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Workforce Analytics for Impact

Overcoming challenges in building HR analytics functions and
harnessing the true power of your workforce data.
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Definitions

Data-Information-Knowledge Hierarchy

* Workforce Analytcs (WA) involves
quantitative and qualitative analyses of row
data or information concerning the
Individuals employed by an
organization, their tasks, roles,
relationships, and contributions to
organizational outcomes. N

* [t explores how individuals collectively
engage in their work, the impact their
work has on them, and their
contributions to job, team, unit and
organizational performance //
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DECISION RISK

Source: Nygaard and Minbaeva (2020)




hase 1: Ask the right questions
hase 2: Collect the right data

nase 3: Conduct the right Analyses
hase 3: Influence the right decisions
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Push & Pull
Push factors

 Relevant proper knowledge,
skills, abilities, and other
characteristics (KSAOs)

 Data quality procedures and
processes in place

» Ability to partner with the
business.

Pull factors

 Analytical Requests Derived
From the Digitalization of
Business Processes

 Analytical and Data-Driven
Culture
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Levels of WA Capabilities

Analytical
Competencies:

Aspiring

Uses reporting tools via HCM
interface, basic visualization
skills. is an Excel superuser.

Established

Enables trusted diagnostic
reporting and delivers insights
via dynamic Bl tools.

Advanced

Bespoke predictive analytics,
produced with SPSS, Stata, R,
Python, or similar software; open
to experimentation with Al and
ML.

Data Quality and

At best, uses clean and reliable

Uses data from multiple sources,

Uses structured and

Processes: data, typically from just a single | which are organized and unstructured data from across
source (e.g., HCM system). transformed within a single business functions, with high-
environment, e.g., DW/SQL. volume data processing tools.
Business Delivers basic HR reporting Offers advanced insights to Influences business planning or
Partnering leading to increased leaders and HRBPs that may HR strategy. Offers tactical
Ability: understanding. guide some operational and sparring and hypothesizing

Limited decision-making impact.

tactical decision-making.

about foreseen HRM issues.



Organizational Demand for WA

Analytical Requests
Derived from the
Digitalization of
Business Processes:

Low

Reporting figures (e.g., head
count trends, hires, promotions,
and exits), internal comparisons.
Teams or functions review HR
data

Medium

Linking HC KPIs to organizational
priorities (e.g., time to hire).
Linking HC practices to costs
using external benchmarks,
insights into employee
experiences.

Functions or BUs apply insights.

High
Knowledge about internal
collaboration patterns and
networks.
Linking the root causes of HC
issues to business outcomes.
Forecasting, simulating HC
impacts of business scenarios.
BUs or enterprise adapt
significant changes.

Analytical and Data-
Driven Culture

Limited implementation of data
and analytics for decision-making.
Decisions based on personal
experience rather than evidence.
Reactional decision-making
processes.

Functional or BU decisions based
on data and analytics.

Analytics focus on answering
functional or unit challenges.
Analytical and data-driven culture
enacted by functional or BU
leader.

Strategic business decisions
encompass data from all facets
of the organization.

Al and ML outputs highly
influence strategic decision-
making and change management
activities.
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“BEING DIGITAL"
Digitalization is about the creation of
information-enriched customer = _
solutions delivered as seamless, ¢

personalized customer experiences
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Ao N;gme“ “DOING DIGITAL"

Digitization is about achieving
operational excellence using
the advances offered by
digital technologies.

Workforce Analtics



Automation vs augmentation
Al-based automation is a choice driven by arguments regarding rationality and
efficiency.
Augmentation, on the other hand, is a co-evolutionary process during which
humans learn from machines and machines learn from humans

There are paradoxical tensions between augmentation and
automation

Overemphasizing one of the two will have negative organizational |
and societal outcomes.

With the arrival of digital technologies, focusing on individuals
alone may be too limited.
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HR transformation | GenAl has the potential to drive about 30% increased

productivity across the HR value chain in the near term

— Anticipate — |

HR
activity A3 strategy
. and planning

categories
HR strategy,
strategic

Example workforce

e s planning,

activities .o
organization
design, exit
management

Share

of total 10-20%

HR time?

GenAl

potential

efficiency

gain?

Source: BCG analysis.

Note: DEI = diversity, equity, and inclusion

Attract i |

HR admin and
shared services

Recruiting and

resourcing

Employer First-level support,
branding, onboarding,
recruitment, payroll
international administration,
placement data management,
programs reporting
10-20% 20-30%

9 9

Compensation

and benefits

Job grading,
compensation
and benefits
policies, rewards
and recognition

5-10%

Develop

Learning and
development

People
development,
training design
and delivery

10-20%

BCG

b Engage —

Performance
and career
management

Employee
engagement

Employee
relations

Performance Retention Trade unions,
management, management, work councils,
career and DEI, organization  labor law issue
succession development and  resolution
planning, change
international management
placement
10-20% 5-10% 5-10%
h B Total
~20-30%
B <10% D ~10-25% @ ~25-50% @ >50%

‘Estimates based on BCG's support function benchmarking data for the past five years (June 2023). *Estimates based on potential efficiency gains from automation of processes addressed by GenAl tools, on the basis of the anticipated maturity of GenAl tools
n the next 6 to 12 months; average figures, subject to variation depending on industry and company specifics including degree of current digitization and where activities occur today.




AutoML changes the mix of talent needed.

I Data-science expertise [ Business-domain knowledge

Data- i ‘
science Business Data Data

workflow understanding understanding  preparation Modeling Evaluation Deployment

Effort
today

Effort
tomorrow

Heavily affected by AutoML




Value capture
Decreasing the cost of human capital

Doing things

right Doing the right

Doing things

better Doing things

differently

Doing things to —
become

successful kyPoing things to
stay successful

Value creation
Increase human capital value in use
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Disrupted HR?
Dana Minbaeva

Dpertrss of Strategy and Insmvsion, Copenhagen Busines Schord, Deark

ARTICLEINFO AESTRAGCT

3 In this paper, 1 discuss possible avenmes for futare research aimed at bridging the research-
Stratgic: HR practice gap on the toplc of dlsnuptions In human resources (HE). | focus on theee global

Dimgptios. mega-trends—the flexible workforce, the digitalization of business models, and artificial inelli-
F“”I:““""""‘ gence and machine lesming —and examine thelr influence on the Beld of human ressurce
E,‘:”" management (HEM) in general and In the context of the COVID-19 pandemic. T discuss why HRM

research has averlooked potential paradigm-shifting possibilities that could ultimately equip HR
pructitioners with the knowledge needed to respond to disnspeions cased by these megs-mends.

ntroduction

“Désruption™ the Cambridge Dictionary defines it as “an interription in the nsmal way that a system, proces, or event warks,” and
a5 something that prevents the system, process, or event, from “contiming as tsaal or as expected” (Cambridge Dictionary, 20200
Mamerous constltancy reports wam haman resources (HR) profssionals about the need to deal with distuptions, sach as the digital

revolition Som, artificial i AT, and the like. In fact, the term * ok HR ¥ tos capiure
the d ity hamges in wark, the workforce, and the warkplace that must take place to clase the gaps
between 2 and employess’ current skills. Within organizations, leaders are preoccupbed with business

transformations and demand support from HR in making those transformations happen. In 2017, Deloitte’s Global Himan Copial
Trends report provided the results of a survey of more than 10,000 HR and bsiness leaders, which confirmed that these demands are
viewed d that HR has to play in closing the gaps amaong technalogy, individuals, businessss, saciety, and
governments (Deloitte, 2017; see Fig. 2in The repart that all R needs to do s rewrite its own rales. Three years and
thomsmds of failed bisiness transformations lates, HR professionals still do not know which rales should be rewritten and why. What
are the di What i being disrupted? Why should HR pay attention and rewrite the mbes?

Tn their search far answers to these questions, HR professionals turn to researchers in the field of human rescurce management
(HRM)—researchers who stady the processes of applying and g policies, methods and programs
relating to the individaal in the crganization” (Miner & Crane, 5). Unfortunately, a5 a research field, HRM has more questions

th ; by th special issues on the top ion, and - -
in the leading HR-related journals (see, e.g., the calls for papers for Human Resource Manggement special issues an “Strategic Human
Resource in the Era of " and “The E of Wark and O

Frameworks and Future Directions™). The ressarch-practice gap on the topic of dismptions in HR is wide and broadening (Deadrick &

, 200%; DeNisi, Wilson, & Biteman, 2014).

This paper akms to ientify possible avermes for Futare research with the abm of bridging the research-practice gap on the toplc of
i % & Gilian, 2007), my starting point liss in the practice space. Specifically,

in R, In contrast o previ

4 February ised form 18 November 2020; Accepted 25 November 2020
10534822, 2020 Elsevier Inc. All rights reserved.
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dana.minbaeva@kcl.ac.uk
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This is a chapter from the forthcoming book
“WORKFORCE ANALYTICS: A GLOBAL PERSPECTIVE”

edited by Martin Edwards, Mark Huselid, Alec Levenson and Dana Minbaeva.

Chapter 7
Building the Workforce Analytics Function
Steven McCartney, University College Dublin, Ireland

Dana Minbaeva, King’s Business School, King’s College London, UK: and Copenhagen

Business School, Denmark.
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