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100 Critical People Analytics Questions
How Well Do You Really Know Your Workforce?
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For HR professionals who are new to people 
analytics, the selection of metrics often resembles 
an iceberg. The parts of the iceberg you see are  
the most common measures – such as hiring and 
termination rates. These are highly visible due  
to their simplicity (every executive is familiar with 
the concept of recruiting and retaining employees), 
zero or sum nature of the data (either the candidate 
is hired or not), the volume of activity, and the 
associated costs. Lurking beneath these widely 
adopted measures are questions or concerns that 
might not be quite as obvious but are no less 
important. It should be the responsibility of the  
HR professional to evaluate all possible talent 
management opportunities and risks, not just  
those commanding the most attention. But many 
HR executives aren’t data analysts, so they turn  
to experts for help getting started.

HOW TO USE THIS DOCUMENT
The following questions are designed to help you and your organization think critically about the 
talent management issues you might be facing and help you make people decisions that will have  
the greatest impact to your organization.

It is recommended that you select the top 10 to 15 questions that most impact your organization’s 
ability to execute your strategy, drive revenue, manage costs, or mitigate human capital and business 
risks. Selecting a subset is also important for the next steps – setting targets and assigning staff 
resources to implement interventions and monitor progress, both of which are more feasible with a 
smaller number of metrics.

Please see the conclusion at the end of this document for guidance on selecting key performance 
indicators (KPIs) that can demonstrate progress toward addressing these questions.
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While the lack of diversity is often most visible at 
the executive level, this may mask equity and 
inclusivity issues in other areas of the organiza-
tion, particularly those that are customer-facing.

1. What percentage of your workforce will retire 
in the next year or in the next five years?

2. What is the average age and tenure in your 
organization, and how has that changed in 
the last five years?

3. Does headcount parity exist between the 
members of staff in each generational group?

4. What is your ratio of managerial to nonmana-
gerial staff, and how has that changed in the 
last five years?

5.	 What is the ratio of customer-facing staff  
to back-office staff, and how closely do your 
customer-facing teams reflect the diversity  
of your customer base?

6. What percentage of your current managerial 
positions are occupied by specific diversity 
groups? How does the percentage vary 
across your lines of business?

7. What percentage of your identified successor 
pool is from specific diversity groups?

8. What is the promotion rate of minority 
employees at different levels?

9. Which organizational units or locations have 
the highest and lowest diversity?

10. What percentage of your workforce supports 
the statement, “My organization offers an 
inclusive work experience”?

11. How many part-time, temporary, or contract 
employees exist across your organization? 
Which business units rely on them most 
heavily?
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Demographics and Diversity, Equity,  
and Inclusion
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Recruiting and Onboarding

21. What is the cost impact across recruiting, 
training, and lost productivity for each early 
departure?

22. What percentage of interviewees do your 
hiring managers deem unqualified and not 
worth their time?

23. Is the recruiting pipeline appropriately 
diverse to help ensure diversity in hires and 
the overall workforce?

24. How accurate are your preemployment tests 
in predicting the quality of a hire?

25.	How many inquiries or applications do you 
receive per open position?

26. What percentage of referred applicants are 
hired?

27. Do referred applicants perform better, worse, 
or the same as nonreferred applicants once 
on the job?

28. What percentage of recruitment sources  
are evaluated annually and dropped for 
newer, more-effective sources?

29. What is your time to fill by job grade and  
geographic location?

30. What is your cost per hire? As this figure rises 
or declines, does new-hire quality follow suit?

31. What percentage of above-average performers 
are still with the organization after two years?

Top talent continues to be high in demand, and 
today’s job seekers have high expectations when  
it comes to what they’re looking for from a future 
employer. Your candidate and new-hire experience 
will either reinforce their initial interest to join your 
company, leave unopen questions, or negatively 
impact their perception of your company.

12. What is your employment brand strength 
among prospective employees?

13. Do your new hires continually increase the 
overall quality and productivity of your 
workforce?

14. What percentage of your first-choice candi-
dates accept your offers?

15.	Which recruiting sources provide the highest-
performing employees?

16. How deep is your pipeline for positions 
known to be hard to replace?

17. How does the performance of your new hires 
vary by recruiter or hiring manager?

18. What percentage of applicants exceed the 
qualifications of your current best 
employees?

19. What percentage of your employment offers 
are accepted? How does this vary by gender, 
ethnicity, or pay ranges?

20. What percentage of new hires leave voluntarily 
in the first six months?
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Productivity and Performance

36. What is your revenue per employee, and how 
does it vary across your markets?

37. Is your efficiency – measured by profit per 
FTE – increasing or decreasing?

38. What percentage of poor performers become 
good or better performers within a year 
because of your individual development 
efforts?

39. What percentage of underperforming manag-
ers turn around their performance by the 
next review period?

40. What percentage of your critical roles are 
staffed with below-average performers?

41. What percentage of your managers did not 
have an employee promoted in the last two 
years?

Interest continues to grow in how organizations 
quantify the financial and operational impact of 
investments in human capital, most notably in 
the recent trend toward more transparency in 
how publicly traded companies report their 
human capital metrics.

32. What percentage of your operating expenses 
are invested in compensation and benefits?

33. Is the ROI on human capital increasing or 
decreasing?

34. In the last five years, has workforce produc-
tivity increased, decreased, or remained the 
same?

35.	What is the average time to full productivity 
for new hires? How does this vary among 
internal and external hires?
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Employee Experience and Engagement

44. How many of your employees have applied 
for positions outside the company in the past 
six months?

45.	What percentage of employees would recom-
mend your organization as a “great place to 
work”?

46. What percentage of employees would agree 
with the statement “I understand how my 
work aligns with my organization’s strategy”?

47. Which managers have the highest and lowest 
rates of emotional and rational engagement 
in their teams?

48. Has employee engagement increased or 
decreased in the last 12 months? Six 
months? Three months? 

49. How many legal complaints or lawsuits are 
filed against your organization annually?

Moving beyond traditional approaches to human 
capital management and balancing the view  
of people as investments, transformative HR 
functions prioritize the employee experience as 
an indicator of organizational health. Analyzing 
trends in employee engagement, particularly in 
response to negative factors or news, helps your 
business become smarter, more responsive, and 
more resilient while fostering a safe, equitable, 
and productive environment for your workforce.

42. What percentage of your employees are fully 
engaged and doing their best work at all 
times? How does this vary across functions 
and lines of business?

43. What percentage of your employees would 
say that they are committed to the organiza-
tion? Why are they committed?
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Mobility and Agility

52.	What is the average time between promo-
tions? How does this compare across demo-
graphic segments and lines of business?

53.	What percentage of employees have com-
pleted a stretch role or project in the last  
two years?

54.	Which skills are critical to the organization’s 
future success, and what percentage of 
employees possess these competencies?

55.	What percentage of employees speak more 
than one language?

56.	Which lines of business or managers are  
the best developers of talent as measured by 
the promotions out of their departments?

57.	 Which lines of business or managers are 
magnets for high-potential employees as  
evidenced by the transfer rate into their 
departments?

Today’s fast-paced work environment, coupled 
with high demand for new skills, requires a  
workforce that is both highly competent and 
increasingly agile. Talent development starts in 
an employee’s current role but can be acceler-
ated by formal internal movements and informal 
stretch roles. This provides your employees with 
the opportunity to develop new competencies, 
build better networks, and identify roles better 
suited to their unique strengths.

50.	What percentage of your workforce moves 
internally each year between lines of business 
or functional areas?

51.	What percentage of your workforce is pro-
moted annually? How does this compare 
across demographic segments and lines  
of business?
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Health, Safety, and Wellness

60. What is the cost impact of short- and long-
term disability absences and claims?

61. Which locations have the highest number  
of employees who average more than 10 
unscheduled absences per year?

62. What percentage of employees have indicated 
an inability to work due to their mental or 
emotional stability?

63. What percentage of employees are caring  
for a significant other while also working  
full-time for your organization?

64. What percentage of employees would prefer 
to work remotely rather than return to an 
office?

65.	What factors are most influential in reducing 
unscheduled absences?

Traditionally, organizations have designed human 
capital metrics to focus on the physical health and 
safety of employees associated with demanding 
jobs or working in potentially dangerous locations. 
Today, equal emphasis is being placed on emo-
tional safety, general wellness, and a better under-
standing of the pressures facing employees in 
meeting the demands of their occupation while  
balancing responsibilities in their personal lives. 

58.	How many workplace injuries per 100 
employees occur on an annual basis? How 
does this compare across your locations?

59.	How many health and safety incidents occur 
per one million hours worked? How does this 
compare across your locations?
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Compensation and Benefits

69. How much higher or lower are your new-hire 
salaries compared to others in your industry?

70. What percentage of total compensation is 
direct compensation versus benefits? How 
do employee perceptions of this split com-
pare to the actual figures?

71. Based on your workforce demographic, is it 
possible for you to offer a benefits package 
that is both more attractive and less expen-
sive than the current offerings?

72. Is there a correlation between pay and 
performance?

73. What percentage of total compensation is 
paid to contingent labor rather than FTEs?  
Is this increasing?

74. What percentage of employees received a 
stock grant in the last four years, and does 
that correlate to higher retention?

Recent trends point toward increasing transpar-
ency of how total reward programs are used to 
incentivize employee engagement, productivity, 
and behavior. Accordingly, there is high demand 
for data on compensation and benefits, especially 
for senior executives concerned about rising pay-
roll costs. However, your HR department should 
also address questions about how a total rewards 
program can facilitate faster or better execution  
of your business strategy.

66. What is the percentage increase in employee 
performance as a result of every 1% increase 
in pay?

67. How differently do you pay your top contribu-
tors from your average contributors? Is this 
in proportion to their contribution?

68. What percentage of total compensation is 
tied to performance?
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Training and Career Development

80. What percentage of managers send employ-
ees to training sessions? Which courses are 
recommended by managers or fill quickly?

81. How have leadership development programs 
impacted productivity, profitability, and 
employee satisfaction?

82. How have training programs impacted cus-
tomer satisfaction?

83. What percentage of employees identified  
as possible managerial successors attend 
leadership development sessions?

84. How much weight in managers’ variable pay 
or performance reviews is given to employee 
development?

85.	What percentage of employees have individ-
ual development plans created for them?

86. What percentage of employees complete the 
recommended steps in their development 
plan?

Organizations that embrace a culture of learning 
outperform the competition. Your HR department 
should continuously look to improve employee 
skills, reduce compliance risk, and effectively train 
external learning audiences to build a competitive 
advantage across your organization’s ecosystem.

75.	 Is there a correlation between spending on 
training and your organization’s profitability?

76. What percentage of trained individuals are 
observed to use a specific skill or knowledge 
on the job?

77. How does the performance of employees 
who participate in optional training programs 
compare to that of those who do not 
participate?

78. How much do you spend annually per individ-
ual on training and development? How does 
this compare against your key competitors?

79. Do longer-tenured employees continue to 
grow through training, or is training dispro-
portionately offered to or attended by newer 
employees?
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Workforce Risk Analysis

92. What percentage of your key positions have 
identified successors?

93. What is the depth and quality of the successor 
pool for key positions?

94. What percentage of your high performers are 
at high risk for departure?

95.	Where in the organization are your high  
performers concentrated? Where are there 
very few? Is this by design?

96. Which lines of business or managers have  
the highest voluntary turnover rates? Is this 
persistent or a recent phenomenon?

97. What is your voluntary turnover rate among 
key executives? Among individuals in critical 
roles? Among all individuals in hard-to-hire 
positions? What are the associated costs to 
the business?

98. What is your involuntary termination rate? 
What percentage of these actions are due  
to poor performance?

99. What percentage of critical roles are unfilled 
as of today?

CEO surveys typically cite “talent risk” as one  
of the greatest threats to business growth.  
Examples of common risks can include poorly 
managed succession programs, an outflux of 
critical talent, low engagement and morale, and 
outdated skills. Your HR department should use 
data to enable the early warning signs of a talent 
risk and implement interventions designed to 
address a specific problem.

87. Which lines of business experience the great-
est annual knowledge loss from terminations, 
transfers, and promotions combined?

88. Do you retain your key or most-productive 
people at a higher rate than your best com-
petitors do?

89. What is your risk of an aging workforce, 
based on the percentage of employees who 
are over the age of 50?

90. Are you understaffed in areas where, if you  
were to add people, you could increase your 
profitability?

91. What is the magnitude of the gaps between 
your needed skills and your actual skills?

100.  What percentage of new hires are terminated 
in the first six months?
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Conclusion:  
Selecting KPIs for Talent Management

In contrast, Figure 1 illustrates a clear line of sight 
between corporate and functional strategy, talent 
drivers that impact the execution of that strategy, 
and the metrics that HR should monitor to dem-
onstrate progress toward strategic goals.

One of the biggest risks in deploying a workforce 
metrics capability is that of “information overload.” 
Too much data, shared with too little context, risks 
confusion and possible rejection by managers. 

Corporate  
strategy

Functional  
strategy

Business and  
talent drivers

• Enhance branding and 
advertising

• Improve customer 
satisfaction

• Increase employee 
satisfaction

• Improve service delivery
• Access new markets

• Attract and retain  
top-tier employees

• Ensure workforce  
demographics mirror 
your customer base

• Emphasize perfor-
mance management 
expectations

• Assess total cost of 
workforce

• Identify pockets of  
excessive turnover cost

• Manage salary growth
• Strengthen nonfinancial 

employee value 
propositions

Human capital  
metrics

• Average manager 
tenure

• Employee retention 
index

• Managerial quality index
• Staffing rate –  

expatriates
• Training hours per FTE

• Voluntary termination 
rate – high-potential 
employee (HIPO) 

• Employee retention 
index

• Managerial quality index
• Employment brand 

strength
• Ethnic background 

staffing rate
• Performance rating 

distribution

• Cost of turnover
• Market compensation 

rates
• Net hire ratio
• Return on human  

capital investment ratio
• Operating profit per FTE

Increase  
market share

Customer 
acquisition

Customer 
retention

Create a  
high-performance team

Hiring  
top talent

Diverse 
workforce

Reduce operating 
expenses

Reducing 
turnover

Managing 
compensation 
and benefits

Figure 1: Human Capital Management Alignment Framework 
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In addition to the human capital alignment framework, SAP believes that three primary criteria,  
as shown in Figure 2, are relevant when selecting KPIs. These metrics are considered sufficiently  
important to warrant publication on a strategy-aligned workforce scorecard. 

Figure 2: Criteria for KPIs

A key performance indicator (KPI) is a quantifiable measure  
against which organizations manage performance.

To be a true KPI, a measure must meet three criteria.

Link to business  
or HR strategy 

Willingness to  
set a target

Willingness to commit  
resources toward  

improvement
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Revisit KPIs Periodically
As your organization’s strategy changes, so should 
your KPIs. Your organization should actively pres-
sure test your KPIs at least once a year.

SAP® SUCCESSFACTORS® WORKFORCE  
ANALYTICS CAN HELP

 • Quickly go beyond the headlines to identify 
your organization’s actual workforce challenges 
and opportunities.

 • Challenge your managers’ assumptions about 
talent trends, which may be outdated and 
incorrect.

 • Pinpoint segments and parts of your organiza-
tion with the highest and lowest performance 
against talent goals.

 • Create the case for gap-closing investments in 
talent acquisition, development, deployment, 
and retention.

 • Offer data-driven insights that lead to decisions 
on how to build a “workforce of the future.”

The SAP® SuccessFactors® Workforce Analytics 
solution can help your organization unlock the 
value of the workforce data you have amassed  
in your various HR and talent systems. Use this 
data to gain insights into how your investments in 
talent are impacting business outcomes, increase 
visibility into workforce trends, risks, and opportu-
nities, and improve the distribution of talent  
management metrics to frontline managers.

The solution enables rapid insights into your  
workforce dynamics and composition, focusing 
on areas that matter and helping you find 
answers to key questions about your current 
workforce challenges and how to solve them. 
Visit us online to learn more.

Here are five recommendations for how to select 
and manage a set of KPIs.

Focus on a Small Core Set of KPIs
When in doubt, leave it out. Select only as many 
KPIs as you can actively manage. Resist the temp-
tation to include everything you can measure as a 
KPI. Use three key criteria: a clear link to strategy, a 
willingness to set targets against the measure, and 
a willingness to commit resources to managing 
progress.

Get Management Buy-In and Continuous Support
The saying “what isn’t measured, isn’t managed, 
and what isn’t managed, isn’t done” applies here 
– active support from executives helps ensure 
that progress is tracked. Several organizations 
involve their CEO or head of business unit in KPI 
selection workshops, which helps with the chal-
lenge of gaining executive support. Firms also 
routinely report performance against KPIs to 
their boards or executive committees.

Ensure Data Quality
Nothing makes managing KPIs more difficult 
than suspect data, so you should spot-check  
the data needed to populate your KPIs. Conduct 
a structured data verification process to help 
ensure definition consistency and data validity.

Communicate Performance Actively and Often
Keep KPIs top of mind. Reports, social media, 
e-mails, conference calls, and manager question-
and-answer sessions all help reinforce the impor-
tance of the business objective being measured by 
a KPI. You should set targets and use benchmarks 
wisely. 
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