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Executive Summary

People analytics is growing – yet again!

This is the fifth year of our annual people analytics 
trends research, and it is perhaps no surprise that the 
function of people analytics continues to grow. In a 
“typical” organisation of, say, 100,000 employees, the 
people analytics team has risen from 25 people in 2020 
to 40 people in 2024. The ratio of people analytics 
professionals to total employee headcount is now 1:2500 
(see Figure 1).

In 2020 the human aspect of business was magnified by 
the global pandemic, and since then numerous topics of 
a “people nature” have topped business agendas – social 
justice and inclusion, well-being, hybrid working, hyper-
inflation and geo-political events – making people topics 
high profile for C-suite executives and boards of directors 
across the globe. Over the last five years, therefore, 
it is no surprise that analysing people data within 
organisations has been accelerated and magnified.

Over the years, our research methodology has remained 
the same, albeit the sample size of organisations 
increases. This year the total number of organisations 
with discrete people analytics functions grew by 
over 25%, from the prior year, to 1600 worldwide. We 
invite the people analytics leader at each of these 
organisations to complete an extensive survey about 
their function, and then we analyse the data from those 
respondents to understand “the state of play” in the field 
of people analytics.

	FIGURE 1
	 People analytics ratio, 2020 and 2024

PEOPLE ANALYTICS RATIO

	 2024	 1:2500
	 2020	 1:4000

Base: 2024: n=348; 2020: n=60.

People analytics team:Total employee headcount

This year we studied almost 350 organisations, up 
28% since 2023, from 36 different countries (2023: 27 
countries). Since our methodology stays the same, we 
can confidently report that people analytics is growing.

So – this is where people analytics is at. At a macro level, 
the field is growing. And at the organisational level, 
people analytics is growing or staying the same size, 
globally, in 90% of the companies in our research. We 
also identify that 68% of the companies in our research 
have increased investment in analytics dashboard 
technology, or other specialist people analytics 
technology, over the last 12 months.

This year, our research also went deeper on the impact 
and adoption of analytics. We researched the adoption 
of artificial intelligence (AI), the democratisation of 
people analytics, how teams are creating impact with 
analytics across the workforce, and how they are 
measuring value. 

Executive Summary
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In 2024, our key findings are:

1.	 Growth: People analytics continues to grow as  
a function across companies worldwide.

2.	 Intelligent Automation: AI is here! Companies 
are adapting processes, guidelines and activities 
to integrate AI across people practices, using 
analytics at its core.

3.	Adoption: The adoption of analytics across 
the workforce, through democratisation and 
personalisation, is “getting going”. However, 
there is a still a lot to do before people analytics 
is embedded organisation-wide.

4.	Value: Few companies are measuring the value 
of people analytics, especially in terms of 
improving business performance. And there is 
a long way to go before business executives 
realise the full value of their investment in  
people analytics.

We have continued to use our Leading Companies 
Model and the concept of “ABCD Teams” to understand 
what the “best of the best” are doing. This is detailed 
in our work on Leading Companies in People Analytics 
(“Leading Companies”). Section 04 of this report is 
dedicated to exploring this further through our analysis 
of “A” Teams. In our 2023 research,1 we identified key 
characteristics that indicate what companies should 
invest in and how value can be created. This creates our 
Leading Companies Model (see Figure 2).

	FIGURE 2 
Leading Companies Model
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“A” TEAM“B” TEAM

“C” TEAM

occasional flashes
of brilliance – but not robust
enough to be sustainable or

to create lasting value

underinvested in both 
skills and technology 
and tends to deliver 
reporting and some 

basic analytics 

overskilled and
overinvested in 

technology, which is 
then underutilised and 
delivers limited value

consistently delivers
valuable insights that are 
productised and scaled

LEADING
COMPANIES

In our research this year, we identified that only 10% of 
all companies that completed our research are defined 
as “A” Teams. What we notice from “A” Teams is that 
people analytics is embedded in the people strategy. We 
also identify that these teams regularly and dynamically 
prioritise their work according to the needs of the C-suite 
and the business agenda.
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Unfortunately, we still see too many teams at the “D” 
Team level in our Leading Companies Model. These are 
teams that have limited investment in core topics and 
subsequently deliver limited value. In our research in 
2024, 57% of all companies that responded to our survey 
are considered “D” Teams, a marginal improvement on 
the 59% reported in 2023. There is little difference by 
industry, size or tenure of team. 

In conclusion, after five years of publishing trends in the 
people analytics industry, it is clear that people analytics 
is a sought-after discipline of activities and outputs. But, 
far too often, value from people analytics is not delivered 
at scale.

The answer lies in the democratisation of data, 
personalising and creating the adoption of solutions by 
employees and managers, focusing efforts on the most 
important business priorities and measuring financial 
value. If these are done, at scale, across organisations 
worldwide, the future is bright for people analytics.

Jonathan Ferrar, Naomi Verghese, Madhura Chakrabarti 
November 2024

Harnessing the power of  
people analytics requires:

1  Democratising people data

2  Personalising solutions using AI

3  Making sure analytics solutions are adopted

4 Focusing on the highest business priorities

5  Measuring financial value

Executive Summary
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People analytics is growing as a discipline. A recent 
report by Deloitte2 identified that, in 2023, 40% of 
organisations were in levels 3 and 4 of their four-level 
maturity model (the top two levels of maturity in their 
model), compared with 18% in 2020 and 17% in 2017. Our 
own research, undertaken annually, mirrors this growth 
in activity and investment. 

The Ratio of People Analytics

In our research over the last five years, the ratio of people 
analytics has improved from 1:4000 to 1:2500 (see Figure 
3). This means that for every 2500 people employed in 
our surveyed companies in 2024, there is one people 
analytics professional.

Putting that into context, for a typical 100,000-person 
company, there are 40 people analytics professionals.

	FIGURE 3 
People analytics ratio, 2020 to 2024

 

  

 

 

 

 

 

 

PEOPLE ANALYTICS RATIO

	 2024	 1:2500
	 2023	 1:2800
	 2022	 1:2900
	 2021 	 1:2900
	 2020	 1:4000

Base: 2024: n=348; 2020: n=60.

People analytics team:Total employee headcount

Our approach to understanding the optimum people analytics team size compares the people analytics team with 
total employee headcount. This is more appropriate than a comparison of the size of the people analytics team with 
the size of the HR function, which is often assumed to be the most logical approach. This is because it prioritises the 
guiding purpose of the people analytics function: delivering business value (not just HR value).

Successful people analytics teams remain focused on the needs of the business. In other words, when prioritising people 
analytics projects, the team concentrates on work that will drive significant business value instead of carrying out work for 
the benefit of the HR function alone. People analytics teams must think “business first”, adopting an outside–in view and 
working for the business, not just for HR.

Therefore, the size of the people analytics function should be considered against the total employee headcount  
of the entire business.

The Ratio for People Analytics

01 
The Growth of People Analytics



8

People Analytics Growth and  
Company Size

When looking at the ratio in more detail, we notice that 
across all but the smallest of company sizes, there is a 
strengthening of the ratio since 2023. This means that 
irrespective of the size of the organisation, at the macro 
level, people analytics practitioners and skills are being 
invested in (see Figure 4).

We do notice that larger companies have a less strong 
ratio, indicating that economies of scale happen as 
companies develop over time. This is natural, and to be 
expected.

In smaller organisations the ratio is stronger. Naturally, 
in a smaller organisation, resources will also have to be 
utilised carefully. In the detail of our research, we identify 
20 different roles and capabilities that are required by 
a “fully fledged” people analytics team operating as an 
“A” Team. Clearly, in a small team with only a handful of 
people, they will have to be generalists with a number of 
skills to cover many of the roles needed to deliver value. 

People Analytics Team Size and Tenure  
of the Team

As people analytics teams mature in age, they become 
more efficient. They introduce processes and technology 
to build scalable data lakes, they introduce governance 
to manage data, they build effective prioritisation 
methodologies to focus on key topics, and they build 
skills to deliver ever more complex projects.

This is reflected in our analysis of the tenure of people 
analytics teams (see Figure 5). 

For very “early tenure” teams in their first year of 
formation, most are increasing in size (56%) or 
stabilising (40%). For teams with tenure in the range of 
two to four years, 50% are increasing in size and 42% are 
staying the same.

As tenure grows, some teams do shrink, but the 
overall numbers are small. Of the 348 people analytics 
functions that we researched, only 34 decreased in 
size during the previous 12 months. The vast majority 
continue to grow or have stayed the same size.

	FIGURE 4 
The ratio of people analytics across different organisation sizes

 Fewer than 5000 
employees

5000 to 25,000 
employees

25,000 to 50,000 
employees

50,000 to 100,000 
employees

More than 100,000  
employees

2024 1:900 1:2000 1:4500 1:3700 1:6200

2023 1:700 1:2100 1:4900 1:3900 1:7200
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	FIGURE 5 
The growth of people analytics teams, by tenure

People Analytics by Industry

Our analysis across the 348 companies in our research 
shows that, in most industries, the people analytics 
ratio has strengthened over the last 12 months (see 
Figure 6). This is true for the technology, retail and 
fast-moving consumer goods (FMCG), media and 
telecommunications, engineering, and chemicals and 
materials industries, as well as a number of other 
industries in our research with smaller numbers of 
company respondents.

Only in financial services and pharmaceutical and 
healthcare have we identified a slight weakening in the 
ratio, meaning that in these industries there is a very 
slight softening in the focus on people analytics during 
the previous 12 months relative to the overall company.

However, when we consider the overall growth over 
a five-year period for the biggest four industries – 
technology, financial services, pharmaceutical and 
healthcare, and retail and FMCG, which collectively 
account for exactly two-thirds of the companies surveyed 
in our research (232 companies) – we conclude that the 
growth of people analytics is very healthy indeed. 

	FIGURE 6 
The ratio of people analytics across different industries

Technology Financial 
services

Pharmaceutical 
and healthcare

Retail and 
FMCG

Food and 
beverage

Media and 
telecommunications

Engineering Chemicals  
and materials

2024 1:1400 1:1700 1:3700 1:4600 1:4000 1:2900 1:5300 1:4500

2023 1:1500 1:1500 1:3500 1:6100 1:6000 1:3600 1:5500 1:5500

2020 1:3900 1:3800 1:7200 1:6200 – – – –

 0–1 years
(n=44)

2–4 years
(n=48)

5–9 years
(n=139)

10+ years
(n=117)

Overall
(n=348)

Increased or stayed the same 96% 92% 87% 88% 90%

Increased 56% 50% 38% 35% 44%

Stayed the same 40% 42% 49% 53% 46%

Decreased 4% 8% 13% 12% 10%

01 | The Growth of People Analytics

Note: there were insufficient companies responding to the survey in 2020 to provide accurate ratios for the four industries 
where no ratios are shown
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Artificial intelligence (AI) has the potential to transform HR 
by supporting improved decision-making, creating efficiency, 
producing cost savings, making processes scalable and – 
most notably – improving the employee experience through 
personalised and “intelligent” employee tools.

Following the breakthrough of generative AI (gen AI) in late 
2022 with the launch of ChatGPT,3 the adoption of AI is certainly 
accelerating. All corporate functions are looking at how they can 
best leverage the opportunities presented by AI. 

Chief human resources officers (CHROs) are expected to use 
AI to transform their own function, improve the experience of 
the people in their organisation, and reskill the workforce in 
response to how AI is changing jobs. Our research supports 
this expectation, with 68% of companies that responded to our 
survey showing that AI is now a strategic priority for HR.

For the first time, Insight222 has undertaken a more detailed 
review of the “state of play” of AI in HR. This means that 
across the 348 companies surveyed for this research, we have 
insights into the journey of AI in HR, especially as it relates to 
people analytics. While much has been published about the 
opportunities and benefits of AI technologies, it is useful to 
understand where companies are today on their journey, the 
specific use cases for leveraging AI and gen AI in HR, and the 
prerequisites for maximising the opportunities that AI presents.

02 
Artificial Intelligence 
in HR

68%  
of companies
confirm that leveraging AI is 
a strategic priority for HR

The AI Journey in HR

Our research finds that just under two-thirds 
(62%) of companies are in their first year of 
their AI journey in HR (see Figure 7). While 
this may appear to be a notable proportion, 
it also coincides with the increased focus 
across the business world on leveraging 
the potential of AI following the release of 
publicly available gen AI tools.

	FIGURE 7 
The number of years companies have 
been on the AI journey in HR

62%

18%

19%

1%

1 year

Not started

2–4 years

5+ years

We have not started
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Use Cases for AI and Gen AI in HR

In this year’s survey, we asked people analytics leaders to share the AI and gen AI use cases that are currently in 
production in the HR function at their company. Use cases for HR include predictive models, content generation for 
chatbots, and sentiment analysis in employee feedback, see Figure 8a (p11) and Figure 8b (p12). For those early in 
the AI journey or still looking to get started, this can provide insight and help for getting traction.

	FIGURE 8a 
AI use cases for HR

11

4%

7%

7%

8%

9%

15%

15%

15%

16%

19%

33%

40%

Succession planning
optimisation

Employee wellbeing
monitoring

Performance management
optimisation

Talent pipeline
forecasting

Compensation analysis
and prediction

Workforce planning
and optimisation

Employee engagement
prediction

Diversity and inclusion
analytics

Predictive analytics
for recruitment

Learning and development
personalisation

Attrition prediction

HR process automation

What AI use cases are currently in production 
in your HR function? 
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2%

2%

2%

5%

7%

11%

11%

13%

26%

36%

38%

Employee behaviour
prediction

HR policy compliance
monitoring

Team dynamics
analysis

Virtual reality
training simulations

Bias detection in
recruitment processes

Natural language processing
for CV screening

Automated interview
scheduling

Personalised learning
recommendations

Augmented writing for
job descriptions

Sentiment analysis in
employee feedback

Chatbots for
employee assistance

What generative AI use cases are currently in 
production in your HR function?

	FIGURE 8b 
Gen AI use cases for HR
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Overall, our research found that 40% of 
companies are leveraging AI to automate 
HR processes, a figure that is expected to 
increase over the coming years. Also, a third 
of companies (33%) are utilising predictive 
attrition, which employs advanced analytics 
techniques to understand the effect of 
certain variables and identify segments of 
the workforce at risk of attrition now and in 
the future.

The content generation use case that is 
most widely used in HR is chatbots, where 
38% of companies are leveraging gen 
AI for this purpose. Employees can ask 
a chatbot questions and it will provide 
information. Chatbots can be an effective 
way to experiment with AI because they 
can be designed to answer a small number 
of questions initially to test the value 
with employees and then be enhanced 
to encompass more HR talent and policy 
questions over time. 

Our research also found that 36% of 
companies are using sentiment analysis to 
assess the sentiment in employee feedback 
across surveys and other listening channels. 
A technique used in natural language 
processing (NLP), sentiment analysis is used 
to interpret the tone in text and classify it 
into categories, such as positive or negative, 
and therefore understand employee 
reactions at scale.

Maximising the Opportunities that  
AI Presents

While there is much excitement about the opportunities that 
AI presents, there are also important prerequisites to really 
maximise the positive impacts it can have for HR. These include:

1.	 acquiring key roles and skills in the people analytics team;

2.	 investing in data foundations;

3.	 instilling strong governance and ethical management of AI;

4.	establishing an AI council.

We find that these prerequisites are becoming barriers for those 
that are “jumping in” too soon. We therefore study each of these 
four items in detail as follows.

1. 	 Acquiring Key Roles and Skills in the People Analytics Team

Forward-thinking people analytics leaders are considering the 
roles and skills they will need now, and in the future, to leverage 
the opportunities that AI presents and to manage the associated 
risks.4 These roles include people analytics consultants who 
work directly with HR and business leaders to identify the right 
questions that AI can help address. 

Some companies have created new roles within people analytics 
focused on AI strategy and implementation across HR. Our 
research found that 22% of people analytics leaders surveyed 
expect headcount to increase in this “AI specialist” role over the 
next 18–24 months. This has increased over the past 12 months. 
When asked the same question in our 2023 research, only 8% 
of people analytics leaders expected to invest in this role. This 
demonstrates the commitment is strengthening for making AI a 
strategic priority for HR.

02 | Artificial Intelligence in HR
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2. 	 Investing in Data Foundations

Investing in and establishing strong data foundations 
is essential to ensure accurate data quality, processes 
and flows so data and insights can be digitised at scale. 
Data foundations are needed to ensure algorithms and 
language models learn quickly to create the type of 
automation that will allow employees and managers to 
gain use from models such as predictive attrition, or a 
learning recommendation engine.

Without this in place, the use cases that can be utilised 
using AI will be limited. AI provides people analytics 
leaders with an opportunity to influence for investment 
in the data foundations in order for HR to take advantage 
of the efficiencies and improved experiences AI 
technologies can provide.

In our research, it is encouraging to see that 60% of 
companies are already investing in building strong data 
foundations (such as the data architecture and data 
quality) to maximise the opportunities that AI presents 
for HR.

3. 	 Instilling Strong Governance and Ethical 
Management of AI

Another prerequisite for leveraging AI is having a focus 
on governance and ethics to ensure a high validity 
of the models being used, and to ensure fairness and 
transparency.

The processes and algorithms used in AI models must 
be evaluated to ensure they are fair and not introducing 
unintended – or indeed any – bias. The regulatory 
landscape for AI is increasing, with a number of laws 
already in effect across the USA and now in the EU.5 
Companies are expected to demonstrate that their 
AI-infused solutions do not create bias and that there 
is a suitable level of transparency to end-users (and 
regulators) about the use of AI.

Our research finds that of the companies who have 
started their AI journey in HR, 44% have a dedicated focus 
on the governance and ethics of AI models used in HR.

44%  
of companies
already on their AI journey 
have a dedicated focus on the 
governance and ethics of AI 
models used in HR

60%  
of companies
have invested in building strong 
data foundations to maximise 
the opportunities that AI 
presents for HR

02 | Artificial Intelligence in HR
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4. 	 Establishing an AI Council

As part of governing the ethical use of AI, it is best 
practice to set up an AI council in HR. This should be used 
to steer the strategic direction of AI, evaluate the highest-
value use cases, and determine where investments and 
resources should be made.

The purpose of creating a dedicated AI council is to make 
sure all of the strategic and ethical considerations noted 
about AI are managed properly and effectively. This 
will ensure that the right people and skills are brought 
together to be involved in making the  
necessary decisions.

As well as partnering with the broader enterprise AI 
community, the council can act as a review board to 
ensure that value is being delivered from AI tools in HR 
and that, as a principle, they continue to be beneficial  
for employees.

Of the companies that have started their AI journey in HR, 
45% have established a council in HR to provide strategic 
direction on how AI is used.

In summary, AI in HR is gaining momentum, and people 
analytics is at the heart of this progress. The four 
prerequisites should be considered for effective AI 
across the people function. The people analytics leader 
should be at the centre of the strategic and operational 
development of AI across HR. 

One company that has such a leader is Schneider Electric 
(see next page), which is a role-model organisation for AI 
in HR with analytics at the core. 

45%  
of companies
already on their AI journey have 
established a council in HR to 
provide strategic direction on how 
AI is used

02 | Artificial Intelligence in HR
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Peter Ryan leads the people analytics function at 
Schneider Electric, where he has been for about eight 
years, having started as “maybe the first data scientist 
within HR”. Schneider Electric is a company with an 
ecosystem of 150,000 colleagues and more than a million 
partners operating in over 100 countries.6

Schneider Electric’s vision is to create impact by 
empowering all to make the most of our energy and 
resources, bridging progress and sustainability for all. At 
Schneider, this is called “Life Is On”. 

With this vision, it is easy to feel Peter’s enthusiasm for 
AI and analytics. He uses his company’s purpose to give 
energy to his work and aims to create impact across 
employees and managers throughout Schneider Electric.

Overall, Schneider Electric’s people analytics function 
covers people insights, data excellence, workforce 
planning and HR cyber security. Peter’s remit covers the 
“analytics engine” of the function, which consists of the 
visualisation, advanced analytics and product strategy 
capabilities, where teams of product owners, analysts, 
data scientists and developers collaborate to deliver 
valuable products for their partners and user community.

An example of where they have built an analytics model 
and scaled it is in pay equity. They used advanced 
analytics to create models and then automated it in 
an app called the “fair pay simulator”, which was a 
customised build by their rapid prototyping capability. 
This allowed them to model scenarios and implement 
actions to help meet Schneider’s 2025 pay equity 
ambition ahead of schedule.

The app is so good that it has won an external award. 
DataIQTM states: “The app provides a high level of 
visibility on current and future pay equity gaps at 

individual and country level, which gives users the 
possibility to simulate a total compensation package 
aligned with the organization’s overall pay equity 
objective.” The judges of these awards further comment: 
“This innovative approach not only accelerates the 
achievement of Schneider Electric’s sustainability goals 
but also sets a new standard for inclusive compensation 
practices in the industry.”7 

In 2021, Schneider established a centre of AI excellence 
called the “AI Hub”. This is an enterprise hub that helps 
utilise global AI resources for the highest-priority strategic 
initiatives. This global hub offers expertise, guidance and 
structure to enable functions to deliver AI at scale across 
the enterprise, including the HR function in collaboration 
with HR services and the people analytics team.

The partnership allows use cases to be validated across 
a range of dimensions so that when resources are 
aligned, the outcome will be valuable for employees and 
managers, and will align with the strategic priorities of 
the organisation.

The second thing that Peter outlines as essential for 
delivering value is what he refers to as a council. He 
explains: “It’s a council. It’s a collaboration with the AI 
Hub and HR services. We work with senior executives 
within HR globally to align on what use cases are  
worked on. And then that’s all underpinned by data 
privacy governance.”

He continues: “We focus on several questions for each 
project: Why are we doing it? Should we be doing it? 
Should we be using these particular datasets? What 
benefit does it bring to the organisation? What benefits 
does it bring to our employees? If we develop it, will it 
deliver value? Is it scalable?”

 	Case Insight from Schneider Electric:  
Delivering Impact Through AI

02 | Artificial Intelligence in HR
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It is clear from these situations that Peter and his team 
have taken people analytics to a whole new level. First, 
while reporting into the HR function and building their 
own models and applications, they also partner with the 
enterprise global AI Hub. They ask themselves tough 
questions about the use of data, value and benefits. 
Finally, they aim to scale products using AI across the 
organisation and measure the value.

Peter talks passionately about the last item: “Quantifying 
value is a big thing. For any use case, we need to 
understand what sort of monetary value is attached to it, 
right? And that could be from efficiencies to generating 
insights that could generate revenue.”

When asked what advice he would offer to others, he 
states three things:

1.	 Be bold and invest: “Take that step. It can be a bumpy 
journey for sure, but it is worth it when you see the 
value that it can return.”

2.	Develop data foundations: “Make sure the data 
architecture is in place and that you have the right 
collaboration with your digital teams.”

3.	Create data and AI governance: “Make sure that 
you’re aligned with the data privacy function and that 
everybody’s aware that what you are doing is for the 
right purpose.”

Peter has lots to offer (see Figure 9). It’s impressive to listen to a people analytics leader with such energy and clarity, 
and Peter Ryan is one of the clearest thinkers in this field when it comes to analytics and AI in HR.

	FIGURE 9 
Peter Ryan’s tips for analytics and AI in HR
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Data democratisation has been a topic of major importance, in 
people analytics for a while.8,9 Asking the right questions and 
then collecting and analysing relevant data is only meaningful 
if the insights derived from the data are shared with and 
consumed by the intended audience.

First, our research outlines that 63% of the 348 organisations 
who are part of this research report that they are investing in 
specialised (Wave 2) technology to enable data democratisation. 
When we compare that with our People Analytics Trends 2020 
research, across the then 60 companies surveyed, 65% were 
investing in specialist (Wave 2) technology.10 The numbers of 
firms investing in specialist (Wave 2) technology is broadly 
steady over the last four years, which is encouraging.

Second, when looking at the last three years of our research, we 
see an increasing trend in the democratisation of data by people 
analytics teams to managers and executives (see Figure 10).

Both of these insights are helpful. They indicate that the 
majority of people analytics teams today are paying attention to 
democratising people data and insights, not just in the acquisition 
of required technology, but increasingly in the application of this 
technology.

However, our research reveals that there is still much progress to 
be made when it comes to adoption, that is, the adoption of the 
products and technology that serve as the primary channels of 
democratisation.

In other words, we see a certain amount of “leakage”.

	FIGURE 10 
The number of companies that 
democratise people analytics data

03 
Democratisation and  
Adoption of Analytics

71%

63%
58%

202420232022

Percentage of companies where the 
people analytics function shares data 
interactively with managers and 
executives across the enterprise using 
analytics dashboards, 2022–24

03 | Democratisation and Adoption of Analytics
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Leakage is where the data democratisation efforts 
are increasing but adoption and consumption of that 
data among end-users (for example HR practitioners, 
or employees, managers, and other non-HR users) 
remains lower. 

To elaborate further, 71% of organisations report 
democratising people analytics data, whereas less than 
half (47%) of the organisations report having a high 
level of people analytics product adoption across HR 
practitioners. Furthermore, only 28% report having a high 
level of adoption outside of HR.

The adoption “leakage” therefore is 24 percentage points 
for the HR population and 43 percentage points for the 
non-HR population.

This means that people analytics teams sharing data 
interactively or investing in specialised technology for 
data democratisation does not necessarily ensure its 
desired, ultimate outcome. That is, using people data and 
insights to make better decisions

What is “leakage” in analytics 
adoption?
Leakage is the difference between the percentage 
of organisations that report democratising people 
analytics data and the percentage of companies 
that report a high level of people analytics products 
adoption across the enterprise. 

The difference describes the loss of adoption of 
people analytics products.

When we study this in even greater detail, we see similar 
“leakage” between our research in 2023 and in 2024 (see 
Figure 11).

In summary, Figure 11 shows that actions and investments 
pertaining to data democratisation remain high and, in 
some cases, continue to increase. But, on the other hand, 
adoption of products and technology enabling data 
democratisation remains lower.

Looking further into adoption behaviour, we see that 
adoption among HR practitioners has increased by 8 
percentage points compared with last year, whereas 
adoption among leadership outside of HR has decreased 
by 4 percentage points. This implies that whatever is 
happening with the excitement of data democratisation 
and adoption of analytics, the “hype” isn’t reaching the 
end-users at the same rate.
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There are two plausible explanations behind this leakage. 

The first explanation is poor change management: there 
are simply not enough activities aimed at the end-users 
of people analytics products. These activities should 
highlight relevant use cases, explain the dos and don’ts, 
and, most critically, explain the benefits. The WIIFM 
practice must be deployed – “what’s in it for me”. Our 
data shows that only 32% of people analytics teams 
report having worked on targeted campaigns or change 
management to drive adoption of people analytics 
products, and only 13% report having a change manager.

The second explanation is that the people analytics teams 
do not have the skills to scale analytics products, and 
therefore adoption lags production. Our data shows only 
28% report having a product manager and only 11% of 
people analytics teams report having a user experience 
(UX) designer. 

These findings serve as a strong call to action for people 
analytics leaders to start shifting focus from just the 
analysis to the adoption of scalable products. Some 
companies, however, are doing this well. Julius Bär is one 
of them, as outlined in the case study on the next page.

	FIGURE 11 
The trend in the democratisation and adoption of analytics
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% favourable responses for the statements: 

The people analytics function 
shares data with managers and 
executives across the enterprise 
using analytics dashboards

At my company there has been 
investment in specialised technology 
to enable data democratisation and 
advanced analytics

We have a high level of people 
analytics product/technology 
adoption across HR practitioners

We have a high level of people 
analytics product/technology 
adoption amongst leadership 
outside of HR
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Julius Bär is the leading Swiss wealth management group 
and a premium brand in this global sector, with a focus on 
servicing and advising sophisticated private clients. Adam 
Tombor joined the firm approximately three years ago as 
the Global Head of People Analytics.

As Adam reflects on what he inherited when he joined 
Julius Bär, he describes a difficult situation: “Managers 
had access to approximately 800 reports in Workday, but 
99% of the reports often yielded no practical insights. 
This was due to complex access rights and a lack of 
understanding of stakeholders’ data and reporting 
needs.”

Adam knew the situation had to change and that the 
success of the people analytics team lay in making sure 
that data, insights, and analytics were easily accessible 
to not only the HR function, but also to business leaders 
and other corporate functions, such as finance. With 
Adam, the people analytics team has made tremendous 
progress in the last three years.

In the first couple of years, Adam and his team were laser-
focused on building self-service: automated solutions so 
that HR business partners (HRBPs) and other leaders could 
access their own data. As a result, the people analytics 
team has shifted from delivering reports for others to 
showing others how to access and use the solutions when 
they need them. Adam proudly talks about a few examples 
of these solutions that he has mobilised:

•	 Strategic recruiting workbook: Designed especially for 
recruiting relationship managers (RMs), one of the most 
strategic roles in the firm; includes metrics such as the 
number of RMs hired year-to-date (YTD), candidates in 
advanced stage, projected candidates by year-end, and 
the current number of hires against the targets.

•	 Holiday accrual forecast: Designed to give a detailed 
picture of accrued employee holidays and associated 
costs. Holiday accruals can be a significant liability on 
the balance sheet and therefore is important to monitor. 

•	 People analytics library: Designed to provide business 
intelligence and serve as the one-stop shop for all HR 
dashboards. 

•	 Manager dashboards: Designed to help managers 
have a better understanding of their team distribution, 
learning and development, absenteeism, and talent 
opportunities.

However, Adam clarifies: “It is not just about building 
these products and solutions to democratise data.  
There are two key elements to enable adoption.”  
These are shown on the next page and in Figure 12.
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1.	 Continuously educate and embed solutions:

a.	 Deliver monthly people analytics meet-ups 
with HR. The entire HR function is invited to 
meet-ups organised by Adam’s team. The 
agenda focuses on topics like “How to use a 
dashboard”, teaching concepts like “What does 
annual rolling turnover mean?”, and building 
basic understanding of data security models.

b.	 Impose new ways of working for HRBPs. 
Leveraging the standard reporting process was 
included as an annual performance target for 
each HRBP to steer them away from manual 
requests for HR reports. 

c.	 Create deep partnerships with UX designers. 
Detailed design thinking takes place before 
building any people analytics solution.

2.	 Leverage favourable conditions that exist within the organisation:

a.	 A consolidated technology landscape: Julius Bär has a single 
HR system (Workday) that is considered the single source 
of truth and houses all employee lifecycle data. The absence 
of disparate systems and fragmented technology has been a 
significant enabler of data democratisation.

b.	 A strong culture: Julius Bär fosters a culture that allows the 
people analytics leader to deselect requests for customised 
solutions to solve individual problems, while focusing on 
delivering greater solutions that will solve multiple problems.

c.	 A CHRO who is a role model: At Julius Bär, the CHRO 
uses people analytics products and solutions. He has been 
relentless in driving the message that if the data and insights 
derived from dashboards can be shown to the C-suite, it is 
good enough for the rest of the firm.

Adam acknowledges the favourable conditions he inherited, recognising that not all people analytics leaders will have this 
experience. In terms of advice to other people analytics leaders embarking on a similar journey, he highlights two things:

1.	 Make access easy. 

2.	Have a vision and be ruthless about executing it.
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Our People Analytics Trends report in 202311 provided specific details and guidance on how companies can 
transition between different “states” of people analytics. This is not a “maturity model”, which implies that a 
function can only mature to the next level if it has been through the immediate prior level. Instead, we identify 
these states as ABCD Teams. Each of these teams has particular characteristics, and each provides the platform 
to transition to a more impactful level.

This model, the Leading Companies Model (see Figure 13), has eight characteristics across two dimensions.

	FIGURE 13 
The Leading Companies Model: ABCD Teams can be plotted along the two dimensions of investment and value

In summary, the dimensions  
and characteristics are:

Investment in:

1. 	 influencing key stakeholders;
2. 	prioritising important business 

(not just HR) topics for analysis;
3. 	developing three important 

analytical skills;
4. 	creating strong ethical practices 

for people data.
Value through:

5. measuring financial outcomes;
6. democratising people data and 

insights across the enterprise;
7. 	productising people analytics 

solutions at scale;
8. 	building data literacy throughout 

the HR function.
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ABCD Teams

Our research across the 348 companies surveyed this year allowed us to identify each company within the Leading 
Companies Model once again. Similar to the distribution for the companies in last year’s research, we see that most 
organisations are “D” Teams. They are low in investment and low in delivering value (see Figure 14).

Disappointingly, the number of “D” Teams has decreased by only two percentage points in the last 12 months. In 2023, 
59% of companies were identified as “D” Teams, while this year 57% of companies are identified as “D” Teams.

This indicates that at the macro level, progress in delivering value in people analytics is less speedy than we would wish. 

However, rather than focus on the lack of progress, let’s look at what makes the best companies thrive in people analytics 
by dissecting what “A” Teams do.

	FIGURE 14 
The proportion of people analytics functions, from our surveyed companies, that meet the criteria for each of the 
ABCD Teams in the Leading Companies Model
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“A” Teams

If there is one question that is asked by CHROs and other 
senior HR executives more than any other about people 
analytics, it is “what are the best doing?” Our research 
into “A” Teams helps answer that question and provides 
guidance that other companies can learn from.

“A” Teams are more likely to be established the longest 
– the median average tenure of “A” Teams is six years, 
compared with three years for “D” Teams. Over time, 
“A” Teams have consistently delivered business value 
and purposefully set about investing in stakeholders, 
advanced analytics, skills and ethics. Our research finds 
that nearly all “A” Teams play an essential role in defining 
the people strategy and effectively prioritise their work 
accordingly. We look at this below.

“A” Teams are very good at using their investments 
well. They influence at the most senior levels, prioritise 
exceptionally well to focus on strategically important 
projects, and they build teams to combine consulting 
skills together with mathematical and behavioural 
scientific skills. They also invest in the ethical use of 
people data.

“A” Teams also deliver value. Compared with other teams, 
they measure the value of people analytics financially. This 
is helped by their relationships with top executives, noted 
above, who they can influence to help them align outcomes 
with organisational goals and commercial targets.

In addition, “A” Teams democratise data well, personalise 
solutions for employees and managers, and create a 
culture across HR for using analytics.

In short, “A” Teams are embedded across the HR function 
and, as such, tend to be directly aligned with – and 
sometimes responsible for – setting and delivering the 
people strategy.

People Strategy and People Analytics

Recent research by Insight222 into the symbiotic 
relationship between people strategy and people 
analytics confirms why this focus by “A” Teams on people 
strategy and prioritisation is so significant.12

Over the last four years, there has been a shift in the 
importance of people analytics for HR – and for the 
CHRO specifically. Since HR is responsible for the people 
strategy of the business agenda, people analytics has 
become essential in creating, driving, and refining the 
people strategy. 

With more people topics on the agenda for boards 
and executive teams than ever before, the CHRO 
must be equipped with evidence-based insights and 
recommendations from their people analytics team.

“A” Teams and People Strategy

In short, across the globe, people analytics is at the heart 
of driving the people strategy. And people strategy is 
driving the prioritisation of people analytics.

Our research finds that 89% of “A” Teams play an 
essential role in defining the people strategy, compared 
with 57% of “D” Teams. Furthermore, 91% of “A” Teams 
have an effective prioritisation process (compared with 
51% of “D” Teams). And additionally, 97% of “A” Teams will 
reprioritise work to focus on the most strategic C-suite 
priorities, compared with 79% of “D” Teams. This is all 
highlighted in Figure 15.
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“A” Teams play an essential role in defining the people 
strategy, and this in turn drives their priorities. People 
analytics leaders looking to elevate the role of the people 
analytics team in their organisation can learn from the 
actions that “A” Teams take, as shown in Figure 15.

“A” Teams and Business Priorities

To understand why “A” Teams deliver impact, it is also 
useful to understand which business priorities they 
are focused on. These are the topics that are the most 
important at the C-suite, business executive and HR 
executive level, and have been prioritised by the people 
analytics team against clear, and agreed, criteria.

What our research has uncovered is that a higher 
proportion of “A” Teams are supporting these business 
priorities than “D” Teams (see Figure 16). 

	FIGURE 15 
The percentage of “A” Teams and “D” Teams defining the people strategy and prioritising people analytics work

At my company:

People analytics plays an 
essential role in defining the 
people strategy

We have an e�ective prioritisation 
process within our people analytics 
team that ensures we are working on 
the most impactful projects

We frequently reprioritise work 
within the people analytics team 
to focus on the most strategic 
C-suite priorities

“A” TEAMS “D” TEAMS

89% 57%

91% 51%

97% 79%
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These results might be what we would expect, as a differentiating characteristic 
of “A” Teams is that they undertake advanced analytics on the most important 
business priorities. Nevertheless, understanding which priorities “A” Teams 
support their organisations with, and the extent to which they do this, helps 
people analytics leaders consider the strategic topics they should be focusing 
their team’s efforts on to drive more value for their organisation.

	FIGURE 16 
The percentage of “A” Teams and “D” Teams supporting their company with each business priority
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Value can be measured in many ways. However, for 
people analytics, four types of value are described:13 

1.	 improving workforce experiences (for example, 
employee engagement, well-being, etc);

2.	 driving an analytics culture across the organisation 
(for example, democratising people data to 
managers, improving data literacy in HR, etc);

3.	 improving business performance (for example, 
improving productivity, increasing sales, delivering 
improved profits); 

4.	creating broader societal benefits (for example, 
creating more inclusive teams and communities, 
driving for sustainable people practices, etc).

In our research we used these four definitions of value to 
find out what types of value had been measured in the 
previous 12 months.

Figure 17 shows that 63% and 71% of companies surveyed 
measure value for the first and second elements. This 
is similar to what we described in our People Analytics 
Trends 202314 report, which outlined 70% and 71% 
respectively.

However, only 41% and 35% of companies surveyed in 
2024 are measuring improving business performance and 
creating broader societal benefits from people analytics 
activities, respectively. These results are marginally better 
than in the People Analytics Trends 2023 report, which 
showed 39% and 34% respectively.

	FIGURE 17 
Four value outcomes of people analytics (percentage 
of companies that have created measurable impact 
within each in the last 12 months)

Improving
workforce

experiences

Driving an analytics
culture across the

organisation

Improving business
performance

Creating broader
societal benefits

63% 71%

41% 35%

     No measurable outcome(s) created: 11%

What is most interesting, though, is that the desire to 
measure value is noticeably greater than the actual 
measurement shown above. This phenomenon is 
discussed on the next page.

05 
Value
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Desire to Measure Value Outperforms Actual 
Measurement 

There is a strong desire for measuring and evidencing the value of 
people analytics. Of the 348 organisations in our research, 93% of 
them believe it is important to measure and evidence the value of 
people analytics in order for the people analytics function to have 
impact. On the other hand, only 37% consistently measure impact  
(see Figure 18).

The gap between the desire to measure and actual measurement 
gets starker between “A” Teams and “D” Teams. For “A” Teams, 100% 
of those companies believe it is important to measure value and 66% 
actually measure it. Among “D” Teams, 90% believe it is important to 
measure value, yet only 22% of those teams do so.

These figures speak for themselves. The majority of “A” Teams are 
doing what they wish to do, but only a very small number of “D” 
Teams are successful in measuring value, even though they want to. 

	FIGURE 18 
Percentage of companies that believe in measuring value of people 
analytics work vs those that consistently measure the impact

Creating Measurable Outcomes 
Varies by Teams, for Some 
Outcomes More Than Others

Delving deeper into the four types of 
outcome, we see some patterns emerging 
(see Figure 19).

First, “A” Teams are measuring value more 
than “B” Teams, then “C” Teams, then “D” 
Teams. This is no surprise, since the Leading 
Companies Model (see Figure 14 in Section 
04) has the financial measurement of value 
as one of its characteristics.

Second, the variability among the ABCD 
Teams is much higher in two out of the 
four outcomes – improving workforce 
experiences and improving business 
performance. In the other two outcomes 
– driving an analytics culture and creating 
broader societal benefits – the differences 
are relatively less stark.

Third, a majority of organisations across all 
four team types are creating measurable 
impact in driving an analytics culture across 
the organisation. This is good to see, since 
driving cultural change will, over time, enable 
the other three “value drivers” to change.

Fourth, all teams are measuring impact in 
creating broader societal benefits to a much 
lesser extent.

Finally, a small segment of “C” and “D” 
Teams report having no measurable 
outcomes. While this is not surprising, it 
does raise questions regarding such teams’ 
effectiveness and whether they should 
exist at all!

37%

93%

% of respondents who agree

At my company, the people 
analytics leader believes 

that evidencing the value of 
people analytics work is 

important for the function 
to have impact.

We consistently measure the 
impact of the people 

analytics projects we deliver.
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	FIGURE 19 
What measurable outcome(s) has your people analytics function created over the last 12 months?
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The Gap Between Desired and Actual Time 
Spent on Improving Business Performance 
Is Large

When we study the actual time spent against the 
desired time spent on driving the four value outcomes 
described on the previous page, we see that the biggest 
discrepancy is in improving business performance. In 
summary, seven out of ten people analytics teams want 
to spend more time improving business performance 

(through the measurement of it), while only 27% of teams 
actually do spend at least 25% of their time on people 
analytics that demonstrates value in improving business 
performance (see Figure 20).

These results indicate that most people analytics leaders 
see improving business performance as a very important 
outcome for people analytics. But it feels like they are 
unsure of how to drive it. Further research is needed to 
understand the factors contributing to this gap.

	FIGURE 20 
The proportion of people analytics teams spending 25% or more of their time on each area of focus vs where the 
people analytics leader would like the team to spend 25% or more of their time
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	FIGURE 21 
Proportion of people analytics teams that have worked 
on particular topics to improve business performance 
at their organisations
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Teams that report having worked on improving business 
performance typically work on topics such as attrition, 
rewards (for example, salary, bonus), cost optimisation, 
and employee productivity. As Figure 21 suggests, the 
further away teams move from employee-related topics 
(for example, attrition, retention, rewards) towards 
commercial topics (for example, profitability, customer 
retention, customer service), the lesser the contribution 
of people analytics. 

We believe that over the years, with better data 
infrastructure, better prioritisation, and greater 
awareness of the value of people analytics, it will 
become more common for people analytics functions to 
contribute to business-oriented and commercial topics.

Of the topics listed in Figure 21, five were reported 
to have the most tangible impact. In other words, 
people analytics teams were able to show measurable 
differences as a result of their work on: cost 
optimisation, sales performance, absenteeism, employee 
retention, and employee attrition (see Figure 22).

	FIGURE 22 
Percentage of companies (out of those that 
reported working on that particular topic) that 
measured a tangible impact resulting from the work

1 Cost optimisation 63%

2 Sales performance 54%

3 Absenteeism 49%

4 Employee retention 49%

5 Attrition 42%

In conclusion, for those organisations looking to 
increase their people analytics impact on business 
performance, Figures 21 and 22 provide good 
guidance on which topics are worth pursuing and 
prioritising.
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It is clear from the conversations we have had during this research, and the analysis of the data itself, that 
two things are happening – and have happened over the last five years – in the field of people analytics:

People analytics is growing: Investment is being made – at the macro level, and in most 
organisations – in both analytics practitioners and in technology, data and processes.

Measurement is lacking: People analytics solutions – again, at the macro level – are not  
being adopted, democratised or measured as much as would be expected, and as much  
as they should be.

With all the excitement about people analytics, it feels like the discipline is now at a crossroads.

In one direction, if the value from people analytics is not demonstrated in the coming years, people analytics 
will likely decline in relevance.

06 
Recommendations and Advice

1.

2.
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In the other direction, if value is demonstrated and adoption is improved, people analytics will go from 
strength to strength as a business imperative.

Clearly, all those who have invested time, energy and effort in “the people business” want to see the 
second dominate. For this to happen, there are a number of actions that people analytics practitioners, 
leaders and CHROs can take. Three actions, in particular, resonate:

Improve the adoption and consumption of people data and insights by employees and 
managers. Much has been discussed in this research on the democratisation of data, but 
more needs to be done with this and – more importantly – the adoption of analytically 
infused solutions. The adoption and use of insights is key if more value is to be realised 
from people data.

Use AI to mobilise and personalise analytics solutions. Use technology to bring analytics 
“alive” in front of the consumers: employees, managers and executives. AI and gen AI will 
take the personalisation of solutions to the next level.

Measure the value of people analytics. If one action, above all others, could change the 
trajectory of people analytics, it is this: involve finance colleagues to measure and track 
the impact of people analytics. To secure more investment for the future, nothing is 
more effective than proving return on investment. In turn, value will be created for the 
organisation and will improve the workplace experience for employees simultaneously.

2.

1.

3.



	 Caselet from Phil Willburn at Workday:   
Insights and Action

37

06 | Recommendations and Advice

In a recent interview15 for the Insight222 Digital HR Leaders Series, Phil Willburn,  
Vice President of People Analytics at Workday, summarises the crisis and  
opportunity for people analytics:

I think as a community, we struggle in two broad areas. First, we continue to  
struggle to scale the impact of people analytics.

When I talk to practitioners, to me [there] is really a crisis of adoption. We produce so many 
analytics products and yet we oftentimes have low adoption in our products. I think if we’re 
going to create scale in people analytics, we really need to ensure our analytic products are 
adopted and used in an effective way, so that’s the first one there.

It is about embedding those insights into the way that the business runs their work.

The second one, I think, the trend that I would say we still need to make progress on, is that 
we’ve unintentionally broken the link between insights and action. And what I mean by that is, as 
a profession, we’ve been really drawn towards these very compelling BI [business intelligence] 
tools that provide cool and sexy visualisations, which is all good. I mean, I love them too, but 
it’s quite difficult to then take that, consume that and take a particular action. Also, I think that’s 
contributed to adoption in analytic tools. If you view something and then don’t know what to do, 
or are not able to take action, that’s a difficulty.

In summary, our three-point plan for next steps is:

1.	 Improve the adoption and consumption of people data and insights by employees and managers.

2.	Use AI to mobilise and personalise analytics solutions.

3.	Measure the value of people analytics.



Work cross-functionally, 
especially with finance, IT 
and your core business 
functions. If you do that, 
you'll have impact. Ensure that the KPIs used to measure the 

impact are defined and agreed upon from 
the outset of a program/project.”

Make the output and 
recommendation tangible 
and aligned to business 
interests and priorities. 
Insights without a “home” 
are di�cult to action.

Anchor your roadmap in HR 
and the company’s strategic 
priorities instead of HR 
trends/fads.
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	FIGURE 23 
Insights from “A” Team people analytics leaders

During our research, we asked people analytics leaders in “A” Teams: “As you reflect on measuring the 
value of your people analytics work and the impact your function has made, what recommendations 
would you give to a fellow people analytics leader?” 

And so, in conclusion, we are pleased to share their insights (see Figure 23).



Assume that all insights need 
to be boiled down to their 
simplest language for 
non-technical audiences.

It is important to focus on the highest 
priorities, and the unintended consequences 
of making a bad (priority) decision.

Use financial figures to grab 
business attention and 
closely connect all initiatives 
with business or HR strategy.

Develop a methodology for 
adoption, in consultation with 
finance that can be used across 
the people team, not just the 
analytics team. This way you 
show value and get traction.

It's crucial to define 
clear, actionable 
metrics that resonate 
with stakeholders.
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Fewer than 25,000

25,001–50,000

50,001–100,000

More than 100,000

4%

5%

5%

5%

5%

6%

8%

16%

17%

26%

Other

Chemicals and materials

Engineering

Media and telecommunications

3%Professional services

Transportation

Food and beverage

Retail and FMCG

Pharmaceutical and healthcare

Technology

Financial services

0–1 year

5–9 years

2–4 years

10+ years

13%

40%

32%

15%

Enterprise analytics
and other

3 or more levels
from CHRO

2 levels from CHRO

1 level from CHRO

CHRO

3%

7%

12%

58%

21%

54%

16%

17%

13%

	 INDUSTRY 
Companies surveyed in each industry group

	 COMPANY SIZE 
Number of employees

	 PEOPLE ANALYTICS LEADER REPORTING LINE 
Leaders reporting to:

	 TENURE  
Of the people analytics team 

Methodology and Demographics
The report is based on a survey of 348 global companies conducted by Insight222 in May and June 2024. The survey 
was sent directly to and completed by the people analytics leader in that company with accountability for the function. 
These organisations are collectively responsible for over 20 million workers and operate in more than 180 countries.
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  COUNTRY LOCATION OF PEOPLE ANALYTICS LEADER 

Italy

Ireland

India

Sweden

Australia

Canada

France
Denmark

Switzerland

Netherlands

Germany

UK

United States

Brazil

Finland

UAE

Belgium

Argentina

Portugal

Singapore

China

Spain

1%

1%

2%

2%

1%

1%

3%

5%

4%

16%

45%

3%

1%

1%

2%

1%

1%

1%
1%

1%

2%

1%

There were respondents from each of the following countries which, combined, make 4% of the total respondents: Austria, 
Bolivia, Chile, Colombia, Estonia, Israel, Kenya, Malaysia, Norway, South Africa, South Korea, Trinidad & Tobago, and Turkey.
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