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Introduction
Workforce Analytics has become a hot topic recently as there is a growing demand for data-driven decision making to drive strategic actions that impact critical business outcomes. While there is a general
agreement among HR professionals that Human Resource initiatives have a significant effect on business
performance, it is more controversial whether Return on HR Investments can be precisely calculated.
Nevertheless, – as you will see through the case studies presented in our report – there are a few pioneering organizations, who already are beyond the novitiate in the journey towards developing solid Workforce
Analytics capabilities.
To this end, we surveyed 255 European business and analytics professionals to investigate whether or not
the mass of European organizations are to follow the latest trends of setting up a more analytical and factbased HR function.
Along with presenting the findings of our Europe-wide research of applied Workforce Analytics practices we
invite you on a journey to get acquainted with how Workforce Analytics efforts may be leveraged.

What is Workforce Analytics?
Workforce Analytics is a diverse collection of data analytic approaches for uncovering unique insights about
people in organizations that enable faster, more accurate, and more confident business decision-making
(Guenole et al, 2015).
Workforce Analytics, therefore, may be interpreted as a systematic approach to a deeper understanding
of the business and how exactly the workforce and various HR practices are contributing to organizational
success and the bottom line.
In the meantime, Workforce Analytics is certainly not only about analyzing data and linking performance
measures to business outcomes. Even the most sophisticated analysis would be useless if it wasn’t followed
up by the right actions of strategy alignment and execution.
Josh Bersin has identified a range of typical Workforce Analytics projects and the questions they answer,
including:
•
Employee retention – what creates high levels of engagement and retention?
•
Sales performance – what factors drive high-performing sales professionals?
•
Accident claims – what factors and which people are likely to create accidents and submit
		claims?
•
Leadership pipeline – who are the most successful leaders and why are some being 		
		
developed and others not?
•
Loss analysis – why are some locations more prone to theft and loss and what causes the
		variation?
•
Customer retention – what talent factors drive high levels of customer satisfaction and
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		retention?
•
Candidate pipeline – what is the quality of our candidate pipeline and how do we better
		
attract and select people who we know will succeed in our organization?
•
Training effectiveness – how does training contribute to overall performance improvement?
Workforce Analytics not only has practical business benefits, it could also improve HR’s credibility in the
boardroom. As Dr Jac Fitz-enz, the ‘father’ of Human Strategic Analytical Measurement cites in his interview
with Stamford Global (2013): “If HR used the analytics technology that is available today, they wouldn’t be
asking for a seat at the table, they would own the table.” (p. 2).

Drivers and levels of Workforce Analytics
There are numerous market trends and environmental changes that contribute to the rising interest of
Workforce Analytics. Benchmarking studies, such as IBM’s Institute for Business Value’s (IBV) Unlock the
people equation, have identified a number of internal and external drivers of this growing interest:
Internal factors range from the increasing
importance of traditional HR responsibilities (e.g.
hiring, managing attrition) to changes in strategic
direction. In fact, 80 % of executives say their
company cannot succeed without an assertive,
data-driven CHRO, who takes a strong stance on
talent issues and uses relevant facts to deliver an
informed point of view. (Swartz 2015)

External factors include regulatory requirements
and labor market factors that are changing faster
than it is possible to monitor using intuition and
observation alone.

The above drivers combine with an explosion of data, and better ways to manage and analyze it to create
the perfect growth environment for Workforce Analytics. This is an environment that is only likely to become
more fertile as the near future is set to bring the increasing penetration of Internet of Things (IoT), more
sources of external and internal big data (e.g. from mobile applications or social platforms) and the continuing
evolution of artificial intelligence and cognitive computing. All of these developments will make it possible
to explore entirely new insights.
As in any emerging field, stages of development in Workforce Analytics vary. According to Pease, Byerly
and Fitz-enz (2012) the levels of Human Capital Analytics can be viewed as a mountain as shown in Figure 1.

Anecdotes

Scorecards & Dashboards

Benchmarks

Correlations

Causation

Predictive Analysis

Optimization

Figure 1. Continuum of Human Capital Analytics | Source: Pease, Byerly & Fitz-enz (2012)
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The research presented in this report provides some insights into just where organizations are on this
continuum, and where they anticipate being in the future.

Results of the European Workforce Analytics Maturity Survey
Maturity of Workforce Analytics
As we may have expected, most of our respondents have yet to fully develop their Workforce Analytics
capabilities, although the journey for most has begun (Figure 2). The majority has either started to build (28
%) or is in the process of building (41 %) their capability. However, just one in 50 (2 %) have yet to get started
at all.
28% Started building

41% In the process of building

7% One pilot project

17% Fully developed

2% Not started
6% Planning the first project
From no analytics to fully developed analytics capability
Figure 2. Level of Workforce Analytics capability
Workforce Analytics projects can be delivered by internal resources, external resources, or a combination of
the two. Preferred options from our respondents vary quite considerably (figure 3). Almost one quarter (23 %)
of respondents have no analytics team at all, presumably relying on expertise in other areas of the business
to cover projects, or perhaps they have yet to formalize their preferred resourcing option. Deciding whether
to outsource or insource resource for Workforce Analytics is a key decision for HR and at the moment, the
respondents in this survey are fairly evenly divided on their preferred approach.
Type of HR Analytics function/team
23% Non HR analytics

19% Mostly rely on external providers
26% Full-time, dedicated

7% Fully rely on external providers

26% Part-time, ad-hoc, cross functional

From no HR analytics team to full time dedicated function
Figure 3. Structure of Workforce Analytics function/team
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Although the above data highlight that there is
still much to do to embed Workforce Analytics in
HR, it is encouraging to see that the strategic use
of Workforce Analytics is a priority that is set to
increase (figure 4). Twice as many respondents say
they intend to use Workforce Analytics as a driver
for the business in the next two years, compared to
today.
31.6% Today
63.6% In the next 2 years

Use it as a driver
for business

Figure 4. Main focus for building Workforce Analytics
capabilities

The use of Workforce Analytics as a driver for
business is a key indicator of the strategic importance
of the function. Such strategic importance is further
evidenced by the source of demand for Workforce
Analytics projects. Although demand appears to
come from a variety of audiences (figure 5) with,
as you might expect HR leaders as the biggest
requesters (75 %), more than half of respondents
(52 %) cited board members, and nearly half (48%)
cited line-of-business executives as requesters of
Workforce Analytics.
Top HR leaders

75%

Board members

52%

Divison business leaders

48%

C/D-Level executives

48%

Line managers

21%

Figure 5. Requesters of Workforce Analytics

Methods of Workforce Analytics
One indication of the maturity of Workforce Analytics is the use of tools and methods of analysis. As shown
in Figure 1 (Continuum of Human Capital Analytics) the least mature tools are dashboards and spreadsheets,
with the more mature methods identified as predictive analytics.
Just 12 % of respondents to this survey could be considered at the mature end of the spectrum, as they use
predictive modelling (figure 6). Much more popular methods of analysis are the identification of historic
trends, scenario analysis, using metrics to evaluate workforce performance and advanced reporting, which
were identified by more than half of respondents.
56%

55%

54%

39%

12%

Trend & scenario analysis 56%
Advanced reporting 55%
Performance metrics 54%
Descriptive Analytics 39%
Predictive modeling 12%

Figure 6. Use of analytics methods
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Almost half (48 %) of our respondents rely on spreadsheets, so there is evidently some way to go before the
more sophisticated and effective tools are commonplace (figure 7).

1% No tools for HR Analitycs

48% Spreadsheet (Excel)

30% HRIS report/dashboard

21% Dedicated analytics software

Figure 7. Most typical tools

Why HR is engaging in Workforce Analytics
The reasons that HR is engaging in Workforce Analytics appear wide ranging, with both tactical and strategic
justifications at the top of the list (figure 8). Improving the efficiency of HR processes is identified by almost
three quarters (73 %) of respondents, with the link to broader business outcomes identified by 59 % of
respondents. One of the major benefits of Workforce Analytics is the link to broader business outcomes and
as the methods for analyses develop in sophistication (predictive modelling, for example), we would expect
this more strategic driver to increase in importance.

Increase efficiency of HR processes

73%

Analyze key indicators’ effect on business
outcomes

59%

Analyze possible future challenges

51%

Develop more deliberate HR Strategy

46%

Talent attraction & retention purposes

30%

Saw a general growing interest and did not
want to fall behid the competition

16%

Extend well-delivered analytics capabilities in
non-HR units to HR

11%

Figure 8. Drivers of Workforce Analytics
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It is encouraging to see Workforce Analytics being used not only to assess and improve HR operations
(82 %), but also to support HR (92 %) and wider business strategy decisions (71 %) (figure 9). However, the
potential remains for Workforce Analytics to be a more significant contributor to assessing the viability of
new business strategies (47 %) and develop strategies for competitive situations (61 %).
0

10

20

30

40

50

60

70

80

90 100
%

Measure the cost of HR programs
Assess and improve HR department operations
Always

Assess the viability of new business strategies

Sometimes

Evaluate the effectiveness/business impact of
HR programs and initatives

Rarely

Develop strategies for particular competitive
situation
Support organizational change effort

Never

Contribute to decisions about HR management
Contribute to decisions about business strategy
Figure 9. How Workforce Analytics is used

Regardless of the reason for the use of Workforce Analytics, it appears that the HR function can see the clear
benefits in the approach for much of the full range of HR responsibilities (figure 10). Perhaps unsurprisingly,
workforce planning (69%) is top of the list, with performance management (65%) and talent management
(61%) close behind. Yet to fully feel the benefits of Workforce Analytics, organizations would be well served
to focus on the less frequent applications as well, namely, internal communications (15%) and employer
branding (16%).
69% Workforce planning
65% Performance management
61% Talent Management
55% Employee engagement
53% Compensation and benefits
50% Recruitment
45% Training and development
41% Succession planning
41% Organizational effectiveness
36% Skills and competences assessment
31% Strategic planning
29% Productivity
28% Oragnization design
26% Diversity and inclusion
16% Employer branding
15% Internal / Employee communication

Figure 10. Use of Workforce Analytics across HR responsibilities
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We would expect the application of Workforce Analytics to broaden and deepen still further in the coming
years and this is supported by the investment intentions of our respondents (figure 11). More than half of our
respondents predict an increase in investment in Workforce Analytics, while just under one in 10 (9 %) expect
to reduce their investment. The verbatim comments from participants indicate that investments are likely to
focus on skill development and systems improvements.
36.7% It will remain the same

17.5% It will increase significantly

5.8% We do not have HR analytics
investement planned

3.3% It will decrease slightly
36.7% It will increase moderately

Figure 11. Workforce Analytics investment plan for 2015
Given the wide range in the application and sophistication of Workforce Analytics among our respondents, we
were not surprised to see a similar variation in the budgets dedicated to the function (figure 12). Investment
in Workforce Analytics ranged from no budget at all to more than €500,000, with the largest majority of
respondents either having no budget at all for Workforce Analytics (32%) or less than €50,000 (42%). At the
other end of the scale a very small number of participants (2 %) have a Workforce Analytics budget in excess
of €500,000.

None 32%
Less than € 50,000 42%
€ 50,001 to € 100,000 13%
€ 100,001 to € 500,000 11%
€ 500,001 to € 1,000,000 2%

Figure 12. Workforce Analytics budget for 2015
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What is preventing the adoption of Workforce Analytics?
While there is a remarkable interest in applying Workforce Analytics, HR faces numerous challenges to full
adoption (figure 13). Perhaps unsurprisingly, the biggest challenges concern data integration and the lack
of automation, while a shortage of financial resources is third in the list of barriers. Less of a problem is
interest from HR colleagues, so it appears that at least HR’s own peers are supportive, even if the data and
technology need attention.
0

10

20

30

40

50

60

70

80

90 100

%
Data integritation
Lack of automation

Strong barrier
but manageable

Lack of financial resources
Data quality

Very strong
barrier

Lack of analytics capabilities
Unclear connection between analytics & results

Used to be a
barrier but not
anymore

Lack of defined metrics
Complexity of analytics tools

Not a problem
at all

Lack of interest by HR practitioners
Data production and selection
Lack of top management buy-in

Figure 13. Barriers to Workforce Analytics

Satisfaction with Workforce Analytics
Feedback on satisfaction with Workforce Analytics can also point to areas for improvement or barriers to
overcome (figure 14). Top of the list of areas of dissatisfaction is the current analytic capabilities within the
organization. This has emerged consistently as an issue and is indicative of the traditional skills make up in
HR.
Extremly dissatisfied

Dissatisfied

Satisifed

Extremly satisfied

Neither
0

10

20

30

40

50

60

70

80

90 100

%
Your access to the results
Support of the HR executives for the analytics projects
Your involvment in the analytics projects planning
Support of the company’s executives for the HR analytics projects
Current impact of the HR analytics insight on the HR operations & programs
The current analytics capabilities in your company

Figure 14. Satisfaction with Workforce Analytics
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Overcoming Workforce Analytics challenges
While developing Workforce Analytics capabilities or even executing a single project may seem
straightforward from a theoretical perspective, in reality the challenges are several fold.
1.

Data

First of all, ensuring accessibility, consistency, quality and credibility of data may be challenging, especially
for an organization without advanced data management systems. Even with highly-developed business
information systems, required data are usually stored at multiple sources, which makes data gathering efforts
more complicated. Accessibility of data may be handled by building partnerships with other data centers.
Data credibility issues, for example in case of employee-driven data entry can be addressed by carefully
designed incentives and fostering active employee involvement in the entire process of the analytics project.
Consistency may be solved by reformatting data and applying sufficient statistical methods.
2.

Privacy, security

Another set of challenges encompasses data privacy, security and legal issues. The following case study by
Royal Dutch Shell can offer a good example on how to tackle this matter.
3.

Analytical competency of HR team

Analytical skills are one of the most frequently mentioned barriers to Workforce Analytics adoption. There
are a number of different ways to address this barrier, and it is not always necessary to have these skills inhouse. In the beginning, the use of external resources can be just as effective. External resources not only
include consulting firms, but university professors or PhD statistics students could be also an asset. They
should be able to identify data requirements, propose appropriate analytical methods, reformatting data,
executing the actual analyses and interpreting the results.
4.

Organization Culture

Further barriers to Workforce Analytics may include cultural issues and employees’ discomfort towards
data-driven decision-making. As Davenport, Harris and Shapiro (2010) highlight it, it is important to avoid the
mistake of “Making analytics an excuse to treat human beings like interchangeable widgets.” (p. 58). Making
the objectives, processes and results of Workforce Analytics initiatives clear and transparent throughout
the organization as well as providing opportunities for employees to actively participate in the process may
enhance employee trust and create a positive attitude.
5.

Stakeholder management

Finally, involving stakeholders and developing a well-functioning partnership with other concerned functions
may also be a challenge in the beginning of the process, when possible benefits are not yet clearly defined.
Carefully choosing the most crucial and pressing business issue with the highest possible impact on desired
business outcomes may be the best way for generating interest and the necessary support to initiate the
process.
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Marcello Melpignano is head of a 24-strong team all around the world responsible for corporate data
privacy.
He shared Shell’s view on data privacy at the Workforce Analytics Summit in Amsterdam on 3-4 March, 2015
where he highlighted how data privacy eventually opened the doors to HR Analytics for the corporation,
effectively proving that it is entirely possible for a business to turn data privacy concerns from obstacles into
stepping stones while fully harnessing the benefits of Workforce Analytics. Shell’s journey in the realms of
ensuring data privacy began over 20 years ago, but the topic itself has only begun to attract intense attention
in the past 7 years, ever since the European Union’s laws on data protection have become increasingly
restrictive, which required Shell to up their game in terms of adapting to and benefiting from the new rules.
As Mr. Melpignano remembered, data privacy at Shell used to be viewed as an obstacle and a potential
source of risks in terms of data protection control. In the past six years the company has come around
from that perception to seeing data privacy as a means to become enablers. But what do they mean by
that? By understanding the importance of implementing proper data privacy regulations and how it helps
meeting the customers’ needs, Shell was able to set up the necessary IT infrastructure and ensure that the
system works in all the 90+ countries Shell is present in. Of course, companies need to comply with more
superior regulations than their own corporate data privacy laws, and it is bound to be difficult in some cases.
However for Shell, instead of creating more issues the European Union’s legislation on data protection has
given them a solution; by law, data collection needs to be linked to a valid business case. Thus when asking
for personal data, companies must in return have information ready on the whys and also on what they are
planning to do with the gathered data. Authorization - defining access and ownership of the data elements
- is also an important practice at Shell. Corporate rules and EU regulations permit data transfer between
countries as long as it stay within the corporation, Mr. Melpignano explained, and Shell was the first company
to adopt this kind of data sharing between its affiliates. The journey from obstacles to authorization provides
a strong basis for analytics, which lets Shell to create a safe IT infrastructure and enables executives to make
decisions based on anonymous rather than individual data.
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Summary of research results
This survey provides useful insights into the maturity of the Workforce Analytics function, and the picture is
certainly mixed. Although a few respondents claim they are yet to get started, not many more organizations
are at the other end of the continuum with a fully developed Workforce Analytics function.
The good news is that the trend data are clear that the specialism of Workforce Analytics is only likely to
grow, with the majority of organizations indicating expansion in the future. As more organizations set up
Workforce Analytics functions and begin to see the benefits of evidence-based decision making, we are
likely to see greater use of sophisticated analytic approaches.
For those who may be at the beginning of this journey, the next chapter reveals some practical advice
organized into a practical framework.

Demographics of research participants
From Europe, 255 respondents participated in the research.
The majority of participants represented large organizations with more than 1,000 employees locally (Figure
15) and 10,000 globally (Figure 16).

17% 0-199

7% 0-499

11% 200-499

3% 500-999

15% 500-999

25% 1,000-9,999

57% 1000+

65% 1,0000+

Figure 15. Local size of represented organizations
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There was a quite balanced distribution of respondents among different regions of Europe (Figure 17).

13% UK & Ireland

2% France

9% Scandinavia

11% Mediterranean

13% Benelux

30% CEE & CIS

12% DACH

10% Other

Figure 17. Region of represented organizations

The finance/insurance, the fast moving consumer goods (FMCG) and the manufacturing industries were the
most represented in the research (Figure 18).
38% Finance / Insurance
33% FMCG
26% Manufacturing
15% Telecoms
15% Oil & Gas / Energy
15% IT
15% Healthcare
13% Chemicals
10% Automotive
9% Consulting
7% Professional Services
7% Media
6% Shipping / Logistics
6% Aviation
3% Sports
3% Public Sector / Goverment
3% Hospitality / Tourism
3% Education

Figure 18. Industry of represented organizations
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The majority of respondents hold a leadership or managerial position (Figure 19).

6% C-Level

7% Analyst

12% VP

9% Other

43% Director / Head of
23% Leader / Line Manager

Figure 19. Seniority level of respondents
More than half of respondents are involved in requesting data analysis, transferring results to decision
makers, interpreting data and making decisions based on the results. Fewer participants are in charge of
data quality and assurance, as well as performing reporting, and conducting data analyses (Figure 20).
Interpret data and make decisions

61%

Request data analysis

55%

Transfer results to decision makers

50%

Conduct data analytics

40%

Perform reporting

38%

In charge of data quality and assurance

24%

Figure 20. Involvement of respondents in Workforce Analytics
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