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Peter Howes And Connie Farris

• Peter Howes, is the founder and Chief Executive Officer of Infohrm, an Australian based HR 
consulting firm that operates exclusively in the field of planning, measuring and reporting a firm’s 
human capital.  Peter has over 30 years experience in HR specialising in Workforce Planning, HR 
Strategy, HRIS and Workforce Analytics.  While based in Brisbane, Australia, Peter has consulted 
regularly in North America over the past six years. In 2002, Infohrm formed a joint initiative with the 
Washington DC based Corporate Leadership Council to launch CLC Metrics.  Over 80 companies 
are members of CLC Metrics.

• Infohrm, The Infohrm Group leads the world in future focused workforce and business intelligence 
solutions with a unique blend of knowledge and experience, supported by the most sophisticated 
reporting, analysis and consulting tools available. Infohrm has a strong reputation for innovation 
gained through a 25 year history of leading edge workforce planning, benchmarking and reporting 
delivery. Our business is all about transforming data to make it relevant to your planning and 
decision-making. We give you the tools, programs and training to do it yourself, or we partner with 
you and do it for you. In short we make it easier for you to pool your HR and business information, 
gain insight into workforce challenges and impact the success of your organization’s strategy. 

• Connie Farris,  Manager of HRIS Operations.  Ms. Farris is the Manager of HRIS Operations at 
Brown-Forman Corporation.  In this role she is responsible for the development, execution and 
communication of Brown-Forman's HR technology strategies which include a formal governance 
program for execution of projects.  She has over 20 years of human resources and payroll 
functional and technical  systems experience with concentrations in project management, 
development, implementation and maintenance of large-scale enterprise systems using multiple 
hardware and software platforms.  She has also served as both chairperson and
co-chairperson of Americas SAP User Group (ASUG) for the Kentucky/Indiana Chapter.  Ms. Farris 
holds a B.S. in Business Administration from Spalding University.

• Brown-Forman, Founded in 1870 by George Garvin Brown, one of the 10 largest wine and spirits 
companies in the world.  Has 5,700 employees worldwide in 29 countries.
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Integrated Human Capital Management Framework

Corporate Strategy

Human Capital Strategy

Measure Identification (incl. KPIs)

Target Setting

Scorecarding and Reporting

Gap Identification

Root Cause Analysis

Intervention Design / Implementation

HRIS Data
Employee Survey Data
Recruiting/Training Data
Budgets & Financial Data

Customer Satisfaction Data

Past Performance
Internal Benchmarks
External Benchmarks

Labor Statistics

Vendors
Peers/Best Practices
Literature/Academia
Internally Developed

Reference Data

Sources

HCM Reporting

What Are We
Going To Do?

How Are We
Doing?

What
Matters?

ROI Evaluation

Surveys
Focus Groups

Interviews
Data Mining

Diagnostic Tools

Action Planning

Where Are
The Issues?

Demand
Supply
Gaps

Workforce Planning
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The New Face of Human Capital Reporting
HR Has Witnessed a Gradual Shift Toward Higher Order Reporting

HR Report 
Composition

Strategic
Reports

Administrative 
Reports

50%

100%

Professional &
Managerial Reports

Strategic Reports
• Analysis and synthesis of 

quantitative data
• Impact or action-oriented

Professional and Managerial
• Numerical/Quantitative
• Multidimensional
• Ability to Navigate

Administrative Reports
• Substantial Text
• Unidimensional, often volume-

based
• Static/cannot be manipulated

Source: HRM Consulting 1992
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The Measurement Challenge

Do you make decisions about your people with the same 
rigour, logic and confidence as your decisions about 

money, clients, program policy and technology ?

Dr. John Boudreau
USC Centre for Effective Organizations
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The Measurement Challenge

• There is no shortage of HR measures. So, improving our measurement system 
requires that we do something beyond just creating new measures (Boudreau 
& Ramstad, 2003).

• Develop a measurement framework that guides and enhances the quality of 
decisions:
– Enhance decisions by articulating logical connection between workforce and 

business outcomes,
– Align people processes with the strategic priorities of the company,
– Focus employees on areas where business requires outstanding 

performance, and
– Shift the performance curve of employees and the organisation. 

(Becker, Huselid, & Ulrich, 2001; Boudreau & Ramstad, 2004)
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Why is Utilisation of HC Metrics Hard?
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"Data verification is 
crucial. If there is 
anything wrong with 
the data the window 
of opportunity shuts."

"Our abilities to interpret and understand 
information continues to lag behind our 
capability to collect, store and report data."

"We know the data is an untapped 
gold mine but we are struggling to 
find the time and dedicated 
resources to conduct analyses."

"Inertia is a distinct possibility. If 
it all seems too hard, we (HR) 
will revert back to our traditional 
reactive administration role."
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Three Uses of Human Capital Measurement
Success in driving an HR function with data can come in 

many forms, through various types of data usage

For projects or decisions that will 
recur on a regular basis, data can be 
incorporated into the decision making 

process steps

For projects that do not recur on a 
regular basis, either large or small, an 

end to end analytic process can be 
employed

For projects that do not recur on a 
regular basis, either large or small, an 

end to end analytic process can be 
employed

Collect Relevant 
Data

Perform 
Analysis

Implement and 
Monitor

Decision/Policy 
Setting Meeting

Define Action Steps

Communication Results

Investigate Hypothesis and 
Form Insight

Outline Hypothesis

Define Scope of Final 
Deliverable

Define Topic for Analysis

Workforce Composition 

Employee Preferences 

Employee Behaviours

HR Process 
Characteristics

HR Process 
Outcomes

Recurring Projects Ad Hoc Projects Foundational Knowledge 
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Characteristics of Professional HR Reports

• Number only
• Two or three dimensional
• Facility to change dimensions 

instantly
• Facility to drill down or up within a 

report cell
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Examples of Professional HR Reports

Labour Turnover Benchmarks – Finance Sector
25th Percentile 13.4%
50th Percentile 15.0%
75th Percentile 16.9%
90th Percentile 20.2%

Costing Example
Total Average Workforce 10,000
Total No. Voluntary Separations 1,800
Voluntary Labor Turnover 18%
Average Cost per Labor Turnover $45,000
Cost Voluntary Labor Turnover $81,000,000

Company Result
18%
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Total Labour Turnover 18%
Labour Turnover by Occupational Group

Occupational Group Labor Turnover
Managerial 12%
Professional 28%
Trade 10%
Clerical 22%

Total 18%
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Example Voluntary Labour Turnover
Occupational Group

18%22%19%10%28%12%TOTAL

5%4%10%5%4%2%15 + yrs

6%8%12%5%7%2%10 - <15 yrs

11%12%18%5%19%4%5 - <10 yrs

14%11%20%8%29%12%3 - <5 yrs

16%15%22%11%32%24%2 - <3 yrs

19%24%14%15%14%14%1 - <2 yrs

25%32%24%19%26%16%<1 year

TotalOtherClericalTradeProfessionalManagerialTenure
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Example Voluntary Labour Turnover
Occupational Group

18%22%19%10%28%12%TOTAL

5%4%10%5%4%2%15 + yrs

6%8%12%5%7%2%10 - <15 yrs

11%12%18%5%19%4%5 -<10 yrs

14%11%20%8%29%12%3 - <5 yrs

16%15%22%11%32%24%2 - <3 yrs

19%24%14%15%14%14%1 - <2 yrs

25%32%24%19%26%16%<1 year

TotalOtherClericalTradeProfessionalManagerialTenure
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Labour Turnover By Occupational Group

13%

0%

0%

2%

16%

45%
21%

17%

HiPo

Total

15 + years

10 - <15 yrs

5 - <10 yrs

3 - <5 yrs

2 - <3 yrs

1 - <2 yrs

< 1 year

Tenure

ProfessionalManagerial

28%18%28%12%11%

4%6%0%2%5%

7%14%3%2%12%

19%18%20%4%7%

29%24%7%12%13%

32%20%48%24%15%

14%13%17%14%11%

26%23%35%16%14%

TotalNon HiPoHiPoTotalNon HiPo
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Profile Option Labour Turnover

• Period
• Occupational Group
• Tenure – Position, Location, Organisation
• Organisation Unit
• Grade/Classification
• Age
• Gender
• EEO Criteria
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Case Study: Reporting at Brown-Forman 

• An overview of ‘professional’ reports implemented 
at Brown-Foreman 
– Labor turnover Data highlight report
– Career Path Trend report
– High performance Staffing report
– Exempt External Hires
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Highlight (SMART) Report
Termination Rate - Voluntary
2006 Annualized
Highlighting organization cuts under the Organization Unit of Office 
of the CEO with a rate >15% , qualified by a headcount >20
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Trend (SMART) Report
Career Path Ratio for Females
Manufacturing Industry comparison
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1. Search All Organizational Units (end-points only) for values of Staffing Rate - High Performer in the 
period 2005 that are less than 10.00% 

2.     Search All Organizational Units (end-points only) for values of EOP Headcount in the period 2005 that
are greater than 10

Data Highlighting Queries Staffing Rate – High Performers
Selected Organization Units that return a result of <10%, qualified by a headcount 
>10

HCM Measurement
And Reporting

Framework

HCM
Reporting

Professional

HCM
Reporting
Strategic

Making It
Happen



HRMStrategies 2006: IHRIM 2006 Conference & Exposition
© Infohrm Pty Ltd  www.infohrm.com

1. Search All Organizational Units (end-points only) for values of Staffing Rate - >50 in Age in the period 2005 that are 
greater than 20%

2.     Search All Organizational Units (end-points only) for values of Staffing Rate - Tenure >15 Years in the period 2005 
that are greater than 20%

3.     Search All Organizational Units (end-points only) for values of EOP Headcount in the period 2005 that are greater 
than 20

Ageing Workforce

Ageing Workforce
Determining the ageing workforce and loss of company knowledge
The organization units that have Staffing Rate - >50 in Age >20% that also have 
Staffing Rate -Tenure >15 Years >20%, qualified by a headcount >20.   2005

HCM Measurement
And Reporting

Framework

HCM
Reporting

Professional

HCM
Reporting
Strategic

Making It
Happen



HRMStrategies 2006: IHRIM 2006 Conference & Exposition
© Infohrm Pty Ltd  www.infohrm.com

Cross Tab Analysis on the measure External Hire Rate – Exempt
External Hire Rate – Exempt
OFFICE OF THE CEO
All Ethnic Backgrounds, Female
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Characteristics of Professional HR Reports
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Some Background

• Infohrm provides analytic consulting services based on our expertise in:
– Workforce data integration 
– HR and Organisational Development
– Applied research and statistical modelling techniques

• To provide workforce insight and business impact by: 
– Identifying leading indicators of organisational effectiveness and 

determine strength of relationship, 
– Quantify the amount of improvements in business outcomes and 

associated with improvement in a workforce driver, and
– Review of most relevant best practices to inform how to improve 

performance on ‘decision metrics’.
• The next slides are 2 case study examples of presentations which

would represent Strategic HCM reporting

HCM Measurement
And Reporting

Framework

HCM
Reporting

Professional

HCM
Reporting
Strategic

Making It
Happen



HRMStrategies 2006: IHRIM 2006 Conference & Exposition
© Infohrm Pty Ltd  www.infohrm.com

“The extent to which employees commit to something or someone 
in their organization and how hard they work and how long they 
stay as a result of that commitment” (CLC Research, 2004)

An individual’s involvement and satisfaction with as well as 
enthusiasm for work (Harter, Schmidt, & Hayes, 2002. Journal of 
Applied Psychology, 87[2]:269)

• How engaged are our employees today?
• What is the business impact of employee engagement?
• How can we drive engagement?

Employee Engagement
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A Compelling Place 
to Work

A Compelling Place 
to Shop

A Compelling 
Place to Invest

Attitude
about

the company

Customer
recommendationsAttitude 

about 
the job

Employee 
behaviour

Employee
retention

Service
Helpfulness

Merchandise
Value

Customer
Impression

Customer
retention

Return on assets
Operating margin
Revenue growth

DRIVES DRIVES5 unit 
increase in 
employee 
attitude

1.3 unit increase 
in customer 
impression

0.5% increase 
in revenue 
growth

The Employee-Customer Profit Chain
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Situation:
• The HR executive of a large retail chain (McKee*) needed to 

quantify the impact that employees have on store performance. 

Action:
• Integrated HR metrics, employee survey, customer satisfaction 

and financial data. 
• Quantify the strength of relationship between HR metrics and 

business outcomes.
• Calculate potential financial gains associated with 

improvements in workforce drivers.

* Pseudonym

Case Study: McKee* Retail Chain
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Human Capital Drivers of Profitability - Methodology

*SEM is a multi-variate analysis that allows examination of a set of relationships between one or more predictors and one or more outcome variables. It is primarily a confirmatory 
technique that assesses the adequacy of a model by measuring whether the proposed models estimated covariance matrix is consistent with the observed covariance matrix.

**Impact analysis present a statistical estimate of the maximum total impact on outcome variables a predictor variable may produce. The maximum total impact is calculated by comparing 
two statistical estimates: the predicted outcome variable score for a store at the mean of the predictor, and the predicted outcome variable score for a store ¼ standard deviation above the 
mean of the predictor variable.

Step #1:
Build Hypotheses

• Through a combination of secondary 
research, data mining and conversations 
with senior HR management, Infohrm 
developed hypotheses to test

Net Hire Ratio Gallu
p M

ean

Step #2:
Test Hypotheses

• Infohrm employed Structural Equation 
Modeling (SEM)* to test relationships 
between variables and refine the 
overall model

Analysis

Tools

Average 
Tenure Promotio

n 

Rate

66.59

72.45

60.00

67.00

74.00

Current State Current State x 1/4 Stndrd
Dev

Step #3:
Impact Analysis

• Finally, the impact** of improving 
performance across stores by ¼
standard deviation was estimated

Infohrm utilised the three-step process below to estimate the impact of human 
capital levers on Profit per FTE.
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Step 1: Build the Model
Employee Engagement:

“The extent to which employees commit to something or someone 
in their

organisation and how hard they work and how long they stay as a 
result of that

commitment” (CLC Research, 2004).

• How engaged are our employees today?
• What is the business impact of employee engagement?
• How can we drive engagement?
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Step 1: Build Hypothesis

Engagement…
…drives effort and 

intent to stay…
… resulting in improved 
performance and 
retention…

… which drives store 
performance. 

Employee 
Engagement

Intent to Stay

Discretionary
Effort Performance

Retention

Store 
Profitability 

Source: Corporate Leadership Council, 2004
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Step 2. Model Tested

Employee 
Engagement

(Employee Survey)

Intent to Stay*

Discretionary
Effort*

Performance
(Customer 

Satisfaction)

Retention
(Voluntary 
Termination

Rates)

Store 
Profitability
(Store Profit)

Engagement data 
integrated with…

…top box scores and human 
capital metrics to…

…predict store financial 
performance…
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Step 3. Engagement’s Impact on Customer Satisfaction
Moving stores from low engagement to high engagement can result in a 

4% increase in customer satisfaction. 

Every 10 percent improvement in engagement can increase customer satisfaction by 2.5 percent.
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Human Capital Drivers of Profitability

Low

Customer Experience
Response to the Question “Where Can I Find Two Widgets”

High

Engagement

Low

High

Tenure

Aisle three

I don’t know I know it’s in one of 
the first seven 

aisles.  Follow me 
and we’ll find it 

together.

Follow me to aisle three. I 
suggest that you pick up three 
widgets; you can always return 
unused items, but we find most 
customers need an extra and I 
wouldn’t want you to make an 

unnecessary trip.

Low High

No single employee characteristic can be expected to drive store performance; instead, it is the 
combination of multiple characteristics that defines employee impact.

HCM Measurement
And Reporting

Framework

HCM
Reporting

Professional

HCM
Reporting
Strategic

Making It
Happen



HRMStrategies 2006: IHRIM 2006 Conference & Exposition
© Infohrm Pty Ltd  www.infohrm.com

Effect Dependant on Experience Levels of Workforce
Engagement is a strong driver of 
customer satisfaction in inexperienced 
workforces…

Moving stores with low tenured workforce from low engagement to high engagement can result in a 
8% increase in customer satisfaction but only 1% in stores with high tenure. 

…but has little impact on customer 
satisfaction in stores with a high 
tenured workforce

Impact across all tenure 
groups is 4%
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Engagement Drives Retention
Stores with higher levels of engagement had lower levels of voluntary 

terminations.

Every 10 percent improvement in engagement can decrease voluntary termination rate by 9 percent. 
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Interaction of Tenure and Turnover on Store Profit

Low Voluntary Terminations High Voluntary Terminations

Low Average Workforce Tenure High Average Workforce Tenure
High

St
or

e P
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Low
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Converting it to Dollar Terms

• Employee-Customer-Value chain:
– Identify areas of focus to improve store performance
– Help prioritise people investment decisions

• Quantify Impact of Engagement
– A 10% increase in engagement drives, a 2 unit increase in 

customer satisfaction, drives a 7.5% increase in Profit per 
FTE.

– This equates to a total increase across the sampled stores 
of approximately, $125,000,000.
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Position data to enable 
testing of new 
hypotheses surfaced 
during qualitative 
research and ensure 
metrics identified as 
performance drivers in 
previous research are 
easily accessible by 
management.

Conclusions and Next Steps

Continue to build and validate 
models that test hypotheses about 
the impact of human capital on 
company performance.

Iterative Research Model

Da
ta 

Inf
ra

str
uc

tu
re

Qualitative 
Research

Quantitative
Research

Refine understanding of 
quantitative results through 
qualitative research including 
interviews and focus groups 
with store employees.
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No one approach….
A Universal Reporting Template is Difficult to Achieve

Since the Needs of Audiences Vary Within and Across Organizations

Frequency

Org. Units

Length

Breadth

Daily Annually

One Metric

One

One Page

All

200 Pages

25 Metrics

Dimensions of Human Capital Reports
Illustrative

Member Articulated Reporting Needs
“If we could include benchmarks, this would 
be a very useful report.”

-Project Manager B

“Less is more when it comes to 
benchmarks.  They become a distraction 
in reports.”

-Project Manager A
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Scenario Forecast

-----------------------
-----------------------
-----------------------
-----------------------
-----------------------

Best Practice:  Consistent Reporting
Incorporating Human Capital Metrics as a Set Part of 

Business Processes Proves a Valuable Strategy for Driving Utilization

January
January

January
January

January
Human Capital 

Metrics

Annual Report

Monthly BU Human 
Capital Report

Human Capital 
Budgeting Report

Workforce Planning

Future Demand

Supply Forecast

Workforce Gaps
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Selecting a Reporting Format
Building the “Right” Report Requires 

Consideration of Both the Report Developer and Consumer

Ideal Report Characteristics
Developer

Ideal Report Characteristics
Consumer

Low
Low

High

High

Percentage of Job Responsibilities

D
at

a 
Fl

ue
nc

y

Low (Push)
Low

High (Pull)

High

Level of HC Data Engagement

D
at

a 
Fl

ue
nc

y

Efficient 
Analytics

Flexible 
Analytics

Specialist 
Support

Templated
Reports

Succinct 
Analytics

Succinct 
Reports

Structured 
Exploration

In-Depth 
Analytics
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Delivering Across the Spectrum
Current CLC Metrics and Planned InfoHRM 

Tools and Applications Offer Solutions for Every Audience

Ideal Report Characteristics
Developer

Low
Low

High

High

Percentage of Job Responsibilities

D
at

a 
Fl

ue
nc

y

Low (Push)
Low

High (Pull)

High

Level of HC Data Engagement

D
at

a 
Fl

ue
nc

y

Ideal Report Characteristics
Consumer

SMART Models ADQ

SMART Reports

PB Gallery
Reporting Services

SMART Reports

SMART Models ADQ-Briefing Book

Dashboard
DB Reports

HCM Measurement
And Reporting

Framework

HCM
Reporting

Professional

HCM
Reporting
Strategic

Making It
Happen



HRMStrategies 2006: IHRIM 2006 Conference & Exposition
© Infohrm Pty Ltd  www.infohrm.com

Tips for success
• Focus on your early adopters
• Don’t try to boil the ocean
• Develop compelling stories 

• “You can save us how much?”
• Maintain your focus

• Dollar amounts help you do this – remember, you can’t do everything
• It is essential to have the right people in the right jobs to be successful
• Expect to have to adjust your vision to meet the needs of the users
• Be flexible and willing to change the scope or focus of your plans
• Don’t expect everyone to accept this method overnight
• Enjoy the detours along the way… you may end up in a better place than where 

you originally planned!
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Questions 

Thank You
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For more information on this topic

Go to www.ihrim.org

The IHRIM Learning Center
http://www.ihrim.org/resources/LCindex.asp

IHRIM Publications
http://www.ihrim.org/pubonline/index.asp
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IHRIM needs your feedback!
Please complete a session evaluation 

for

Effectively Managing HR Information

Peter Howes, CEO, Infohrm Pty Ltd
Connie Farris, Brown-Forman, Manager 
HRIS Operations

Session 156

Thank you!


