
Five Essentials of a 
Data-Driven HCM Organization
2019



Five Essentials of a Data-Driven HCM Organization

©2019 Brandon Hall Group. Licensed for Distribution by Oracle Human Capital Management.  Learn more: oracle.com/hcm 2

Contents Introduction 3

Build a Curious, Creative, Business-Savvy Team 4

Appoint a Leader to Own Data and Analytics 5

Make Data Literacy a Critical Competency 6

Provide Wide Access to HCM Data 8

Ensure Data is Clean and Consistent 9

Conclusion 10

About Brandon Hall Group 11

https://www.oracle.com/applications/human-capital-management/


Five Essentials of a Data-Driven HCM Organization

©2019 Brandon Hall Group. Licensed for Distribution by Oracle Human Capital Management. Learn more: oracle.com/hcm 3

Our systems are not advanced enough to support it

Lack of interest from leadership

Lack of funding/budget

Lack of analytical skills in our workforce

Our culture does not support it

Introduction

In today’s digital and global economy, employers face complex and difficult decisions on how to develop, reposition and 
re-skill their workforces at the speed of business — without making mistakes.

Traditionally, talent decisions have been subjective and vulnerable to bias. Brandon Hall Group research shows that 
even when talent decisions are data-driven, 70% take a retrospective approach — trying to understand what has 
already happened. While that’s important, the full potential of data can’t be realized until more organizations leverage 
it to determine what is likely to happen or what should happen based on the business situation and objectives. In other 
words, the use of data must evolve from descriptive (what happened) and diagnostic (why it happened) to predictive 
(what might happen) and prescriptive (what should happen).

For HCM functions to have real business impact, they should use analytics to anticipate the future and have the 
right talent on hand at the right place at the right time. They must become data-driven organizations. This cannot be 
achieved until sophisticated talent analytics becomes part of an organization’s DNA. For many employers, that requires 
transformation. This report explores five essentials for a data-driven talent organization.

Biggest Obstacles to Becoming 
a More Analytically Driven Organization

Source: 2019 Brandon Hall Group People Data and Analytics Study
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Build a Curious, Creative, Business-Savvy Team

Most HCM teams track and analyze metrics, using key performance indicators such as 
engagement rates, retention rates and time-to-proficiency. 

Data-driven organizations go far beyond that. Their HCM teams are curious, critical thinkers 
willing to ask tough questions about the organization’s talent needs. For example: “Why are 
elite job candidates not choosing us more often?”; “Why are we losing so many new hires 
within the first year of employment?”; or “Why don’t more employees take advantage of 
learning opportunities?” Then they dig into data to glean insights that help the organization 
find solutions to their talent challenges. 

Employers need HCM leaders and professionals willing to disrupt the status quo and think 
creatively about how business challenges are solved through human capital management. 
That requires a clear understanding of the business and how it operates, plus the ability to 
leverage data and analytics to forge innovation.

Not all HCM professionals are wired this way, however. They have to be willing to learn and 
change their approach or leaders must import people from other functions who are business-
savvy and data-driven.

Descriptive

Diagnostic

Predictive

Prescriptive

Tells “what happened”

Tells “why something happened”

Predicts “what might happen”

Suggests “what we should do”

You must know what happened before you decide how to act. This data must be collected, but it’s information, not insight.

Can answer questions such as “Why are so many high-performing employees leaving the company?”

Uses available data to train models to predict trends. For instance, using past KPI and attrition data to forecast the employees 
at risk of leaving and the extent of future attrition.

Provides data-based insights from descriptive, diagnostic and predictive data to help HR make better decisions.

Type What it Does Importance

S
ource: 2019 B

randon H
all G

roup

Four Types of Analytics
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Appoint a Leader to Own Data and Analytics

For most HCM functions, becoming data-driven amounts 
to culture change, and all culture change must be driven 
and supported by senior leaders. 

Only 2% of organizations have a senior leader who 
owns people-data management. Most often, the head 
of HR manages people data — along with all the 
other responsibilities of that position. About 20% of 
organizations put the Chief Information Officer or Chief 
Data Officer in charge of people data; a good choice in 
terms of expertise, but again hampered by the scope 
of responsibility.

If you want your HCM organization to be data-driven, you 
need someone to own that function, especially if you are 
just starting your journey. 

This leader should be in charge of:

• Establishing a data-driven culture
• The data and analytics strategy
• Governance
• Building data literacy among the HR staff and others    

who need to use people data

This does not mean you need a “Chief People Data Officer.” 
But it does mean that someone with expertise and a 
primary focus on people data works in close partnership 
with the head of HR and other data, technology and 
functional leaders across the enterprise.

CHRO/Head of HR

Chief Information Officer/Data Officer

Chief Finance Officer

SVP/VP/Head of Analytics

Primary Responsibility for Managing 
People Data

56%

21%

5%

2%

Source: 2019 Brandon Hall Group People Data and Analytics Study
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Make Data Literacy a Critical Competency

An organization’s ability to succeed in the digital era is heavily dependent on its employees’ data literacy: the 
ability to read, work, analyze and argue with data. This means HCM professionals must be data literate as do 
all managers, supervisors, team leaders and others involved in developing people.

But a lack of analytical skills ranks as the second-biggest obstacle (behind insufficient technology) to becoming 
data- and analytics-driven, according to Brandon Hall Group research.

Organizations must invest in data automation to help HCM professionals and others across the enterprise 
develop new digital competencies to leverage data to move the enterprise forward.

As a competency, data literacy is getting more attention and should be high on the list for developing 
competencies and creating easily accessible learning programs for all employees.

Level of Data Analysis in Organizations

Tactical (ad-hoc reports and single data-point metrics)

Functional (benchmarks and dashboards designed  
for specific projects)

Operational (trends, combined analytics such as 
quality of hire)    

Strategic (predictive or prescriptive analytics)

31%

29%

23%

17%

Source: 2019 Brandon Hall Group People Data and Analytics Study
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Make Data Literacy a Critical Competency
(continued)

One company that understands this is Airbnb, the 
online marketplace for vacation rentals and home-
stays. In 2016, only 30% of Airbnb employees were 
able to use their own data platform to make informed 
business decisions. The company responded to its 
data-literacy problem by launching Data University, 
which offered data education for every employee, 
regardless of role, so they could learn to use data 
insights to make decisions. Employees learned how 
to handle ad-hoc data requests themselves, and 
within a year, Airbnb almost doubled the engagement 
on its data platform.

As HCM leaders, you are in a unique position. You 
are responsible for employee development across 
the enterprise and have team members of your own 
who need new analytic skills so they can predict 
and prescribe effective talent solutions. HCM skills 
development is often different from other functions. 
But when it comes to increasing competency 
in data literacy, HCM leaders need the same 
competency as everyone else and can kill two birds 
with one stone by working across the organization 
to raise data literacy as a critical competency.

Source: TechCrunch
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Provide Wide Access to HCM Data

A company that is truly data-driven should make data 
freely available across the organization. 

A data-driven HCM function needs to make people data 
available to all its practitioners, as well as the business 
leaders, managers, supervisors and others who play a role 
in people management and talent development.

Only 35% of organizations widely share and communicate 
data with all key stakeholders. Some of this stems from a 
legitimate concern for the privacy and security of employee 
and candidate data. Certainly, some data should not be 
shared. Each organization has to make those decisions 
based on legal requirements and cultural preferences. But 
we live in a knowledge economy where data is the primary 
currency. One of HR’s essential functions is to understand 

the value of people data and share as much aggregate 
data as they deem legal and ethical to enable insightful 
talent decisions. 

While 38% of organizations do share relevant business 
data in regularly scheduled communications, 30% only 
make it available to top management and 32% don’t 
communicate any data or do it only on a need-to-know-
only basis, according to our research.

Without a free flow of data, both within HCM and across 
the business, you can’t truly be a data-driven organization. 
HCM leaders must work closely with business 
stakeholders to build confidence in people data — and its 
security — so data can be shared and communicated.

Major Concerns Regarding 
HR Data-Sharing and Analysis

Source: 2019 Brandon Hall Group People Data and Analytics Study

Security for 
employee/candidate data

Employee privacy   

Dehumanization of the workforce 

Involuntary discrimination (in terms 
of hiring, succession, etc.)

GDPR

56%

54%

35%

27%

24%
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How Organizations Process Data

Source: 2019 Brandon Hall Group People Data and Analytics Study

We take a cursory look and see 
if anything jumps out that doesn’t 
make sense         

We rely on individuals inputting the 
data to make sure it’s accurate

We don’t scrub data

We have a fairly good approach 
but it could improve

We take a pragmatic and 
process-oriented approach and 
have multiple double-check layers

38%

26%

15%

13%

8%

Ensure Data is Clean and Consistent

Data-driven analysis for talent development is only as 
good as the data you are analyzing. Many organizations 
struggle to get one robust set of numbers for their financial 
accounts, so it’s not surprising that talent data is often 
seen as inconsistent or unreliable.

Automation and technology integration are major factors 
in collecting and analyzing accurate and actionable people 
data. Only 13% of organizations consistently automate 
data collection with a “push of a button” through a fully 
integrated set of systems. Integration functionalities are 
abundant, but they are not all equal. It’s one thing for 
systems to share logins or data but quite another to be 
able to plug data into one system and have it change the 
predictive modeling in real time.

Automation and technology integration, while improving 
steadily, is still a work in progress. This makes data-
collection quality control — the “scrubbing” and “cleaning” 
of data — quite critical. 

Efforts in this area vary greatly, as the accompanying 
graphic illustrates. Across the business and in HCM 
organizations, more focus on consistent and careful 
data cleansing will increase confidence in the data and 
analysis and increase the momentum toward building a 
data-driven organization.
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Conclusion

People will always play an important role in talent decisions. However, for organizations to 
make the best decisions, intuition and personal experience, even from executives, are no 
longer good enough for decision making. To make talent decisions that will carry a business 
into a successful future, decisions need to be based on data. 

Data-driven decision-making is the future of talent development. If your organization 
wants to optimize talent to drive business results, you must become data-driven. If you are 
one of the 70% of organizations that use data mainly for ad-hoc reports, measuring key 
performance indicators, benchmarks and dashboards, you must invest time and resources 
so you can utilize data at the diagnostic, predictive and prescriptive levels.

The business case for this is straightforward: every talent-development priority for your 
organization can be addressed by collecting and analyzing data to determine the best 
course(s) of action. Our research shows organizations are dissatisfied with many aspects 
of talent development. Climbing the maturity curve of data-driven decision-making for talent 
development is challenging but absolutely necessary to make the best decisions to position 
your workforce for success.
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