytics, which is expected to grow at a five-year CAGR 

of 30 percent.

 8. Decision management platforms will expand at a CAGR of 

60 percent through 2019 in response to the need for greater 

consistency in decision making and decision-making process 

knowledge retention.

 9. Rich media (video, audio, image) analytics will at least triple  

in 2015 and emerge as the key driver for BDA technology 

investment.

 10. By 2018 half of all consumers will interact on a regular basis 

with services based on cognitive computing.

BIg DAtA AnD PeoPle AnAlytIcs

Throughout this book, we have provided multiple examples of compa-

nies undertaking People Analytics initiatives using Big Data analytics 

across the scope of talent management challenges that companies are 
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facing. Now that we have covered a lot of ground throughout this book, 

we thought it would be helpful to revisit our Seven Pillars of People 

Analytics Success, and provide a real-life example of Big Data analytics 

in action for each one. We believe this will help solidify understanding 

of the pillars as well as how Big Data analytics can be applied to each 

in order to address key business challenges associated with each pillar.

The rise of Big Data and analytics is changing the way the world does 

business, and this applies to talent management as well. When you com-

bine the way technology has changed the speed at which people com-

municate with the vast insight available on human behavior, you get Big 

Data that can be applied to the workforce. Big Data around workforce 

behavior and attitudes can help us predict behavior, identify valuable 

talent like never before, match capabilities to market needs, retain the 

best people, and act on proven insight to drive business outcomes.

As the complexity of workforce challenges continues to rise, so 

too does the demand for more quantitative approaches to address the 

increasingly difficult people-related questions central to organizational 

success.

The power of People Analytics is in its ability to challenge conven-

tional wisdom, influence behavior, enable human resources (HR) and 

business leaders to make and execute smarter and more strategic work-

force decisions, and ultimately impact business outcomes. To realize value 

from investments in People Analytics, organizations need to understand:

 ■ The relationship between their workforce strategies and their 

business challenges.

 ■ The approaches at their disposal.

 ■ The capabilities required to translate raw HR data into defen-

sible action.

Many organizations have built the capability to produce basic HR 

reports and metrics, and some have begun to use analytics to reveal 

and understand historical trends and patterns. However, a 2014 IBM 

study of 342 chief human resources officers reveals that less than  

16 percent of companies report having the ability to use data to make 

predictions and take action on future workforce issues.6
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leverAgIng PeoPle AnAlytIcs

The ultimate goal of our Seven Pillars of People Analytics Success 

framework is to focus your attention on those areas that are keys to 

talent management success and will lead to the greatest return on 

investment. People Analytics is at a relatively early stage, and this 

framework should be used as a starting point for your organization. 

There is no specific order to use to follow the pillars because the chal-

lenges each company faces will differ. For instance, one organization 

may have a great talent acquisition strategy but be really weak in 

employee retention. However, you will find there are natural inter-

relationships between the pillars within the framework, as well as the 

underlying analytics. Take the Acquisition/Hiring Analytics pillar, as 

an example. A bad candidate selection could also lead to an increase 

in turnover rates or high retention costs, which is represented by 

the Employee Churn and Retention pillar. Depending on the matu-

rity of your company’s People Analytics, each pillar could possibly be 

addressed separately without following a specific order.

The framework could also be adjusted based on your organiza-

tion’s most pressing needs. It should help to master the talent manage-

ment life cycle propelling it with the power of analytics that could be:

 ■ Descriptive: What happened in the past?

 ■ Diagnostic: What is happening now and why?

 ■ Predictive: What will happen and why?

 ■ Prescriptive: What should you do, knowing what will happen?

In the next sections, we revisit each of the seven pillars introduced 

in Chapter 3 and provide a real-world example of where a company 

has used Big Data analytics to tackle each.

As discussed in Chapter 3, our 7 Pillars of People Analytics Success 

include:

 1. Workforce Planning Analytics pillar

 2. Souring Analytics pillar

 3. Acquisition/Hiring Analytics pillar

 4. Onboarding, Culture Fit, and Engagement pillar
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 5. Performance Assessment and Development and Employee Life-

time Value pillar

 6. Employee Churn and Retention pillar

 7. Employee Wellness, Health, and Safety pillar

Workforce PlAnnIng AnAlytIcs PIllAr

Generally speaking, workforce planning refers to the process that 

helps identify what talent your organization will require to achieve its 

business goals and business objectives—from current needs to future 

needs and succession planning.

Planning should start with a clear definition and understanding of 

your company mission, and most pressing business goals and objec-

tives. As with any large undertaking, it is important to be transpar-

ent and include all internal stakeholders and executives in the process 

to ensure full organization-wide support. They should understand 

from the get-go what their role is, how finding the right talent at the 

right cost will impact the company’s objectives, how HR functions and 

activities relate to business challenges, and how the business return on 

investment (ROI) of the initiative is demonstrated.

The Workforce Planning Analytics pillar is about leveraging analyt-

ics to proactively plan for the right number of employees with the right 

skill sets, at the right place, at the right time, and at the optimal cost. 

It is one of the most important pillars of talent management because it 

is highly connected to the other pillars. For instance, turnover, resume 

triaging, and retention insights will feed the Workforce Planning Ana-

lytics pillar. It is influenced by the quality and accuracy of the model 

used to predict churn or employee turnover, both voluntary and invol-

untary, as well as talent acquisition and promotion models.

Workforce planning analytics helps organizations to create eco-

nomic value from their human capital planning processes. When 

properly executed, this approach enables your organization to reduce 

labor costs (through acquisition, onboarding, retention, and cost per 

hire), increase productivity, and drive business performance by pro-

viding organizations with the right knowledge and tools to be proac-

tive in managing their most valuable asset: their employees.
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A great example of a company applying Big Data analytics to work-

force planning comes from FedEx. FedEx Corporation is synonymous 

with overnight delivery, an industry the company developed during 

the 1970s and one it continues to dominate. FedEx is now composed of 

five major operating companies: FedEx Express, FedEx Ground, FedEx 

Freight, FedEx Custom Critical, and FedEx Trade Networks. Operating 

in 211 countries and employing over 375,000 associates, FedEx is the 

world’s largest express shipping company. Every business day FedEx 

makes almost five million physical shipments and processes more than 

100 million electronic transactions. FedEx thus uses its planes, ground 

vehicles, and electronic technologies to speed up transportation so that 

companies and individuals can transfer time-sensitive material across 

vast distances in virtually seamless fashion.

As you can imagine, it’s critical that FedEx’s talent management 

strategy be grounded in Big Data analytics, and workforce planning 

is no exception. Workforce planning for FedEx is more complex than 

simply planning for the number of new hires for the following year 

or two. FedEx needs to also consider the current skills and capabili-

ties that can be leveraged across vast business units spanning multiple 

geographies. For example, before FedEx acquires a company, its HR 

department uses Big Data analytics to aggregate employee data from 

the acquisition target, including employee engagement survey results, 

and compares them with FedEx data. “Our analysis provides manage-

ment with another data point before they make their decision,” says 

Bob Bennett, chief learning officer and vice president of HR. “I try not 

to use the term ‘Big Data.’ It scares people away,” Bennett says. “The 

important message is that now, more than ever, deriving value from 

data is critical in the business environment. HR has an important role 

because it has to use data to drive employee behaviors, making sure 

those behaviors are measured, monitored, and shaped to achieve busi-

ness goals.”7

Other frontline stories include companies like Dow Chemical, 

Black Hill, Bullhorn, and Société de Transport de Montréal that we 

broadly covered in the workforce planning chapter. Those companies 

have successfully leveraged predictive analytics and Big Data to opti-

mize their workforce planning.
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sourcIng AnAlytIcs PIllAr

Once you’ve completed your workforce planning stage, you will have 

a solid plan of how you will help your organization achieve its business 

goals. At this stage, you will also start investigating how you will staff 

your plan, and what channels you can use to accomplish this. Sourc-

ing analytics is about harnessing all the data and talent information 

available to optimize your sourcing results.

Successfully searching for candidates in today’s globally competi-

tive talent market requires an approach that leverages the power of 

analytics to identify and locate candidates, assess their potential, and 

engage with them. The Sourcing Analytics pillar is about harnessing 

all the data and talent information available to optimize your sourcing 

results, including how to determine staffing resources and what chan-

nels will be most effective to engage potential candidates. We define 

talent sourcing as a talent management process that consists of proac-

tively searching for candidates to fill specific positions (clearly defined 

from your workforce plan), leveraging job boards, employee referrals, 

staffing firms, headhunters, and offline, online, and social media tools 

and resources.

The Sourcing Analytics pillar is also about understanding and 

capturing data from both the employer’s decision journey and the 

candidate’s decision journey to optimize your outcome. It can help a 

business address questions such as:

 ■ How can a business move a candidate from passive or visitor 

viewer to a job applicant?

 ■ What are key candidate decision points during job consideration?

 ■ What sourcing channels will optimize candidate search results?

 ■ Where are the best places to search for a specific niche of candi-

dates with tech skills such as those in science, technology, engi-

neering, and math fields?

 ■ How can a business best allocate searching spend and efforts?

A great example of a company applying Big Data analytics to 

sourcing comes from Wells Fargo. After Wells Fargo bought Wacho-

via Corporation in 2010, the company began to centralize recruitment 
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functions for its community banking division. The new team would 

recruit for Wells Fargo’s 6,200 retail branches, call centers and online 

functions, business banking for customers with up to $20 million in 

annual revenues, and wealth management for customers with up to 

$1 million in investable assets. Overall, the newly centralized team 

recruits between 50 percent and 70 percent of Wells Fargo’s 270,000 

employees, including most of the customer-facing roles.

To aid in standardizing recruitment across the company, Wells 

Fargo implanted Big Data analytics to narrow the sourced pool of 

candidates to a more manageable volume of candidate flow the bank 

believed were more likely to succeed if they made it through a full 

selection and interview process. The bank attempted to focus on the 

most qualified candidates for teller and personal banker positions based 

on their background experience, career motivation, performance, and 

life/work skills.8

The predictive sourcing model Wells Fargo developed focused pri-

marily on easy-to-identify or answer things that can reasonably be veri-

fied, such as “How many jobs have you had? How long have you stayed 

in those jobs? How many promotions have you had? What is the high-

est level of education that you’ve completed?” The bank ended up with 

65 questions that each candidate for Wells Fargo’s teller and personal 

banker positions would answer online and that would be scored in real 

time. If candidates score high, then they are automatically scheduled 

for an interview as soon as they complete the assessment.

From the start of the rollout through the end of the year 2012, 

Wells Fargo collected roughly one million job seeker records and found 

statistically significant differences in performance metrics and reten-

tion rates between those team members that the tool would prioritize 

for hire and other team members whom Wells Fargo would just hire 

without the early screening step.

Other frontline stories include companies like Facebook and 

Bloomberg. For example, Facebook uses StrengthsFinder  in a clever 

way to deploy talent efficiently. Regardless of the job openings it has 

available, Facebook simply hires the smartest people it can find, and 

then uses StrengthsFinder results to understand their talents and create  
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a job tailored to each new hire. On the other hand, Bloomberg lever-

ages its People Analytics attribution model to efficiently source for 

candidates and to help assess the performance of every source of hire, 

whether it is the company’s career site, traditional job boards, social 

media, employee referrals, or university campuses. Armed with this 

data, the talent management team can anticipate what source should 

be leveraged for specific positions within the company and can adjust 

the tactics and hiring budget accordingly.

AcquIsItIon/hIrIng AnAlytIcs PIllAr

Whether you have a small company or manage a large organization 

with thousands of employees, choosing the wrong candidates can 

have a lethal impact on your business. So ensuring that your organi-

zation makes wise talent investments is critical to both long-term and 

short-term success.

The Acquisition/Hiring Analytics pillar uses analytics to optimize 

the interview process, helping to determine the best ways to vet candi-

dates, to set up interview questions, and to create some tests that can 

be used to analyze the correlation between a candidate’s performance 

during the interview and his or her performance in a particular job 

function.

By applying advanced analytics to talent data and to the infor-

mation generated through talent acquisition, businesses can better 

address talent acquisition questions, including:

 ■ What are the best sets of questions to ask during an interview?

 ■ Is there a correlation between interview performance and job 

performance?

 ■ How many interviews should we conduct before hiring?

 ■ What is the impact of candidate experience and the interview 

outcome?

 ■ Do referred candidates tend to perform better than other  

candidates?

 ■ Which job applicants should you meet for an interview?
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A great example of a company applying Big Data analytics to hir-

ing is Transcom. Transcom is a global company providing customer 

care, sales, technical support, and credit management services through 

a network of contact centers and work-at-home agents. The company 

employs more than 29,000 customer experience specialists at 54 con-

tact centers across 23 countries, delivering services in 33 languages to 

more than 400 international brands in various industry verticals. As 

a result, the effective hiring and retention of high-performing service 

professionals is a key component of Transcom’s business strategy.

Using Big Data analytics, Transcom discovered that the trait of hon-

esty was actually a good predictor of future performance.9 As a result, 

the company conducted a pilot project to improve hiring and selec-

tion using data analytics. It screened for softer traits like honesty by 

asking candidates how comfortable they were working on a personal 

computer and whether they knew simple keyboard shortcuts for a cut-

and-paste task. If they answered yes, the applicants were later asked to 

perform that task. Those who scored high on honesty typically stayed 

in their jobs 20 to 30 percent longer than those who didn’t.

According to Neil Rae, an executive vice president of Transcom, in 

the call-center world 5 percent attrition a month (60 percent a year) 

is great performance. Dropout rates are relatively high in the industry 

and are calculated at 30-day intervals. Also, it takes from four to six 

weeks to train a worker, so the cost to hire a replacement for one cus-

tomer service person who leaves is about $1,500.

Transcom was able to hire fewer people using this analytical 

approach (about 800 instead of a more typical 1,000 hires) to get 500 

workers who were still on the job at least three months later. The big 

payoff, he says, should come in cost savings and better customer ser-

vice with less worker churn in call centers. “This makes hiring more a 

science and less subjective,” Rae says.

Other frontline stories include companies like Microsoft, CISCO, 

Xerox, and Bloomberg that we broadly covered in Chapter 6. Those 

companies have successfully leveraged predictive analytics and Big 

Data to optimize their talent acquisition. Bloomberg, for instance, uses 

Location Intelligence People Analytics Solutions that tells them things 

like:
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 ■ How popular is a specific skill set?

 ■ How popular is a specific skill set within a certain function?

 ■ How popular is a specific skill set with a certain experience 

level?

 ■ How many companies are looking for similar roles?

 ■ What schools are nearby that teach courses relevant to those 

roles?

onBoArDIng, culture fIt, AnD engAgeMent PIllAr

Once the right candidates have been hired, they need to be properly 

onboarded to ensure they are aligned with primary business goals and 

the overall mission of the company. New hires need to have the best 

first impression of you as a manager and of your company. Depending 

on the role and position of your new hire, this should be accomplished 

within the first 6 to 12 months (depending on the role and candidate) 

by assisting the new employee with a list of resources and tools along 

with clear guidance on expectations and goals.

We define talent onboarding as an ongoing talent management 

process that consists of introducing, training, mentoring, coaching, and 

integrating a new hire to the core values, business vision, and over-

all culture of an organization in order to secure new employee loy-

alty and productivity. Analytics from the Onboarding, Culture Fit, and 

Engagement pillar can be used to enhance a new hire’s first impression 

and create business value from your onboarding activities and efforts. 

It will also help your organization address vital talent management 

questions, including:

 ■ How can a business improve time to performance?

 ■ Does your new employee fit with company culture?

 ■ What is an appropriate talent onboarding budget?

 ■ What impact does talent onboarding have on employee turnover?

 ■ What is the impact of talent onboarding on employee loyalty?

In this diverse workforce demographic where multiple generations 

have to work together, cultural fit is critical for the successful integration  
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of your new hire; and employee and company value mismatches are 

one of the major reasons for early turnover.

For a great example of a company applying Big Data analytics to 

onboarding, let’s revisit our Wells Fargo example. As part of the plan 

to improve the effectiveness of its sourcing through simple candidate 

questions grounded in real-time Big Data analytics, Wells Fargo gath-

ered a lot of valuable information during the sourcing process to help 

with onboarding its new hire classes. The bank was able to get a sense 

of the areas of best fit, as well as the areas that needed more training 

and education for each candidate. This enabled the bank to create per-

sonalized onboarding experiences that make it more likely that each 

candidate will succeed in his or her role.

“This has given us the ability to say that, for those team members 

we are bringing on board who may not have the in-depth experience 

and life skills that we would want, we will coach them to help them be 

more successful,” says Sangeeta Doss, senior vice president, recruiting 

manager for community banking. “We can determine if we need to 

give them a different onboarding experience or a stronger coach, and/

or buddy them up with other team members for mentoring.”10

Wells Fargo measured the retention rate after each of the hires 

was on board for six months and found that teller retention improved 

by 15 percent and personal banker retention improved by 12 percent.

Using PeoPle AnAlytics to  imProve cost Per Hire 
And BUsiness oUtcome of cUstomer sUPPort

Meredith Lazar, Senior Manager of Talent Acquisition, Constant Contact

When hiring customer engagement specialists for our Waltham, Massachusetts, 
office, we realized that the market is a lot more competitive than it had been in 
recent years; more companies in the area are also looking for people with specific 
customer service or customer support background. We used analytics to help 
us uncover that a customer-focused aptitude in a candidate was actually more 
predictive of future customer support job success than prior years of experience 
in a customer service role. Therefore, to fill the top of the funnel in this talent 
market, we updated our recruitment strategy to include candidates who may not 
have the ideal work experience on paper, but they have the right competencies and 
motivations.
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Based on this People Analytics approach, we are now focused on targeting 
candidates who are customer focused and have the aptitude and attitude to learn the 
role and be successful. We are looking for people who are coachable, flexible, and 
tech savvy, and someone who is a good listener and a multitasker. Every potential 
candidate does not necessarily have to come right out of another customer service 
or support role in a call center type of environment; they may just work in hospitality 
or retail or simply be a people person who is customer service oriented, looking for 
a position in a fun, fast-paced environment.

Also, to prepare the customer support team leaders to interview someone without 
the specific customer service skill set we usually seek, we added specific interview 
questions to uncover the specific traits we are targeting in order to increase the 
potential talent pool. It’s early in our process, but we have already seen the ratio of 
interviews to hires increase from 36 percent to 75 percent.

PerforMAnce AssessMent AnD DeveloPMent  
AnD eMPloyee lIfetIMe vAlue PIllAr

To stay competitive, it is paramount to keep your employees fully 

engaged in order to meet and exceed your customers’ expectations 

and achieve your corporate goals. A key component to accomplish this 

is to monitor the engagement level of your employee population.

We define an engaged employee as happy, enthusiastic, and moti-

vated, and as an individual who eagerly relishes the challenges of her job. 

Analytics helps to understand the various drivers of employee engagement 

that deliver happier, more productive workers, and decrease unplanned 

turnover. It can also help human capital management teams sift through 

data and talent information to better understand employee engagement 

and help address some talent management questions such as:

 ■ What are the key drivers of employee engagement?

 ■ How does employee engagement affect productivity and finan-

cial bottom lines?

 ■ What is the impact of hard-to-fill positions or hard-to-find skill 

sets on employee engagement?

 ■ How do talent engagement elements, such as relationship with 

manager and confidence in leadership and company, affect 

turnover?
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Talent engagement analytics can also provide insights on meth-

ods for increasing employee engagement via existing channels such as 

performance appraisals, the voice of the candidate, industry standards, 

and other metrics that can boost employee satisfaction and assist in 

paving career pathways. This pillar can also help organizations assess 

the correlation between engagement scores and employee perfor-

mance in the past, present, and future—which is important informa-

tion for reducing and mitigating the cost of bad hires and ultimately 

optimizing employees’ lifetime value.

A great example of a company applying Big Data analytics to 

engagement and performance comes from The Container Store. 

Founded in 1978, The Container Store operates a chain of more than 

60 retail stores in 22 states carrying over 10,000 home organization 

and storage products. It also provides design and installation services 

and sells its products online.

The Container Store full-time staffers receive 263 hours of training 

during their first year, compared to the 7-hour retail industry average, 

and its salespeople reportedly make 50 to 100 percent more than the 

industry average. The Container Store also looks for ways to empower 

its retail staff with technology, and is currently using wearable tech. 

Although the technology is designed to improve communication 

within its stores through the application of Big Data analytics, it is also 

used to monitor employees when they’re at work to ensure engage-

ment and performance.11

Using this technology, store management can access performance 

data, including how employees communicate with coworkers and  

customers and where they spend most of their time. Applying these 

Big Data analytics to employee performance can also help The Con-

tainer Store identify and acknowledge top performers, along with 

workers who may be struggling in their positions.

Other frontline stories include companies like Goldcorp and GE 

that we broadly covered in Chapter 9. Those companies have suc-

cessfully leveraged predictive analytics and Big Data to optimize their 

employee performance management. Goldcorp utilized an advanced 

analytics platform to review 792 million data points at an employee-

day level in an effort to find patterns among high-impact incidents. 
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Information on behavioral factors such as month of the year, marital 

status, age, or compensation structure were the most important pre-

dictors of incidents and helped the company to anticipate potential 

performance issues and apply appropriate adjustment to mitigate the 

risk and maintain its overall workforce performance.

eMPloyee churn AnD retentIon PIllAr

Your ultimate goal with all employees, both new and existing, is to 

earn their trust, commitment, and engagement, so that they can fully 

achieve their goals and help your organization be successful. How-

ever, some of your employees will be high-value creators and the top 

performers of your organization. Others may require multiple trials 

in order to address performance issues, which can have a negative 

impact on your organization. The separation with your employee, 

whether it is voluntary or involuntary, is called churn or turnover. 

Voluntary churn occurs when an employee decides to leave an orga-

nization due to favorable conditions elsewhere, for instance to work 

for the competition. Involuntary churn, or attrition, refers to the 

termination of a position. Leveraging employee churn analytics will 

help to create business value from employee attrition knowledge by 

analyzing internal and external talent data intelligence, and help an 

organization address major attrition questions, including:

 ■ Which employees will experience performance issues?

 ■ Who are the top performers that are at high risk of leaving, and 

why?

 ■ When are they more likely to quit?

 ■ What proactive actions could be done to retain employees?

 ■ What is the cost of losing top performers?

Employee retention is about proactively identifying and under-

standing which of your valuable employees are employees at risk of 

leaving, and when and why they would leave. Analytics can help to 

marry employee data, company data, and market data to predict and 
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interpret top-performing employees’ behaviors, giving you competi-

tive insights for your retention strategies.

A great example of a company applying Big Data analytics to 

workforce churn and retention is Omnitracs. Omnitracs provides fleet 

management solutions based on software as a service to transporta-

tion and logistics companies in North America and Latin America. It 

provides technologies, including solutions for safety and compliance, 

fuel efficiency, driver retention, fleet productivity, GPS fleet tracking, 

and fleet maintenance. The company’s mobile fleet management solu-

tions and information services help users to manage assets, handle 

fuel management, reduce costs, retain drivers, and stay safe on the 

road. Omnitracs helps more than 40,000 private and for-hire fleet cus-

tomers manage over 1.5 million mobile transportation assets in more 

than 70 countries.

Omnitracs also has a strong focus on Big Data analytics on behalf 

of its customers and does a lot of work to help clients address person-

nel issues—a big driver of success in the transportation industry. In the 

trucking industry, a lack of drivers means less revenue and more trucks 

sitting idle. Omnitracs is a believer that Big Data analytics can provide 

some powerful insights into driver retention.12 Predictive models can 

help indicate when a driver is likely to quit and why, so the employer 

can improve the situation and prevent the loss of behind-the-wheel 

talent. Part of this equation is driver satisfaction. Raising the satisfac-

tion within the driver workforce not only mitigates the cost to hire 

and train a new driver (estimated at $8,000 to $23,000), but prevents 

a negative ripple effect into the interactions your drivers have with 

customers when delivering shipments.

As an example, an Omnitracs client’s trucking carrier with 1,400 

drivers was experiencing high driver turnover. By using a custom Big 

Data–powered predictive model, they were able to prevent 290 truck 

drivers from quitting—reducing driver turnover by half and saving the 

company $1.2 million. Without knowing anything about any particu-

lar driver, the predictive model could analyze thousands of real-time 

data points and determine with high probability when a driver might 

be ready to quit for any number of reasons, like frustrations with a 

fleet manager, a skills gap, or family or financial problems. And, armed 
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with that knowledge and with specific dialogue directed toward a 

solution, fleet managers were able to connect with their drivers at 

the right time and in the right way, so that their drivers felt heard and 

supported.

Other frontline stories include companies like AOL, Google, 

Deloitte, and Pfizer that we broadly covered in Chapter 11. Those com-

panies were able to optimize their talent retention activities by lever-

aging the power of Big Data and predictive analytics, demonstrating 

significant ROI to the business.

eMPloyee Wellness, heAlth, AnD sAfety PIllAr

To be successful, organizations have to create and design an environ-

ment and culture that promotes the safety, health, and well-being of 

their employees. This means finances and resources need to be allo-

cated to support these endeavors, which requires a demonstrable 

linking of investments in employee health, safety, and well-being to 

company business performance. Best practices include proactive activ-

ities such as wellness visits, preventive checkups, and vaccinations to 

avoid the high cost of urgent reactive procedures.

Leveraged properly, this pillar provides a competitive advantage 

that can assist organizations in differentiating themselves from their 

competition, and further showcase the impact of that investment on 

their bottom lines by addressing questions such as:

 ■ What is the impact of employee well-being and health on com-

pany productivity?

 ■ What is the impact of employee satisfaction on customer satis-

faction?

 ■ What is the impact of employee health and well-being on com-

pany retention and acquisition metrics?

By investing in programs that promote the health, well-being, and 

safety of their workforce, companies can proactively increase the hap-

piness of their employees. This boosts engagement and improves the 

quality of services they provide to the customers they serve. Ultimately, 

the result is a healthier company bottom line.
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We can turn back to our Omnitracs example for an illustration of 

a company using Big Data analytics to improve workforce health and 

safety. In the trucking industry, everything comes down to safety and 

ROI. From Omnitracs’ perspective, truck and driver safety improve-

ments will be the most immediate benefit of Big Data technologies for 

the trucking industry. Any time you can prevent an accident, that’s a 

good thing—and Big Data will make that possible.

For example, when fleet managers understand when drivers are 

stressed—and why—they can talk to their drivers about the right topic 

at the right time, resulting in happier, well-rested drivers who are con-

tent with their jobs, produce more miles, earn more money, burn less 

fuel, and have better safety records. Yes, carriers may be excited about 

preventing car–truck crashes at the outset, but they’ll quickly find that 

relieving driver stress becomes less art and more science, returning big 

benefits for drivers and carriers alike.

To help transportation carriers identify drivers at risk, Omnitracs 

created an analytics model for accident prediction.13 They took driver 

logs and turned each one into about a thousand distinct data points—

from the amount of time the truck driver drove each hour of the day, 

to how many hours of sleep that driver got and when those hours 

occurred, to how many times that driver drove through sunrise. Then, 

they took 27,000 severe accidents from their customers’ data sets and 

reverse-engineered a severity model, which allowed them to identify 

predictive data points in a particular driver logbook that indicated the 

potential for a bad accident. The model is so precise that they can take 

any driver’s logbook and predict the likelihood of a bad accident each 

hour of his or her day.

Other frontline stories include companies like SAS Institute and 

WSIB that we broadly covered in Chapter 12. Those companies have 

successfully leveraged predictive analytics and Big Data to demon-

strate ROI of employee wellness health and safety on their company 

bottom line as well as the overall talent management key performance 

metrics.

As a tool for summarizing our approach, Table 13.1 lists some of 

the key items of information needed in order to have analytical impact 

(see our IMPACT Cycle framework from Chapter 2) across the seven 

pillars, as well as examples of companies excelling in each.
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Key tAKeAWAys

 ■ Big Data encompasses three dimensions: volume, velocity, and variety. We 
added another V, which stands for the value of Big Data that we believe is 
paramount to showcase the business value of your data leveraging advanced 
analytics.

 ■ Big Data analytics applied to People Analytics is gaining in popularity.

 ■ The Seven Pillars of People Analytics Success can be used to identify 
companies from diverse industries and with diverse workforces that can 
apply Big Data analytics to talent management strategy challenges.

 ■ Big Data analytics that brings multiple sources of data together and applies 
predictive analytics that are actionable is the best-in-class standard.

 ■ To be successful, talent analytics requires an ongoing alignment with the 
organization’s mission and goals.

 ■ Frontline stories we discussed from leading organizations helped us to 
demonstrate the ROI of Big Data analytics applied to workforce management. 
People Analytics is already helping those companies to create business 
value from their talent data and to compete on talent analytics.
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Opportunity is missed by most people because it is 
dressed in overalls and looks like work.

—Thomas Edison

People Analytics is a growing area of data science that holds great 

promise for the future. It’s likely to become a commonplace prac-

tice in the coming years as the people, processes, and systems 

mature and make People Analytics something that any organization 

can do. The field of People Analytics as a discipline at the intersection 

of business analytics and HR is still in relative infancy, and technology 

is finally beginning to catch up to fulfill the promise for what organi-

zational leaders have wanted for many years. For example, some com-

panies such as Starbucks, Limited Brands, and Best Buy can precisely 

identify the value of a 0.1 percent increase in employee engagement 

at a particular store. At Best Buy, for example, that value is more than 

$100,000 in the store’s annual operating income.1

It’s true that advanced analytic techniques of employee data that 

companies have at their disposal can help answer some of the critical 

questions surrounding the value of human capital, such as: How do 

investments in employee programs actually impact workforce perfor-

mance? How can you motivate employees to succeed? and Who are 

your top performers? However, most companies are not currently able 

to answer these questions; they struggle with answering even basic 

workforce analytics questions, much less questions having to do with 

more sophisticated techniques. Futhermore, we believe the use of 

advanced People Analytics is intensifying and will soon become the 

new normal for businesses.

One day soon, people will stop discussing the merits of the emer-

gence of People Analytics, which companies are using advanced 

People Analytics to optimize their human capital spend, or whether 

People Analytics is critical to their business. It will just be a given that 

every company must cope with the stream of Big Data from workers, 

and must have a People Analytics strategy, as well as use various data 
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assets and tools to augment the data they collect internally. In other 

words, the formal use of People Analytics within HR and across busi-

ness units will become as ubiquitous as data itself has become. In the 

same way that most companies have strategies for learning and devel-

opment, onboarding, training, and resource planning, they will also 

have a formal strategy for People Analytics.

A wide range of trends are only just beginning to pave the way for 

advanced People Analytics, including improved technology, machine 

learning techniques, and data visualization. These trends are making 

applications of computational People Analytics possible that were not 

possible even five years ago. In this chapter we will discuss some of 

those, as well as other trends that will influence the future state of 

People Analytics.

We believe the future of advanced People Analytics is strong and 

that the future holds several key trends related to People Analytics, 

each of which we will discuss in the chapter. Specifically, we think that 

in a People Analytics future:

 ■ There is a rise of employee behavioral data.

 ■ People Analytics moves beyond the averages.

 ■ Predictive analytics becomes the new standard.

 ■ Big Data analytics becomes automated.

 ■ Big Data empowers employee development.

 ■ Models become the gold of People Analytics.

 ■ People Analytics becomes more accessible to the nonanalyst.

 ■ People Analytics becomes a specialized department.

 ■ Employee data privacy becomes top of mind.

 ■ There is quantification of HR.

Rise oF emPloyee BehAvioRAl DAtA

Another future trend related to People Analytics will be the prolifera-

tion of various forms of employee data that can be tracked, analyzed, 

and modeled. The intersection of computer science, information tech-

nology, and psychology of how computers can effectively interact with 
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humans is driving part of this new data on employee behavior. We 

are regularly gaining new knowledge on how humans can effectively 

interact with technology, as well as the tools to create that knowledge, 

which is being applied to the workplace more regularly. One of the old-

est examples of this is GPS-based technology. GPS allows for the track-

ing of location and movement, and saw widespread usage initially in 

the shipping and logistics industry, where companies wanted to make 

sure drivers and packages arrived on time. And its use is on the rise. 

A 2014 study by the research firm Aberdeen found that 54 percent of 

companies that send employees out on service calls use some sort of 

location-based tracking system—and this is up from 37 percent found 

in 2012.2

What about employee behavioral data of the future? What types 

of technology are on the horizon to enable employees to be more 

successful and employers to use People Analytics to model success-

ful outcomes? One example is eye-tracking technology. It’s one form 

of human-centered computing whereby a camera can track the eye 

movement of someone viewing a computer screen, recording data 

about where and how often the person viewed different areas of the 

screen. It has been applied in areas as diverse as website usability testing, 

sports medicine, automobile testing, geriatric research, training simu-

lators, and infant research. Some employers are already using it now 

to monitor whether employees are paying attention during training 

sessions.

As we look into the future, we expect more devices will interact 

directly with the human body and, as a result, generate data from 

those interactions in the workplace that needs to be analyzed. In terms 

of the future applications of human-centered computing, we think the 

following applications will be relevant for the field of People Analytics:

 ■ Wearable computing/smart fabrics

 ■ Consumer health informatics

 ■ Brainwave measurement

 ■ Facial recognition

 ■ Emotional recognition

 ■ Exercise informatics
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 ■ Body scan technologies

 ■ Gesture-based interfaces

 ■ Motion-detection devices

 ■ Molecular computing

Furthermore, many of the hundreds of millions of mobile apps 

include some type of location-based tracking. Also, stores are experi-

menting with location-aware services that enable retailers to track and 

serve offers to users in a specific location. This same technology could 

be used to interact with employees based on their locations.

Certain companies are already creating multidimensional employee 

behavior tracking tools that are being used by some organizations. For 

example, imagine a tiny microphone embedded in the ID badge hang-

ing from the lanyard around your neck. The microphone is gauging the 

tone of your voice and how frequently you are contributing in meetings. 

Hidden accelerometers measure your body language and track how 

often you push away from your desk. At the end of each day, the badge 

will have collected several gigabytes’ worth of data about your office 

behavior. Sound like science fiction? It’s not, and is being touted as the 

next frontier in office innovation by Boston-based creators Humanyze, 

which developed a badge that tracks employees’ daily movements, how 

much they speak up during meetings, and whether they need a break or 

are going strong before storing nearly four gigabytes in data for employ-

ers to analyze at the end of the day. The company believes information 

like this will help with productivity in the office.3

As organizations begin to leverage employee behavioral data of 

different types, People Analytics will need to cope with policies about 

how to store, sort, analyze, and use this data for the benefit of organi-

zations while respecting the privacy rights of employees.

PeoPle AnAlytics moves BeyonD the AveRAges

Analytics of any kind relies on describing patterns in the data. One such 

example of a metric that reflects the pattern in data is the “average,” 

which is something most people learn during their early math education. 

To calculate an average, take all the data you have about something and 
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divide the sum total into equal parts. Average is used frequently in People 

Analytics. For example, average cost per hire, average speed to answer, 

average time to productivity, average customer resolution rate, average 

talk time of a sales rep, and average hours worked are common metrics 

used to evaluate worker performance in organizations.

However, often the average doesn’t do a great job at helping us 

understand the individual variations and nuances in your workforce. 

For example, if you have a customer service team of 100 and half of 

them have a very high talk time when helping customers and half have 

a very low talk time, calculating an average won’t be very insightful. 

You’ll end up with a metric that doesn’t describe anyone in either 

group and, if used, would give a false sense of failure or success as you 

moved forward with initiatives to drive this metric.

A future trend in People Analytics will be to move beyond the 

averages and create analytical models that describe the complexity of 

the workforce. We think People Analytics will eventually move toward 

analytical models that help optimize each worker’s performance such 

that analytical insights will help each person perform as best he or she 

can in a chosen career. Rather than being compared against a large 

population, the practical use of People Analytics will be to personalize 

our understanding of the unique qualities of each person, helping pro-

vide insights that benefit both the employer and the worker.

For example, imagine that we create an employee retention model 

that scores employees in terms of how at risk they are to leave the orga-

nization in the next 90 days. We might use metrics in the model such 

as absenteeism rate, hours worked, start time, projects delivered, and 

calls made, among others, to attempt to predict whether the worker is 

at risk of leaving the organization. If we used a simple average com-

parison of a specific person across an entire workforce, we might get a 

lot of false positives and think someone will leave when they won’t, as 

well as fail to detect all those who are truly at risk of leaving. However, 

if we go beyond the averages and use, say, a ratio of the change in 

performance over time for each employee, we are much more likely to 

account for individual differences in how employees do their jobs. As 

a result, the key model inputs will be changes in how each employee 

works as a predictor of likelihood to quit, rather than evaluating how 

that employee compares to an average.
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In the future, People Analytics will go beyond the averages and 

our models will be able to predict worker dynamics at an increasingly 

more granular level—even down to the level of a specific worker.

PReDictive Becomes the new stAnDARD

We provided overviews of predictive analytics and its importance 

throughout this book. We believe that as we progress toward the 

future, predictive analytics will become more widespread and evolve 

into the norm for all analytics. People-related analytical techniques 

will need to have a predictive component in order to be considered 

business-relevant or effective, not metrics to describe merely “what 

has happened,” but to help describe “what will happen.” This will 

require more sophisticated statistical techniques, data integrations, 

and more computational power, all of which are becoming possible. 

It will also require the expertise of analysts and HR that can develop 

people-related predictive models effectively and understand how to 

learn, test, and optimize using predictive analytical techniques. There 

are certainly many examples of predictive analytics applied to human 

capital, many of which you have seen illustrated in this book, and we 

expect to see it become the standard across all industries in the future.

AutomAteD Big DAtA AnAlytics

Machine learning is a branch of artificial intelligence concerned with 

the design and development of algorithms that allow computers to 

learn from processing real data and to become more proficient over 

time. In the future, artificial intelligence will start showing up in more 

and more unexpected places, including the software used by most 

employers. A major focus of machine learning research is to automati-

cally learn to recognize complex patterns in Big Data and make intel-

ligent decisions. Some examples of the current applications of machine 

learning include:

 ■ Search engines

 ■ Medical diagnosis

 ■ Bioinformatics
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 ■ Cheminformatics

 ■ Detecting credit card fraud

 ■ Stock market analysis

 ■ Classifying DNA sequences

 ■ Speech and handwriting recognition

 ■ Robot locomotion

 ■ Aircraft autopilot

 ■ Computational finance

 ■ Sentiment analysis

 ■ Recommender systems

Examples of automated Big Data analytics applied to employee 

data already exist. For example, Kanjoya, Inc. has developed senti-

ment analytics software that automatically sifts through thousands of 

open-ended employee comments to understand whether employees 

are satisfied or frustrated. For companies with thousands of employ-

ees in multiple locations, automated analytics like this can really 

improve productivity, letting leaders focus on changes to enhance 

employee engagement, rather than sift through data to understand 

it. Kanjoya’s automated analytics, developed in collaboration with 

scientists at Stanford University, can also uncover subtle differences 

in opinions, attitudes, and sentiment in written conversations and 

can detect the earliest signs of workplace bullying, harassment, and 

discrimination.4

Machine learning is a rapidly evolving field that has the potential 

to have a great impact on People Analytics. However, what is not clear 

is how the future advances in machine learning will impact the need 

for trained analysts and other human resources. As machine learning 

models and techniques improve over the long term, it is possible there 

will be a reduction in demand for humans with that specialized skill 

set. Additionally, as sophisticated applications are developed, it will 

make it easier to run larger, more complex organizations with fewer 

people, possibly leading to corporate consolidation and the ability to 

do more with a smaller workforce.
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Big DAtA emPoweRs emPloyee DeveloPment

The days of the stressful annual performance review involving a big 

buildup of activity to get a long document written and delivered are 

starting to change. Going away are the days when feedback is given in 

large mega-doses that don’t always lead to meaningful development. 

The availability of Big Data analytics is a key driver of this shift.

The broad trend is that companies will forgo the annual review 

process and traditional engagement surveys and replace them with 

a more flexible and ongoing feedback system enabled by Big Data 

management by apps. These systems will allow employees to give 

and receive feedback anytime throughout the year on a variety of 

issues. The new surveys would be shorter and more pointed than 

the long annual engagement survey. They’ll also be designed for 

smartphones so they can be taken anywhere at any time. Companies 

like Adobe, Accenture, Starbucks, and General Electric have moved 

away from the old type of annual performance review to more open 

and ongoing feedback. Some of these companies are running their 

employee performance management by an app, from which employ-

ees can get feedback from their managers and peers and also com-

municate with them.

According to the head of human resources (HR) at Accenture, “you 

know the world is no longer working in yearlong cycles, so to set objec-

tives at the beginning of the year and revisit them at the end of the year 

simply to see how people are doing is not really relevant any longer. 

Doing away with the annual review cycle really makes sense for us 

when you consider that two-thirds of our employees are millennials, 

who are used to giving and receiving constant feedback in their daily 

lives, whether it be through Instagram likes or writing and reading 

reviews on Amazon.”5

Through leveraging Big Data analytics, companies will be able to 

analyze and identify, in real time, early signs of employee retention 

or morale issues, providing a closed-loop response to employees that 

empowers them and makes them heard rather than waiting around 

for the next annual performance review or employee survey.
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moDels Become the new golD oF PeoPle AnAlytics

This may seem counterintuitive, but we believe data will become less 

valuable in the future. Even now, data are everywhere and people 

and organizations are overwhelmed with data. In the future, having 

a treasure trove of data about your employees will not, by itself, hold 

much value. However, we do expect analytical models to become more 

valuable at the same time the data by itself becomes less valuable. In 

other words, the companies that have the ability to create actionable 

knowledge-based tools from employee data, either using their own 

data or using someone else’s data, will see the business benefits. This 

will take many forms: everything from applications that sift through 

employee data for nuggets of productivity insight to personalized algo-

rithms that allow an individual employee to analyze his or her own 

behavioral performance data to help understand something about 

themselves and take action.

PeoPle AnAlytics Becomes moRe AccessiBle

Another trend that will shape the future of People Analytics is that 

analytical techniques will become more accessible to the general 

business user, enabling nonanalysts and people outside of HR to 

take an analytical approach to employee and human capital chal-

lenges. As general knowledge of analytics spreads and software pro-

viders automate the use of techniques (e.g., hide the actual steps of 

data analytics from the user, such as data modeling, text analytics, 

web analytics, and segmentation through automation), people with 

little or no analytical background will be able to run models and 

take business action from the results. We can already see instances 

of this occurring in certain analytical disciplines. For example, the 

rise of automated online survey tools over the past 10 years has led 

to people in all departments of organizations creating and analyz-

ing their own customer surveys. This sometimes causes frustration 

for the marketing research experts, as survey questions are some-

times poorly worded or statistically significant differences or margins  
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of error are not considered. However, we do believe this trend will be 

net positive for the influence of analytics, but we’re sure there will be 

pain along the way. For example, untrained analysts are likely to apply 

analytical techniques improperly or in an inappropriate manner with 

incorrectly prepared data. As a result, there will be instances of confu-

sion and frustration as those who know People Analytics help those 

who do not. However, we believe the social pressure that will result 

will eventually lead to People Analytics being used more effectively, 

not only by HR, but across the organization.

PeoPle AnAlytics Becomes A sPeciAlizeD 
DePARtment

Although we expect that People Analytics techniques will become 

more available to nonanalysts across the enterprise, we also see 

the future of People Analytics being one where specialized depart-

ments are created to address the needs of People Analytics across the 

organization. In the current state, analytical professionals are often 

fragmented across the enterprise, frequently in different depart-

ments with labels such as business intelligence, statistician, survey 

researcher, web analyst, data scientist, and HR analyst. Furthermore, 

most companies have very few, if any, professionals who specialize in 

people-related analytics. We expect that most companies will move 

to centralize People Analytics expertise in a specialized department 

either in HR or in finance. The model for some companies may be to 

have People Analytics as a formal, centralized, shared service, and for 

others, as a center of excellence where People Analytics professionals 

are kept close to the business units they serve, yet have accountabil-

ity to and participate in an analytics center of excellence. Regardless, 

the most successful companies of the future will recognize and priori-

tize the importance of People Analytics and related analytics profes-

sionals, making them into a formal business function in the same way 

that it is commonplace in many companies today to have such depart-

ments as engineering, marketing, customer service, technology, and  

finance.
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emPloyee DAtA PRivAcy BAcklAsh

Employee data privacy will be a hot topic in the future of People Ana-

lytics as employees continue to grapple with the notion that many of 

their activities are being tracked in great detail by their employer, both 

while they are at work and while they are at home if they’re using 

work-provided equipment. Also, as analytics become more sophis-

ticated and human-like, employees may get an uncomfortable feel-

ing when they are given workplace insights and recommendations 

they didn’t even know were possible. Recall the case we reviewed in 

Chapter 6 of Xerox’s insight that customer service rep success is due, 

in part, to personality traits.

Already employee data privacy is a hot topic with many companies 

grappling with how best to use employee data. One position is that 

analytics software should be applied to data only where an employee 

has no expectation of privacy. For example, Intel is very thoughtful 

about only monitoring employees’ sentiment through their commu-

nications in the workplace where privacy would never be assumed. 

“We’re only going to do it where it’s very clearly been an employee 

statement in a known public forum where they know their stuff is 

being looked at,” says Intel’s Richard Taylor. On internal Intel blogs, 

for example, employees must attach their real names to comments. 

In Intel’s eyes, such posts would be acceptable for analysis. However, 

employee e-mails are seen as private and Intel won’t analyze them. 

“We would lose the trust of our employees if we did that,” he says. 

“That would be the worst thing” with this issue.6

The global economy will make the employee data privacy back-

lash even more complicated for multinational firms as different coun-

tries develop different standards regarding what is acceptable use and 

acceptable privacy rights of employee data. For example, an October 

2015 ruling by the European Court of Justice makes it difficult to trans-

fer employee data about a German worker outside of Germany without 

express permission. If the ruling stands, it may force all organizations 

that currently rely on the ability to access the data of their European 

Union (EU) partners and subsidiaries to seek alternate modes of  
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data transfer or risk legal liability from being in noncompliance with 

EU data protection requirements.7

We expect that, as the future progresses and as data and People 

Analytics become more important in our workplace lives, there will be 

a data privacy backlash where employees will demand more awareness 

about what is being tracked and even more governmental involve-

ment in employee data privacy standards and protection in the same 

way that Equal Employment Opportunity Commission guidelines 

have become an important role of the government. We do not know 

what form this will take, whether it will be a credit agency model 

whereby all information is centralized in a few organizations or it will 

be distributed across each employer whereby employees have the abil-

ity to decide which information about them is shared, hidden, or per-

manently deleted. Either way, the field of People Analytics must take 

note and engage in the conversation, as employer–employee dynamics 

will be directly impacted by any changes in data privacy policies and 

standards.

QuAntiFicAtion oF hR

Another trend that will affect the future of People Analytics is what 

we call the quantification of HR. Those of you in HR leadership know 

you’re under pressure: under pressure to quantify such things as people-

related programs, demonstrate the ROI of training and development 

initiatives, and show efficient use workforce talent. This all takes hard 

data—data that you may not have, data that may be difficult to under-

stand, and data that may be confusing to analyze. However, the CEO, 

CFO, and shareholders will continue to put pressure on the return 

from HR and how your organization knows it’s getting the most from 

its people assets. Therefore, the future of HR looks a lot more like a 

quantitative discipline than just a people-friendly discipline.

So far, many organizations are already behind. The Sierra-Cedar HR 

Systems Survey, now in its seventeenth year, gathers information from 

more than 1,000 organizations across the globe that is validated against 

publicly available financial and market data. The longevity of the HR 
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Systems Survey affords a historical perspective that allows a look back 

year over year at factors that have an impact on business outcomes. As 

part of that survey, Sierra tracks the adoption and deployment of HR 

analytics solutions, gathering data on process maturity as well as the 

type and amount of data HR organizations are capturing.

The results are surprising. Although many companies used HR 

dashboards and reports of some kind, very few used true analytics, 

with workforce analytics used by only 16 percent, predictive analytics 

used by only 9 percent, strategic workforce planning analytics used by 

only 11 percent, and Big Data analytics used by only 9 percent.8

However, because Sierra is tracking business outcomes with its 

study, the analysts were able to compare the business outcomes of HR 

organizations that were data driven versus those that were not. They 

wanted to see whether organizations that gather more data, share 

that data openly, and leverage it in processes and decision making see 

improved outcomes from their efforts.

First, they had to define the quantified HR organization. Starting 

with key findings from the 2013–2014 survey results about business 

intelligence (BI) adoption, they determined that a quantified HR orga-

nization would be one that invests in HR measurement technologies, 

processes, and practices that enable it to improve workforce operations 

and achieve organizational goals in an environment of data-driven 

decision making. Specifically, they identified several selection criteria 

that were based on an organization’s leadership in four areas:

 1. Business intelligence process maturity.

 2. Managers’ direct access to HR analytics and BI that supports 

workforce decision making.

 3. More data sources regularly juxtaposed with workforce data.

 4. More overall categories of HR metrics.

Sierra found that company size didn’t matter, with successful com-

panies in this area ranging in size from small (with workforces of just 

over 100) to very large (with workforces of more than 400,000). Many 

quantified HR organizations were also global, operating in an average 

of 29 different countries.9
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The findings were clear. Quantified HR organizations outperformed 

even the top-performing organizations of the most recent Sierra study, 

achieving higher levels of financial performance, as well as positive 

HR and talent outcomes. However, the most dramatic difference in 

outcome analysis was in the return on equity.

There is more work to understand exactly how the quantified HR 

organization achieves results, as surely many factors have an impact 

on an organization’s overall success. However, there is enough data 

from multiple sources to conclude that the data-driven HR organiza-

tion is real, and that it isn’t tied to a single type of technology, orga-

nizational makeup, or industry. Becoming an analytically driven HR 

function is achievable for any organization willing to take an honest 

look at its data and analytics and use that information to make work-

force decisions.

Key TaKeaways

 ■ The future of People Analytics is bright, with opportunities in many areas.

 ■ Certain trends will dramatically shape the field of People Analytics in the 
future.

 ■ Employee tracking will proliferate in many forms.

 ■ People Analytics insights will become more valuable.

 ■ Predictive modeling will become the new de facto standard.

 ■ Big Data will empower employee performance and development.

 ■ Real-time data will advance People Analytics rapidly.

 ■ Advances in automated analytics will make People Analytics more powerful.

 ■ People analytical techniques will become more accessible to the nonanalyst.

 ■ People Analytics will become a specialized department within the 
organization.

 ■ An employee data privacy backlash will lead to rigorous attempts at 
individual employee control of one’s own data.

 ■ The quantified HR department will become the new standard.
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