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• About Jeremy
– Co-Author, Ultimate Performance, Wiley, 2007
– Frequent speaker on BI and human capital at 

SHRM, state events, SAPHR2008
– General Manager, Hodes iQ Talent Management 

System

• About Hodes iQ (booth 515), www.hodesiq.com
– Leading Talent Acquisition & Management System
– Hundreds of clients F500, Mid Market and SMB
– Gartner rated “Visionary” quadrant
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A Completely Non-Scientific Poll

• What’s the first thing that you think of when I say 
metrics?
– “Metrics? I need to get some of that.”
– “My users tell me they didn’t get into HR for the math.”
– “My CEO won’t take anything seriously without ROI.”
– “My tracking and reporting is all in Excel.”
– “I don’t need the tools anymore. I need to know what 

to use them for.”
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In This Session…

We’ll examine problems frequently seen with HR Metrics.

• Poorly Aligned with the Audience
• Are Not Tied to Outcomes
• Spreadsheets and Stats Can be Wrong
• Trust in HR has Eroded

But first a word on the future…
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Our Future is Written in BI

5

• Business Intelligence (BI) is 
closing the gap between data-
driven decision making and 
“gut” decision making in all of 
our business areas. 
– What happens when they 

turn their heads to the HR 
team?

• HR now has the more data to 
leverage than any time in the 
past.
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At Stake: Competing on Analytics

Leverage

Optimization What’s the best that can happen?

Predictive Modeling What will happen next?

Forecasting/Extrapolation What if these trends continue?

Statistical Analysis Why is this happening?

Alerts What actions are needed?

Query / Drill Down Where exactly is the problem?

Ad hoc Reports How many, how often, where?

Standard Reports What happened?
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Poorly Aligned with the Audience

How many of us have run employee 
satisfaction surveys, read them and 
them put them in the drawer?
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Poorly Aligned with the Audience

“Our turnover is so low, we don’t need to track it anymore.”

Sales: “Have you seen what our haircuts look like?”
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Poorly Aligned with the Audience

Who enjoys getting the big 
yawn when you present HR 
metrics to the CEO?  
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The C-Level is from Venus…

CHRO Other C-Level
1 HR Employee to Total 

Employee Ratio
New Hire Quality

2 Cost-Per hire Line Manager Satisfaction
3 Time-to-Fill Recruiting Efficiency
4 Vacancy Rate Time-to-Start
5 Turnover Rate Vacancy Rate

2006 hrmetrics.org survey
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Poorly Aligned with the Audience

Managing Up
Executives

Managing Out
Hiring Managers

Managing Down
HR Staff

We don’t give users what they want.
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How Does Your Data Flow?

• Each of the constituent groups need to make specific 
decisions, and need to be managed by HR teams to 
execute priorities of the company for talent.
– Understand what decisions they need to make.
– Allows you know see what information they need to 

make it.
• Today, they want a report.

– But tomorrow, they want real-time data access, the 
ability to set thresholds and be sent a warning 
message on their cell phone! (BI 2.0) 
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Metrics Aren’t Tied To Outcomes
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It’s Not Your Fault

Our managers aren’t exactly clear themselves

…the same leaders who exclaim that “people are our most 
important asset” usually do not think very hard about 
choosing the right people for the right jobs. They…don’t 
have precise ideas about what the jobs require…

From Execution (p.109)
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Metrics Are Not Tied to Outcomes

Level of Metric HR Objective Sample Metric

What actions 
are needed?

What training do our 
people need?

Training/Demand gap

Where exactly 
is the problem?

Which hiring managers 
need the most mentoring?

Voluntary Turnover % by 
Hiring Manager

How many, how 
often, where?

Did our HM’s comply with 
performance eval 
deadlines?

% Perf. Eval completed

What 
happened?

Produce my Applicant Flow 
log in real time to be ready 
for OFCCP audits.

Applicant Flow Log
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Metrics Are Not Tied to Outcomes

Level of Metric HR Objective Sample Metric

What’s the best 
that can 
happen?

How can I optimize my 
talent for this new venture?

Best-fit skill matrix, projected 
18 months out

What will 
happen next?

Predict our retirement rate 
in these 3 key areas.

Retirement probably analysis

What if these 
trends 
continue?

Project our management 
bench strength in 36 
months.

Succession Management 
dashboard

Why is this 
happening?

How can we reduce 
attrition in the first 120 
days?

Longitudinal surveys of first 
year attitudes
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Attract 

Acquire 

Develop

Utilize

Separate
Separate

• % Voluntary Turnover
• Turnover Index
• Compensation Difference on hire
• Retirement Forecasting
• Vulnerability Scanning

Utilize

• Economic Output / Employee
• Quality Measurements
• Safety Measurements
• Internal Fluidity
• Hi-Po Fluidity
• Skill/Task Optimization
• Succession Management

Develop

• Return on Learning
• Capacity to Meet Skill Demand
• Learning Investment Gap Analysis
• Top Reasons for Leaving 
• Hi-Po Investment Options

Acquire

• Recruiting Efficiency
• Hiring Manager Satisfaction
• Contracted Time to Fill
• New Hire Quality
• Break-Even Investment Point

Attract

• Employment Brand Strength
• Sources of Top Talent
• Brand Promise / Fulfillment
• Employer of Choice Attributes

Metrics Are Not Tied to Outcomes
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Metrics Are Not Tied To Outcomes

• Example: Voluntary Turnover
– Without a goal, turnover is a statistic that is glanced at 

and then ignored. 
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Metrics Are Not Tied To Outcomes

• Example: Voluntary Turnover, 7% goal

Enterprise Turn: 7%

Accounting 
21%

Sales 13%

Sandwich Unit: 11%

Operations 
3%

Sales 2%

Customer Service

Field 3% Call Center 50%
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Spreadsheets and Stats Can be Wrong
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Spreadsheets and Stats Can be Wrong

5% of all spreadsheets have 
errors simply from the 
manual process of typing 
information.
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Spreadsheets and Stats Can be Wrong

A University of Hawaii study found that in corporate 
financial spreadsheets…

94% of all spreadsheets had at least 1 
error. 

Source: What we Know About Spreadsheet Errors http://panko.cba.hawaii.edu/ssr/Mypapers/whatknow.htm

I’m never going to 
Hawaii again.
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Spreadsheets and Stats Can be Wrong

BI & Talent Management

Enterprise Dashboards and 
Scorecards

Defined reporting from Ad Hoc

Ad Hoc reporting, not defined

Department Level 
Spreadsheets, hand compiled

Quality
increases
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Statistics Can be Wrong

76% of conference attendees enjoy Merlot. 

And, 42.7% of all 
statistics are made 
up on the spot. 
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Statistics Can be Wrong

Not Your Father's Pay: Why 
Wages Today Are Weaker
(WSJ: 5/25/07)

“In 2004, the median income for a man in his 
30s, a good predictor of his lifetime earnings, 
was $35,010, the study says, 12% less than 
for men in their 30s in 1974 -- their fathers' 
generation -- adjusted for inflation. A decade 
ago, median income for men in their 30s was 
$32,901, 5% higher than 30 years earlier.”
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Uh Oh, a Median, huh…

2  10  10  12  18  26  31  32  32  41  54  55  60  240  366  366  543 

Let’s go back to 7th grade math class 
and your time to fill data

Average Time to Fill (Mean) = 125 days

Average Time to Fill (Median) = 32 days
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Predictive Analytics:The Black Swan

• Many analyses used to predict our next business 
decision come from statistics based on the bell curve

“Every swan observed out of 1,000,000 swans are white.”
“We can safely predict that all swans are white.”



IHRIM 2008 Conference & Technology Expo

Predictive Analytics:The Black Swan

Our data predicts our worldview nicely… 
… until you meet this guy. 

Sorry to subvert your idea 
of swan-ness. 
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Predictive Analytics:The Black Swan

• Sometimes our statistics don’t only miss predicting a big 
change. It actively helps to obscure the hints of a trend!
– Examples

• Your report’s data didn’t change, but the market did.
• You have the industry’s top C++ developers, in a C# world.
• You have the most efficient recruiting process in the company, 

but your competitor is now responding to candidates in real time.
• You’re waiting for the company’s final web strategy, when Web 

2.0 companies are taking your clients.  
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Statistical Problems Turkeys Face

• On the farm, turkeys are widely regarded 
as excellent statisticians.
– They use industry-accepted tools for prediction.
– They use all of the data they believe to be 

available and they make frequent appearances 
as experts on the specialty TV news channel 
for the farm.

They’ve been assigned to predict the future 
employment prospects on the farm for  

their turkey constituents. 
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Statistical Problems Turkeys Face

• What does our statistician see?
– Every day at 9:00, a nice farmer 

brings us food.
– Farmers have always acted kindly to 

turkeys.
– New turkeys seem to be treated fairly. 

• What our turkey-statistician can’t see is 
a life-or-death problem
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Statistical Problems Turkeys Face

• What happens if our statistician opens 
up his scope to not just looking at 
averages? Not relying exclusively on the 
past for future predictions?

• New market opportunities.
– Sell “Eat Beef” t-shirts to other turkeys.
– Write best selling books about the upcoming 

doom.
– Arrange a mass escape plan.
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Statistical Problems Turkeys Face

• Ideas on Finding Your “Black Swans”
– Be skeptical! Actively look for information that disproves 

an assertion vs. looking only for data that proves it.
– What do I learn if I group my data into common traits? 

(Data Clustering)
– Pay more attention to the extremes, don’t allow an 

extreme data point to be discarded.

2  10  10  12  18  26  31  32  32  41  54  55  60  240  366  366  543 

Hey, these are our sales hires, 
and their turnover is 200%
We have trouble!
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Trust in HR Has Eroded

Whaddya mean, you don’t 
trust my data? It’s good 
data, I mean look at it. 

It’s pretty, it’s all formatted in 
the same column. What’s 
not to love?
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The Importance of Trust

“If the decision maker doesn’t trust the 
analyst … nothing will happen and the 
statistics might well never have been 
computed.”

Competing on Analytics, 2007
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Trust Has Eroded for a Reason…

Our Time to Fill is 29 days

Account Manager 32
IT Representative -24
Manager, Services 100
Sales Representative    8

Oops, I meant to put  
that info in last week, 
Sorry.

What’s my log 
in again?

See, if I put in 
that, you’ll judge 
me on it.
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Why Has Trust Eroded?

1. Reports come inconsistently.
2. They don’t think we know how to manage 

systems.
3. There is no clear method to the metric.
4. My data doesn’t match their intuition.
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Trust Building Steps

• Have a transparent process and defined data.
• Spot check Your Data

• Throw it into Excel and run some tests. 
– Sort numerically.  Try using Excel functions (MIN)

• If the reports are automated, always run reports on time.

• Make them relevant.

• Define every formula.

• Meet with your constituents.
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Creating Great Metrics: Method

Set 
Goals

Model 
Measur
ements

Build the 
Metric

Validate 
Results

Care for 
Your 
data
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Set Goals

• The Management Interview
– Business Decision Support

• What dimension of investment decisions have talent 
components? What will be decided over the next year?

– Talent Direction
• What areas is management most concerned about? Why?

– HR Direction
• Operational measurements + Frequency
• What keeps the CHRO up at night?
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Set Goals

• What measurements make up the company’s 
performance “secret sauce”?
– Defining Decision Support
– Defining risk areas
– Defining operations objectives
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Set Goals: Sample Outcome

Goal Description C-
level

VP 
HR

Hiring 
Mgrs

Reduce Time to Fill 

by 15%

Currently at 42 days avg. Move 

down to 36. For engineering to 

40.

X

New Hire Quality 

measure, then 

improve

No metrics established, but 

feedback from the field is poor.  

Establish and benchmark 

monthly.

X X X

Monitor voluntary 

turnover for patterns

Keep tracking, but also flag 

patterns in managers.
X X
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Model Measurements
Model Item Detail

Objective Reduce time to fill by 15%

Metric Time to Fill

Goal By tracking this for reduction, we forecast 4MM in 
increased revenues.

Formula Median (Date Hired -- Date Req Approved)
Where the req is in the operations unit

Data Source Talent Management System

Will Support Vice President, Engineering

Frequency Monthly

Tool Ad Hoc reporting system

Owner Project Manager, HRIS
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Model Measurements

0

50

100

150

200

250

1-Jan 1-Feb 1-Mar 1-Apr 1-May 1-Jun 1-Jul 1-Aug 1-Sep 1-Oct 1-Nov 1-Dec

North

South

West

East

What type of chart  
best expresses
progress to goal?

How do I express
the tolerance level?

What notes will head 
off questions?

Do I show all data to 
all people? Or some 
to some?

Time to Fill, 2006 Year to Date. All Divisions
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Model Measurements

• Good
– Use visuals if it can be 

summarized in one visual
– One table should satisfy one goal

• Bad
– Dashboard clutter
– Unclear reason for displaying the 

metric
– Wrong metric for the audience



IHRIM 2008 Conference & Technology Expo

Great Visualizations Are Actionable
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Great Visualizations Are…
Clear and Relevant
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Gaining a Seat at the Scorecard Table
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Build the Metric: Tips

• Start with current data.
• Don’t overwhelm users with multiple pages.
• Once you start reporting on a metric, keep reporting on 

it.
• Answer questions before they are asked. 
• Let a manager draw their own conclusions.
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Validate Results

• The “Test Run”
– Meeting with Executives on the prototype or first 

dashboard.
– Set expectations of first run glitches
– Show the right dash to the right audience!!
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Making Good Metrics Great

Before After

Poorly Aligned with the 
Audience

Managers see the data they need …

Are Not Tied to Outcomes … to make meaningful business 
decisions…

Spreadsheets and Stats Can 
be Wrong

…and the data is right, because you have 
a great process…

Trust in HR has Eroded … so they trust the data, and act on it!
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Resources

• Ultimate Performance, Wiley
• The Black Swan, Random House
• Competing on Analytics, HBR
• The Workforce Scorecard, HBR
• The HR Scorecard, HBR
• Utterly Confused Guide to Statistics,  McGraw-Hill
• More whitepapers posted at: www.hodesiq.com   
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For more information on this topic

Go to www.ihrim.org

Learning Center

IHRIM Publications
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IHRIM needs your feedback!
Please complete a session evaluation for

Session 165

When Good HR Metrics Go Bad

Thank you!

Jeremy Shapiro
Vice President

Hodes iQ
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