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Executive Summary

Every CHRO has sat through a boardroom moment where the CFO asks, 
“What's the ROI on this?” and the honest answer is a shrug dressed up 
in confidence. HR has more data available to it today than at any point 
in its history — engagement pulses, applicant tracking records, 
performance ratings, compensation benchmarks, exit interview 
transcripts — and yet most HR leaders still make their biggest calls on 
instinct, precedent, and the loudest voice in the room.



That gap is closing, but unevenly. The global HR analytics market grew 
from an estimated $4.42 billion in 2024 to $5.00 billion in 2025, with 
projections to reach $9.16 billion by 2030, and 76% of organizations now 
have some form of HR analytics in place. But capability and confidence 
haven't kept pace with adoption: only 6% of organizations have 
reached predictive maturity, and just 32% of HR functions have people 
with the data proficiency needed to act on what they collect.



This whitepaper is written for the HR leader who doesn't want to 
become a statistician but does want to walk into the next leadership 
meeting with numbers that hold up. It lays out the problem in plain 
terms, translates the research into a workable playbook, shows what 
good looks like through real organizational examples, and closes with a 
concrete “what's next” for the next two quarters — not a call to hire a 
data science team, but a roadmap any CHRO can start executing this 
week.

https://www.proklamate.com/blog/tag/HR%2BAnalytics?utm_source=chatgpt.com
https://www.secondtalent.com/resources/hr-analytics-metrics-statistics/?utm_source=chatgpt.com
https://www.secondtalent.com/resources/hr-analytics-metrics-statistics/?utm_source=chatgpt.com
https://research-repository.griffith.edu.au/server/api/core/bitstreams/8fd5c584-36b5-4f67-b3bf-43a5202c97c7/content?utm_source=chatgpt.com


The Problem Statement

Ask most CHROs whether analytics matters and they'll say yes without 
hesitation. In fact, 81% of HR leaders now consider analytics essential to 
their function. Ask the same leaders whether they trust their own 
numbers, and the confidence drops sharply.



Three problems show up again and again in the research and in HR 
leadership conversations:

1. The Literacy Gap

A 2025 XpertHR survey found that 57% of HR professionals believe their 
departments don't gather enough data to effectively measure their 
own employee performance. That's not a technology failure — most 
HRIS platforms already capture the raw data. It's a translation failure: 
the people closest to the workforce often don't have the skills to turn a 
spreadsheet into a decision.

2. The Ownership Vacuum

Responsibility for people analytics is scattered. In HR.com's most recent 
survey, 28% said analytics is “owned” by the HR team as a whole, with 
only 16% pointing to the CHRO and another 16% to the Head of HR 
Operations, while just 12% have a dedicated analytics leader. When 
everyone owns it, functionally no one does — insights get generated but 
never make it into a promotion decision, a headcount plan, or a 
retention strategy.

https://nextinhr.com/blogs/high-growth-hr-career-traits?utm_source=chatgpt.com


Source: HR.com, State of People Analytics 2025-26



3. The Maturity Plateau3. The Maturity Plateau

Most organizations get stuck at “we have dashboards” and never 
advance to “we predict and act.” As the chart below shows, the bulk of 
companies sit in basic-to-intermediate territory, with only a small 
minority operating at a predictive level where analytics actually 
changes decisions before problems happen.
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The cost of staying stuck isn't abstract. Among organizations HR.com 
classifies as people analytics leaders, 93% say their processes and 
technology help make talent decisions that improve business outcomes 
— versus just 13% of laggards. That's not a small gap. It's the difference 
between HR being treated as a cost center and HR being treated as a 
strategic function with a seat at the capital-allocation table.
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Source: HR.com, State of People Analytics 2025-26



Why Is This a CHRO Problem, 

Not a Data Problem?

It's tempting to delegate analytics entirely to an “HR analytics team” 
and wait for polished reports. That approach rarely works, and the 
research backs this up: 89% of successful analytics implementations 
have an active C-level champion, and 84% explicitly align their 
analytics work to specific business outcomes rather than treating it as 
a reporting exercise. Insight222's research goes further, finding that 
role-modelling from HR leadership is essential to building a data-driven 
culture — without visible leadership behavior, HR professionals are far 
less likely to develop their own data literacy or use analytics in daily 
decisions.

(source:https://www.myhrfuture.com/blog/upskilling-the-hr-profession-
building-data-literacy-at-scale?utm_source=chatgpt.com)

““If the CHRO doesn't ask for the number, no one downstream will 
bother producing it well. Analytics maturity is a leadership behavior 
before it's a technical capability.”

https://www.myhrfuture.com/blog/upskilling-the-hr-profession-building-data-literacy-at-scale?utm_source=chatgpt.com
https://www.myhrfuture.com/blog/upskilling-the-hr-profession-building-data-literacy-at-scale?utm_source=chatgpt.com


As one Australia/New Zealand HR technology partner put it, the future 
HR leader increasingly needs to be both a people expert and a steward 
of responsible data and AI use inside the organization — not because 
every HR leader needs to code, but because every HR leader needs to 
know what a credible answer looks like when someone brings them 
one.



The Practical Playbook
The rest of this paper is organized around six moves any HR leader can 
make without a data science degree.

1. Start with the business question, not the dashboard

The most common mistake is buying an analytics tool and then 
figuring out what to ask of it. Flip the order. Before opening any report, 
write down the actual decision on the table — “Should we approve 
three more recruiters for Q3?” or “Is our leadership pipeline strong 
enough to promote from within for the VP Sales role?” Then work 
backward to the two or three data points that would actually change 
that decision. This single habit separates people analytics leaders from 
laggards more reliably than any software purchase.

2. Master a small set of core metrics before chasing 

anything advanced

You don't need forty KPIs. You need five or six that map to real business 
risk, tracked consistently over time:

Turnover rate (voluntary and involuntary, by team and tenure 
band) — the most universally tracked HR metric, used by 94% of 
organizations



Time-to-fill and time-to-hire — tracked by 89% of organizations, 
and a direct proxy for hiring-manager and candidate experience 

Quality of hire, however imperfectly measured, tied back to 90-day 
and one-year performance

Cost-per-hire, benchmarked against your industry, not just last 
year's number

Engagement or eNPS, sampled often enough to catch a trend 
rather than a single mood

Internal mobility rate, a strong leading indicator of both retention 
risk and leadership bench strength

Source: Second Talent, Top 100+ HR Analytics & Metrics Statistics 2025



Organizations that consistently track a broader, well-chosen metric set 
— 15 or more — report 23% better business outcomes than those 
tracking a handful in isolation, but the sequencing matters: nail the 
basics before adding volume.

3. Build a “minimum viable dashboard” before a 

“perfect” one

Perfection is the enemy of adoption. A single-page view refreshed 
monthly, reviewed in the same meeting every time, will do more for 
decision-making than a beautiful 40-tab workbook nobody opens. 
Cloud-based reporting layered on your existing HRIS delivers roughly 
34% faster insight generation and 28% lower cost than building custom 
infrastructure — for most mid-market organizations, the tool you 
already pay for can get you 80% of the way there.



(source:https://www.proklamate.com/blog/tag/People%2BAnalytics?
utm_source=chatgpt.com)

4. Partner with IT and finance instead of building 

in isolation

The organizations getting real value from analytics are 
disproportionately the ones that break down functional silos: 71% of 
successful implementations actively involve IT, business, and HR 
stakeholders together, and 78% establish a formal data governance 
framework before scaling. A CHRO who brings the CFO and CIO into the 
analytics conversation early gets both better data infrastructure and a 
much easier time defending the budget line later.



(source:https://www.secondtalent.com/resources/hr-analytics-
metrics-statistics/?utm_source=chatgpt.com)

https://www.proklamate.com/blog/tag/People%2BAnalytics?utm_source=chatgpt.com
https://www.proklamate.com/blog/tag/People%2BAnalytics?utm_source=chatgpt.com
https://www.secondtalent.com/resources/hr-analytics-metrics-statistics/?utm_source=chatgpt.com
https://www.secondtalent.com/resources/hr-analytics-metrics-statistics/?utm_source=chatgpt.com


Source: Insight222 / HR.com, State of People Analytics 2025-26

5. Govern before you predict

As soon as workforce data starts influencing promotion, pay, or 
termination decisions, ethics and privacy stop being optional. 81% of 
people analytics leaders report they now actively manage ethics and 
privacy concerns, and with good reason — one industry review found 
70% of employees had access to workforce data they should not have 
had. Before any predictive model goes live, put a governance team in 
place spanning HR, IT, and legal, document what data is collected and 
why, and be ready to explain any AI-assisted recommendation in plain 
language to the employee it affects.



6. Translate numbers into a story your board will act on

A dashboard full of percentages doesn't move a boardroom. A 
sentence like “every one-point drop in attrition saves us roughly this 
many dollars, and here are the 40 people most likely to leave in the next 
two quarters” does. Google's People Operations team famously 
modeled the financial impact of turnover at roughly $5 million in 
reduced business cost for every one-point decrease in attrition — then 
used that framing to justify targeted retention investment rather than 
blanket raises. That's the translation skill this playbook is really about: 
not running the model, but knowing how to make its output land with 
people who control the budget.

Source: Proklamate, State of Analytics in HR 2026; Second Talent, HR Industry Statistics 2025



Proof It Works: What 

Analytics-Led HR Actually 

Looks Like?

The theory only matters if it produces results. A few examples, drawn 
from published case research, illustrate what's possible even without 
an in-house data science function:

Flight-risk modeling at scale. HP's early and widely cited 
predictive attrition program is credited with roughly $300 million in 
savings from retention-analytics-driven interventions, largely by 
giving managers a simple flight-risk score and a short list of 
recommended actions rather than a complex model to interpret 
themselves.

Predicting departures with a handful of signals. Credit Suisse's 
people analytics team tracked more than 40 variables around 
employee departures and ultimately built a model that could 
predict flight risk using as few as ten indicators — proof that a lean, 
well-chosen metric set often outperforms an exhaustive one.

Healthcare retention targeting. A healthcare provider used a 
predictive attrition model to flag frontline nurses most likely to 
resign within six months, then targeted them with retention 
bonuses and wellness programs rather than spreading a limited 
budget across the entire workforce.



Onboarding-to-productivity links. A SaaS company connected 
training-completion data to performance outcomes and found 
employees in structured mentorship programs reached full 
productivity in 60 days versus 90 — a 20% reduction in ramp-up time 
that translated directly into faster customer support resolution and 
higher revenue per sales rep.

None of these required a PhD-heavy analytics function on day one. 
They required a clear business question, a small governed dataset, 
and a leader willing to act on what the data showed.



Common Pitfalls to Avoid

Chasing AI before fixing data quality. AI adoption in HR is 
accelerating fast — 39% of HR functions have already deployed AI, 
with another 23% using it elsewhere in the organization — but a 
model built on inconsistent or incomplete workforce data will 
simply produce confident-sounding wrong answers faster.

Treating analytics as an IT project. Executive sponsorship, not 
tooling, is the strongest predictor of success, per the 89% figure 
cited earlier. If the CHRO isn't asking for the insight, don't expect the 
organization to produce it.

Skipping change management. 73% of successful 
implementations invest heavily in training and change 
management — the dashboard is only as useful as the manager's 
willingness and ability to act on it.

Ignoring governance until something goes wrong. Retrofitting 
privacy and ethics controls after a data incident is far costlier, in 
both trust and dollars, than building them in from the start.



Source: SHRM, The State of AI in HR 2026 Report



What's Next: A 90-Day Roadmap

This isn't a paper to file away — it's a starting checklist. Over the next 90 
days, a CHRO or senior HR leader can realistically execute the following:



Looking further out, the direction of travel is clear. By 2030, the 
organizations that treat analytics as a leadership discipline rather than 
a reporting function will be the ones setting compensation strategy, 
workforce planning, and succession decisions with evidence instead of 
instinct — and the market growth curve earlier in this paper suggests 
the gap between those organizations and everyone else is only going 
to widen.

““The starting point isn't more technology. It's a CHRO willing to ask 
better questions and demand better answers.”
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