


Executive summary

Adoption is high,
but people, process,
and technology 
confidence lags

Workforce analytics is going mainstream. 89% of 
organizations say it’s already part of their planning process. 
But there’s more to the picture. As with any technology 
adoption, scant knowledge and oversight create risk since 
organizations could dive in without a full understanding of 
how to approach it with confidence.

So, how do you get this right first time? We spoke to more than 400 decision makers in human resources (HR) and 

finance about these and other challenges around workforce analytics. Respondents were from organizations with 

1,000 employees or more, located in the UK and the US, and across more than a dozen industries.

In this report, we’ll share what companies have learned as advanced adopters and share this insight for the benefit 

of those that are just starting on their journey. The study found that 21% of organizations are still at the early stage of 

piloting workforce analytics. Our aim is to guide you through the pitfalls to developing this now essential capability 

for extracting value from data and better understanding your workforce.
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89%

of organizations 
are already using 

workforce 
analytics 



Data is only as good as the people interpreting it. 

Insight from workforce analytics should be meaningful 

to business leaders and be available in a timely way to 

inform decisions. This is harder to address than 

process and technology, but there are options. Your 

Financial Planning and Analysis department could 

provide capability in the short term or you could 

outsource. That said, mature organizations know that 

workforce analytics has strategic value over the long 

term and should be a capability that you master 

in-house.

Building a workforce analytics capability is the 
first step on a journey to a new, forward- 
looking approach called Organizational 
Planning and Analysis (OP&A). 92% agree that 
HR should have this capability. We know this 
takes time but there’s nothing to stop you 
starting now. The better you plan it, the 
quicker you’ll get there and the fewer 
challenges you’re likely to face.

Most organizations think they can use their existing HR 

system of record for workforce analytics, but resort to 

using spreadsheets when they realize this isn’t the case. 

You can’t run your business this way. It’s slow, siloed, 

and prone to mistakes. Some business functions have 

made good use of data and technology to advance their 

capability, for example Marketing, but HR is behind in 

this regard. Overall, most organizations still have an 

underdeveloped capability for workforce analytics1.

Producing insight on your workforce shouldn’t be an 

onerous task that requires several people to manually 

create a ten-page spreadsheet. Workforce analytics 

needs software that can quickly aggregate and visualize 

data but it shouldn’t be exclusively about analytics. 

Once you’ve got that in place, you’ll be ready to move 

on to scenario modeling, and the software you choose 

should have that capability too.

We found that HR and Finance both see themselves as 

responsible for workforce analytics, but there’s a huge 

gap in how well each side thinks they collaborate. 

Finance thinks collaboration is lower (25%) than HR 

does (45%). They agree there’s some sharing of data 

(53%), although that data is likely to need cleansing 

(27%), but only 28% say they have joined up reporting 

systems and tools.

Organizations need people 
with analytics skills

Spreadsheets still dominate 
workforce analytics

We know that macro-environmental factors are 
driving the awareness and adoption of 
workforce analytics. Whether it’s cost reduction, 
compliance matters such as gender pay gap, 
the changing nature of work or disruptive 
economic circumstances such as Brexit, 64% of 
businesses believe it’s important that their 
workforce is aligned to their operating model 
and investment strategy – but only 44% can 
truly say it is.

Most organizations know people analytics is no longer 

a nice-to-have but they don’t have the confidence to 

make use of data or to begin looking at their workforce 

in a di�erent way – to consider ‘work and value’ 

instead of ‘people and cost’. We know making this 

change is di�cult but there are a few things in 

particular that aren’t helping:

1 Corporate Research Forum (2017) Strategic Workforce Analytics, p. 30. Only 7% of organizations have reached a reasonably advanced HR analytics capability.

HR and Finance are not 
collaborating
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28%
of HR and Finance 
departments say 
they have shared 
reporting systems

Only



92%

of organizations 
think HR should have 

a forward-looking 
capability (OP&A)
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“With the war for talent raging, and the concepts of work and productivity 
shifting, workforce and organizational planning is coming into its own as a 
strategic investment. No longer can enterprises think of organizational 
planning as the headcount line item in their yearly budget. No, executives and 
managers must think more strategically about their workforce as a framework 
for driving innovation and improving the bottom line.”

Conner Forrest, Analyst
451 Research



Meet challenges with
data-driven confidence
and capability

If you asked them to show you how their workforce contributes 
to the bottom line, most organizations wouldn’t be able to tell 
you in any detail. Viewing people in terms of role and cost 
instead of work and value mean they’re unable to link 
individual productivity to business outcomes. This lack of 
insight is costing organizations a fortune through misdirected 
cost cutting programs, role-based recruitment, and team 
ine�ciencies.
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We know that data-driven decision-making leads to 6% 

higher productivity and 4% higher profits2. But only 

42% of finance professionals and 71% of HR 

professionals say they have visibility of people data3. 

Anecdotally, organizations have known this for years 

but there has been little progress in developing a 

systematic, collaborative approach to workforce 

analytics.

This is reflected in the fact that only 15% of CEOs have 

changed a business decision in the past twelve 

months as a result of people data, according to 

Gartner4.

When we asked survey respondents about the 

business challenges they face in the next 12 months, 

the two leading concerns were cost reduction (56%), 

and governance, risk, and compliance (49%). 

Interestingly, these findings di�ered by country. In the 

UK, governance, risk, and compliance topped the 

agenda (57%), driven by the uncertainty surrounding 

Brexit, while cost reduction was the biggest driver in 

the US (64%).

These and other drivers such as diversity and 

inclusion, digital transformation, and market expansion 

mean that 91% agree modeling will be important for 

planning in the future – but only 31% say they can do it 

well today.

56%

say cost reduction 
is their biggest 

challenge

2 MIT Center for Digital Business (2011) Strength in Numbers: How Does 
Data-Driven Decision-making A�ect Firm Performance? 
http://ebusiness.mit.edu/research/papers/2011.12_Brynjolfsson_Hitt_Kim_Stren
gth%20in%20Numbers_302.pdf
3 Chartered Institute of Personnel and Development (2018) People analytics: 
driving business performance with people data, p. 14 
https://www.cipd.co.uk/Images/people-analytics-report_tcm18-43755.pdf
4 Gartner (2018) Leaders Need Talent Analytics and Insights to Drive Change 
and Improve Organizational Performance 
https://www.gartner.com/doc/3884365/leaders-need-talent-analytics-insights

Top challenges
for businesses

in the next 12 months

56
%

Cost reduction

49
%

Governance, risk, and compliance

45
%

Digital transformation

35
%

32
%

Market expansion

Diversity and inclusion

Total US UK

64 %

41 %

37 %

38 %

33 %

48 %

57 %

52 %

31 %

32 %
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Although workforce analytics is rising in popularity, 

capability is not keeping pace. Despite organizations 

placing high importance on their workforce being 

aligned with their operating model, only 44% are 

confident this is the case. Even fewer think they 

could reorganize quickly (38%), although they say 

this is important (52%). But when you look at the top 

10% of adopters, confidence in workforce alignment 

rises to 68%, as does confidence their ability to 

reorganize (45%).

If we look at the current state of readiness, 

organizations report good capability at the earlier 

stages of maturity. They feel relatively well equipped to 

provide headcount cost analysis (43%) and produce org 

charts (39%), but when we look at activity analysis, 

scenario modeling, and organization design, capability 

begins to decline (35%, 31%, and 25% respectively). This 

is not the case with advanced adopters, whose 

confidence is significantly higher (53%, 53%, and 40%).

The first step to building capability is being able to 

quickly collate and combine data from many di�erent 

sources and in multiple formats.

But the survey found most organizations still struggle 

with this and aren’t sure they can rely on their data. Only 

27% say they can aggregate and cleanse their 

workforce data.

Top 5 projects being worked on

62

52
68

Diversity
reporting

50

27
65

Gender pay gap
reporting

44

32
51

Headcount
reduction

43

37
47

Headcount
reallocation to
new areas

43

24
55

Minimum wage
reporting

TotalUKUS

Fewer than half of respondents feel well placed to provide 
answers to key questions asked by the business

Are the right 
employees doing the 
right work to deliver 
strategy?

Where do we have risk 
exposure?
(e.g. Gender pay gap)

Is our top talent 
focused on the most 
critical work?

48 % 46 % 45 %

Where are we 
ine�cient?
(e.g. Are senior employees 
focused on transactional 
work?)

44 %

How quickly could we 
reorganize?

38 %

Is our workforce 
aligned to our 
operating model and 
investment strategy?

44 %
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“Ensuring you have reliable 
data to conduct your analysis 
should be your top priority. 
By using the OrgVue 
diagnosis process, we 
improved our data accuracy 
by more than 30%, increased 
business confidence, and 
boosted credibility for the HR 
and Finance teams. 

All of this strengthened 
alignment between the 
organization design project 
team and the broader 
enterprise.”

Shawn Zimmerman

Kellogg’s
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Better together:
collaboration between
HR and Finance

An EY study found that there’s “a powerful link between a 
business’ performance and the extent to which its HR and 
finance leaders collaborate.”5 

When we asked decision makers from each department about their responsibility for 

workforce related tasks, we found their views di�ered considerably. While both agreed 

that responsibility for getting the right people with the right skills working on the right tasks 

falls squarely to HR, this was less clear cut for analyzing the workforce, with 54% saying 

Finance should be responsible for this rather than HR (56%).

When asked about strategic workforce planning, Finance said they should own it (55%), 

while HR said it should clearly be them (76%).

There was also division over who should control workforce costs. 55% of HR managers 

thought it should be them, but Finance overwhelming voted that they should own costs 

(88%). Interestingly, 63% of HR managers agreed with them. Given these findings, it’s not 

surprising that both HR and Finance managers agree more needs to be done to improve 

collaboration. 
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5 EY (2014) Partnering for Performance: the CFO and HR, p. 4



This could be because Finance typically has little visibility 

of people data but when it comes to workforce analytics 

for financial planning (FP&A), this information is critical. 

Consequently, 54% of Finance leaders think they should 

own this, but HR leaders resist this view (76%).

If we look at information sharing, HR and Finance agree 

that they are reasonably good at sharing data (53%) but 

that any advantage gained through collaboration is 

undermined by the fact that only 28% of respondents 

across departments have reporting systems and tools that 

connect.

WP&A activities are seen largely as the responsibility of HR over Finance, especially when it 
comes to getting the right skills and determining future needs. HR professionals in particular see 
these tasks as their domain, with the possible exception of managing workforce costs. However, 

finance professionals take a more divergent view of who is responsible for WP&A activity.

TotalFinanceHR

Analyzing the current workforce

67

76
56

42

33
54

Determining future workforce needs

68

78
63

37

26
49

Identifying gaps between the present workforce and future needs

67

76
56

35

25
45

Getting the right people with the right skills working on the right tasks for the business

72

83
70

29

19
33

Managing workforce costs

43

55
23

71

63
88

HR Finance

62

76
50

45

35
55

Planning the workforce needed to deliver the business’ goals and strategic plan

45% of HR felt they had
a good working relationship 
with Finance, while only 25% 
of Finance felt the same.
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Share data on 
an ad hoc basis17 %

Do not
share data2 %

“There is a powerful link between a 
business’ performance and the extent 
to which its finance and HR leaders 
collaborate. CFOs and CHROs that 
partner well will gain a competitive 
advantage over their peers.”7

This point is reinforced in the EY study, which 

concludes “the way a company understands, 

measures, and manages its people will be closely 

linked to the organization’s performance. CFOs and 

CHROs that partner well will gain a competitive 

advantage over their peers.”6

If organizations are to make headway with workforce 

analytics, collaboration between HR and Finance is 

essential. This doesn’t mean the ad hoc collaboration 

we see today, but systemic collaboration that is cultural 

and process-driven with dual lines of reporting.

6 See note 5
7 See note 5
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To what extent 
do HR share data 

with Finance?

Share data on
a regular basis53 %



Escaping ‘dreadsheets’:
software adoption for
workforce analytics

55% of respondents said that technology is a barrier to 
conducting e�ective workforce analytics, yet they continue to 
trudge through unwieldy spreadsheets that fill them with 
dread. Or they improvise with their HR systems, even though 
these have limited analytics capability at best.

Advanced adopters of specialist software know this capability 
should sit on top of their HR system and pull data from there 
and other sources. But if so many organizations say they’re 
already using or trialing specialist software, something unusual 
is going on.
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Using in some 
areas but not in 
others

34 %

7 See note 3

When you dig beneath the surface, it becomes clear. 

They are only using it for routine tasks such as 

aggregating and cleansing HR data (45%), and 

headcount cost analysis (41%).

When it comes to activity analysis, many are making do 

by using o�ce software such as spreadsheets (48%). 41% 

still use manual tools such as PowerPoint to build org 

charts, which can take an age and are one-o�s.

Capability around modeling is even lower and 21% say 

they have no capability at all in this area. Independent 

research has found that only 21% of HR professionals are 

comfortable with modeling and just 6% say they have 

time for it day-to-day7, despite the fact that modeling 

could be decisive in addressing their biggest challenges.

However, 10% of respondents say they use workforce 

analytics software extensively and this shows in the 

survey findings. There’s a clear correlation between 

those organizations and having a stronger capability 

for workforce analytics. For example, 73% say they can 

provide reliable headcount cost analysis – double 

those that are only using it occasionally (36%).

This gap in confidence widens when related to more 

complex tasks. 60% of those using software 

extensively have confidence in their ability to easily 

map people to positions, versus 20% that use it 

occasionally.

Tools used to perform
workforce planning tasks

Specialist software O�ce software
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Considering24 %

Running pilots/
testing21%

Have adopted
extensively10 %

Not using07 %
Don’t know2 %

Use of
workforce analytics 

software within
the business

Specialist software capabilities:

• Integrate and aggregate multiple data sources

• Cleanse data to improve accuracy

• Prepare reports out of the box

• Visualize data

• Analyze data

• Prepare organization charts

• Model a range of organization scenarios

• Perform comparative analysis between datasets

34%45
%

36%38
%

Aggregate and
cleanse HR data

Model di�erent
scenarios

38%62
%

Design
roles

37%51
%

Produce
org charts
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Perhaps most importantly, they have shifted their mindset from ‘people and 
cost’ to ‘work and value’. Their modeling capability is twice that of 
organizations using o�ce software (53% vs 26%) and these organizations are 
also on a di�erent level when it comes to organization design (40% vs 20%). 
They’re well on their way to OP&A – but software alone is not enough. 

Our survey shows those that have adopted specialist software for workforce 
analytics have an advanced capability for workforce planning across the board:

They’re clearer on their risk exposure (58% vs 

49%), so are in a better position to do 

something about it

4

They’re twice as capable at analyzing 

headcount costs (73% vs 36%) and three 

times better at matching people with 

positions (60% vs 20%)

1

They’re twice as good at activity analysis 

(53% vs 28%)
3

They can produce org charts far more quickly 

than those using o�ce software (58% vs 33%) 

and are far better at aggregating and 

cleansing data (48% vs 21%)

2



Analytical capability is 
strongly reliant upon a 
clearer appreciation of 
technology and how it can 
provide quality data.

This is crucial for 
organizations looking to ‘up 
their game’ in workforce 
analytics – without it insights 
are going to be di�cult to 
obtain.

Dave Millner

HR Curator

M A K I N G  P E O P L E  C O U N T  •  1 5



Acquiring people skills
for mastery of analytics

Every major business transformation comes down to how well 
organizations address the people-process-technology 
equation. We’ve looked at process (collaboration) and 
technology (specialist software). We now turn to the 
importance of having the right people to develop your 
workforce analytics capability. The irony is that what’s holding 
back people analytics the most is the lack of people skills. 
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Tech

Processes

People
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62%

say skills is the 
biggest barrier to 

workforce analytics

Mature organizations know that workforce analytics should be a capability that’s built and mastered in-house, 

because it gives HR and Finance a seat in the boardroom. What Finance already has in FP&A, HR needs in OP&A. 

With this new forward-looking competency, organizations will be in a far better position to ride the waves of 

disruptive change.

HR typically focuses on softer aspects such as culture 

and employee engagement. An analytical mindset is 

typically absent, even though this could transform 

talent acquisition beyond recognition.

HR professionals themselves agree with this: for 62%, 

acquiring the right skills is the single biggest barrier to 

better workforce analytics and the most di�cult to 

overcome.

By contrast, Finance has built a capability for analytics 

to conduct FP&A and it’s an accepted part of finance 

work in general. HR doesn’t see itself as ‘analytical’ but 

this has to change if the function is to survive. But it will 

require cultural change and higher investment, since 

workforce analytics is fundamentally about skills.

So, how can organizations begin to address the skills 

shortage? There are three options:

HR could partner with Finance to fill the gap in the 

short term, so you can build capability now

you could outsource your workforce analytics, 

although this defers building your own capability

you could bring in expert help to reskill people and 

hire talent to build capability internally over the 

long term.

1

2

3

Partner with finance Outsource Reskill and hire talent

Building analytics capability



OP&A:
becoming future ready

While 92% of businesses say they aspire to Organization 
Planning and Analysis (OP&A), they are at di�erent stages of 
the maturity journey, with the majority still at an early stage of 
development. OP&A is not yet within reach of any but the 
largest organizations, yet there is a clear appetite for “continual 
and advanced analysis and planning”, with 48% of respondents 
claiming they do this today.
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The focus for many organizations is how to go 

from HR analytics for operational purposes to 

activity analysis for planning purposes. This is 

the first meaningful step towards OP&A. 

Our research suggests that building solid capability 

around workforce analytics is what is on the mind of 

most organizations, beginning with appropriate 

technology foundations and basic practices such as 

data aggregation and cleansing. Building capability for 

organizational modeling and planning is likely to be 

the next priority and will require a more developed 

technology stack as well as systematic processes.

When considering how HR can be more future ready in 

terms of planning, budgeting, and forecasting, Finance 

provides a good model. Finance operations is 

responsible for accounting and reporting, but it’s 

Financial Planning and Analysis (FP&A) that prepares 

the business for the future. 

This team’s talent is highly analytical; they develop 

plans, analyze commercial performance, run models, 

and provide insight to support investment.

Organizations know that 
OP&A holds the key to 
crucial questions, such as:

How should we redesign the 
business to better deliver on 
strategy?

How do we know who’s doing 
what work and who should be 
doing it? What skills are we 
lacking?

What is our people cost today 
and how is it likely to look in 
the future? Does this track 
against plan? Is the plan right?

How can we make decision- 
making less bureaucratic and 
streamline the work we need to 
do to sustain the business?

Where can we make e�ciency 
savings in headcount, 
processes, or by location to 
support our long-term goals?
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Today, HR has strong capability in managing 

day-to-day activities including recruitment, 

onboarding, remuneration, training, and 

progression to exiting. Like financial control, 

it’s the life blood of any business. What it 

lacks is the equivalent of FP&A. 

This new HR function must be forward-looking and 

capable of planning, budgeting, and scenario analysis 

of new opportunities. It has a duty to see what’s 

coming and to prepare the workforce for the future. 

This is OP&A.

But for HR to up its game on forward planning, it needs 

to up its investment. Finance spends 25% of its budget 

on FP&A on average, whereas spending on workforce 

analytics is half that (13%), and HR spends even less 

(10%).

When we look at how that breaks out, almost half 

(49%) goes on people and outsourcing, reflecting the 

‘people and skills’ barrier. Almost as much is spent on 

training (22%) and technology (25%). Of the 

organizations we spoke to, 20% couldn’t say how 

budget for workforce analytics was spent.

In the longer term, we expect organizations will look to 

bring planning and modeling activities in-house, which 

should improve adaptability and lead to a sustainable 

model for data-driven organization design. 

By reshaping their approach to Organization Planning 

and Analysis, organizations can support HR and 

Finance in adopting a more strategic role within the 

business and encourage greater collaboration 

between stakeholders to ensure the long-term health 

of the business.

HR Operations

Finance Operations Financial Planning
and Analysis

H
R

F
IN

A
N

C
E

Day-to-day and backward-looking

Continuous processes that are necessary to sustain 
the business but do not drive strategic advantage

Forward-looking

Organizational Planning
and Analysis
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Strategic planning that anticipates market changes 
and prepares the organization for the future

• Workforce visualization and analysis

• Scenario modeling and comparative analysis

• Activity-based costing and management

• Organization design

• Future talent planning e.g. succession planning
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Use purpose-built platforms for the analysis 

and modeling of data from any source
4

Budget for the ongoing work

of the OP&A team
5

Take a collaborative approach and work 

together with FP&A teams, sometimes with 

dual reporting lines

3

Put analytics at the heart of OP&A, which is 

data-led with proven methodologies

and has a results-driven focus

2

Start with a small, multi-skilled team. 

Address skills gaps with support from 

Finance, other parts of the business, and/or 

outside experts

1



Contact us

www.orgvue.com

info@orgvue.com

showcase/orgvue

@orgvue


