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  THE ROI OF MANAGING TALENT:  
THE METRICS THAT MATTER
We all know that attracting top talent takes time—and money, but how much is too much? 

In a competitive recruiting environment, managing the metrics of talent acquisition can 

help talent leaders identify opportunities for improvement as well as areas of best practice. 

What metrics really matter and how can you set up manageable methods of tracking, and 

reporting on, results that resonate with the C-suite?

Key findings from The Economist Intelligence Unit’s (EIU) research into workforce analytics 

indicate that the use of analytics is definitely on the rise. Why? As stated in the executive 

summary to the report: “With the acknowledgement that human talent leads to competitive 

advantage in a knowledge economy, any data analysis that can help organizations to attract, 

motivate and retain the right people is bound to interest executives.”

In a news release announcing the results of the study, the Society for Human Resource 

Management (SHRM) said: 

“The use and influence of workforce analytics, also known 

as ‘big data’ is experiencing a transformative revolution. Its 

growing impact on the future composition of the workforce, HR 

and talent management, and overall business strategy will be 

inevitable during the next five to 10 years.”

HR is increasingly hopping on the bandwagon that their colleagues in other areas of the 

organization—marketing, sales, customer service—have already embraced to some degree. 

In fact, according to a 2015 Gartner survey, more than three-quarters of companies surveyed 

have already invested, or are planning to invest, in big data over the next two years. The 

focus of their efforts tend to be primarily customer experience related, according to the 

survey, but also include efforts to streamline processes, market more effectively and reduce 

costs. According to a September 2015   news release: “As in previous years, organizations are 

overwhelmingly targeting enhanced customer experience as the primary goal of big data 

projects (64 percent). Process efficiency and more-targeted marketing are now tied at 47 

percent. As data breaches continue to make headlines, enhanced security capabilities saw 

the largest increase, from 15 percent to 23 percent.”
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An earlier study from TCS Global, showed much the same focus.

While an argument could be made that employees represent internal “customers,” when it 

comes to the strategic use of big data, the area of human capital holds great promise for the 

effective and appropriate use of analytics. A study conducted by the Institute for Corporate 

Productivity (i4cp) and ROI Institute, The Promising State of Human Capital Analytics, focuses 

on case studies of how Google, LinkedIn, HSBC and Intel have all used workforce analytics 

to drive better business performance. Another key point: executive teams at 67 percent of 

the organizations surveyed for the study indicated that they use human capital analytics 

results in their organizations. For HR professionals that statistic alone should be impetus 

enough to ensure that talent acquisition metrics are becoming part of their professional 

repertoire.

Source : The Emerging Big Returns on Big Data, A TCS 2013 Global Trend Study (page 43)

http://futurehrtrends.eiu.com/report-2016/driving-forces-behind-the-evolution-of-workforce-analytics/
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PRACTICAL APPLICATIONS  
of Talent Management Metrics
Andrew Faas is the founder of The Faas Foundation, in Toronto, and an author and 

management Consultant. Through his work he has helped organizations use metrics in 

meaningful ways to address talent management-related issues. 

FOR EXAMPLE:

A wealth management organization had determined that it needed to embark on a 

reduction in force. The organization decided to review the history and tenure of employees 

who had not achieved a certain level of financial performance over the past three years. 

This metric was used to determine who would be exited. Seems pretty straightforward, 

but as with most HR issues, the situation was not so cut and dried. Faas spotted a missed 

opportunity for the organization—why hadn’t it acted more quickly based on what the 

numbers were telling them. He asked:

}} What had the organization done over the three-year period to improve employees’ 

performance?

}} Were goals implied or explicit?

}} Were there ongoing discussions with employees who weren’t performing?

}} What standards were in place for productivity?

}} What barriers had been identified and removed?

It is, he stresses, management’s responsibility to ensure that people work to their full 

potential.
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Ravin Jesuthasan is managing director and global head of talent management at  

Willis Towers Watson, in the Chicago area, and the coauthor of several books including 

Transformative HR. In the early years of his career, Jesuthasan says, he was a charter 

financial analyst. According to Jesuthasan, that financial focus helped him with his talent 

management work. From a talent management perspective, he says, HR professionals need 

to be measuring three things:

Maintaining a high level focus on these areas, he says, can help HR professionals identify 

when, and where, they may need to drill down. “If losing talent, for example, what’s the 

issue? Too long to hire? Too long to onboard to get productive? Are compensation and other 

benefits lagging?”

Talent managers need to be concerned with the cost of getting 

people on board, their impact on the cost of getting work done, 

and areas of risk management which might relate to critical skill 

gaps or under/over use of outsourced resources to get work 

done—basically any potential for a bad outcome in the future.

Let’s take a more detailed look at each of these areas.

CAPABILITY AND SPEED  
OF ACQUIRING TALENT

Today, organizations have 

so many ways to get work 

done: free agent, outsourcing, 

alliances, joint ventures, etc. 

But with so many outlets, how 

do we equip leaders to make 

decisions? It was much easier to 

do and measure when we were 

limited to hiring employees to 

do the work.

COST OF THE WORK

How do executives make 

decisions about head count? 

Are there service level 

agreements to manage and 

measure?

RISK

What happens if the market 

changes? As new technology 

emerges? How do organizations 

deal with the half-life of skills, 

which are rapidly increasing, 

making the life cycle of an 

employee appear even shorter? 

Employers need to continually 

be asking: ‘can I get the same 

work done at a lesser cost?’
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Metrics in Recruitment
Krista Becker is a media and analytics specialist at CKR Interactive, an employee 

communications and recruitment marketing firm with offices in San Francisco, San Jose, 

Philadelphia, Cleveland, Chicago and Los Angeles. From a recruitment standpoint, Becker 

points to these commonly used metrics:

}} Cost-per-hire which ties all efforts to financial return and can indicate changes that 

might need to be made to improve efficiency, whether based on benchmarks or internal 

organizational goals.

}} Time-to-fill which encompasses both effective promotion of available positions and the 

internal processes for moving candidates along the hiring process, as well as financial 

indications based on length of time.

}} Source of hire which indicates the most effective avenues for finding hires—new and 

boomerang—and identifies optimizations that need to be made to improve results based 

on findings.

Some other metrics that you may want to consider include:

}} Job acceptance rates. Your ratio of offers to acceptances can provide insights into 

a number of factors ranging from how well you communicated, up front, about the 

requirements of the position; to what extent the culture was a good candidate match; or 

whether your interview to offer time might be resulting in candidates’ accepting offers 

elsewhere.

}} Talent acquisition internal vs. external. Measure of internal recruitment can provide 

insights into the effectiveness of training and leadership development and identify where 

they may be gaps; external hire data can help discern applicant paths that may be more 

productive than others. A look at the background/skills of both sources can also help 

determine where there may be gaps.

}} Turnover among high-potentials. There may be other segments of your workforce that 

you also wish to target, but in competitive environments and for competitive positions, 

a look at the rate at which high-potentials may be leaving your organization can be 

instructive.
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If your hiring process has multiple steps, it may be helpful to break things down and  

take a look at the “yield ratio” for each of these steps. Yield ratios compare the number of 

applicants at one stage of the recruiting process to the number of applicants at another 

stage in the recruiting process. For instance, out of 100 applicants for a position, what 

percent make it to the screening point? To department interviews? To the second interview? 

To an offer? To acceptance? To successful completion of three, six or twelve months on the 

job? It can be helpful to benchmark this data internally (e.g. by division or department) and/or 

externally (e.g. against other companies within your industry, against other industries and/or 

types of positions).

Let’s consider how this might work and the insights such an analysis might provide. Suppose 

an organization operates in multiple locations, perhaps globally. Each of these locations 

recruits and hires to fill critical IT-related positions. An analysis of the pipeline of applicants 

shows that one location has significantly more success in generating accepted offers 

compared to other locations. An analysis of what this location may be doing differently could 

yield best practice insights that others could implement to boost their applicant to accepted 

offer rates.

The same type of comparison can be done at other stages of the recruitment process. For 

instance, which locations are having higher levels of success with the number of qualified 

applicants in response to their job listings? Once hired, which locations have higher levels 

of retention after 3, 6, 9 or 12 months? There are a variety of ways that these metrics can be 

used to spot best practices and opportunities for improvement.

Benchmarks are an important point of comparison to provide these metrics with added 

meaning. Those benchmarks can be compared internally—to determine which areas may 

be most efficient in the recruitment process and learn from them, for instance—or externally 

through organizations that gather and make this type of data available.

The APQC (The American Productivity & Quality Center) is one example. It’s an organization 

that focuses on benchmarking and best practices research. Their Open Standards 

Benchmark (OSB) database, covers thousands of business functions—including human 

capital management (HCM). Elissa Tucker, APQC’s HCM research program manager, shared 

the following chart to provide some insights into the types of metrics that could be used 

related to productivity, efficiency and effectiveness of staff efforts once on board.
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Learn more about the information in your report, as well as where the data  

you see below comes from.

MEASURE 

LIBRARY ID

MEASURE 

CATEGORY
MEASURE NAME

ALL COMPANIES: ALL COMPANIES

Sample Size Bottom Median Top

100493 Staff Productivity

Number of business entity employees per 

FTE that performs the process group “recruit, 

source, and select employees” *

1042 254.64 366.33 500.00

100565 Cycle Time
Cycle time in days from approval of job 

requisition to acceptance of job offer *
1161 45.00 40.00 32.00

101123 Process Efficiency

Number of FTEs that perform the process 

group “recruit, source, and select employees” 

per $1 billion revenue *

1121 14.29 8.62 4.29

101348 Staff Productivity
Number of new hires per “recruit, source, and 

select employees” FTE *
881 18.75 28.00 42.86

103877 Cost Effectiveness

Total cost to perform the process group 

“recruit, source, and select employees’ per 

$1,000 revenue *

803 $1.26 $0.86 $0.43

103956 Cost Effectiveness

Total cost to perform the process group 

“recruit, source, and select employees” per 

business entity employee *

796 $355.19 $213.98 $136.11

103958 Cost Effectiveness

Total cost to perform the process group 

“recruit, source, and select employees” per 

new hire *

745 $4545.45 $272727 $1700.00

104770
Supplemental 

Information

Percentage of new hire retention after 12 

months *
627 81.67% 86.67% 93.33%

While HR professionals may be familiar and comfortable with identifying metrics related 

to the cost of recruitment, when it comes to quantitatively monitoring productivity and 

engagement, they may feel a bit more challenged.
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Metrics in Productivity and Engagement
How can you use analytics to measure productivity and engagement? Engagement metrics 

are often culled from employee satisfaction surveys, or extrapolated from absenteeism or 

turnover data. Disengaged employees are more likely to not show up for work—or to look 

for new job opportunities. The reverse, of course, is also true. Engaged employees will 

presumably have longer tenure and fewer absences. But these metrics are just the tip of the 

iceberg in terms of what you could or should be measuring from a productivity standpoint. 

How can you measure—and communicate—the productivity of the applicants you are 

bringing on board? How can you draw conclusions about the value of one hiring source over 

another?

Here’s a practical example from XpertHR to illustrate how talent metrics, aligned with 

business needs, can be used to evaluate the impacts of productivity and engagement: 

Acme Movie Theaters’ CEO asks Jim Sheridan, Acme’s chief HR officer to improve employee 

performance and productivity in Acme’s various theater locations. In response, Jim takes steps to 

ensure that Acme’s pay and benefits programs are market leaders, and initiates extensive employee 

training and development efforts designed to yield more internal promotions. Acme also creates more 

flexible schedules, initiates paid time off and begins employee volunteer programs in its theaters’ 

local communities.

Acme has extensive metrics of theater performance, including concession revenues, cost controls 

and customer feedback. Upon launching the total rewards initiatives, Jim implements an employee 

engagement survey to generate baseline data and also sets up a special bonus pool to reward 

improved performance. When the survey is re-administered after 18 months, Jim finds that the 

theaters with the most improved employee engagement scores also have the most improved 

business metrics. Noteworthy is that 65 percent of the highest scoring locations have managers who 

had been promoted from inside Acme, while 75 percent of the lowest scoring theaters are led by 

outside recruits.

This provides further validation of the business impact of Acme’s total rewards strategy, and provides 

data that Jim and Acme’s VP of operations use to develop location-specific action plans focused on 

strengthening total rewards acceptance and implementation. While the best performing theaters 

receive their share of the bonus pool that Jim had created, corrective action plans become part of the 

lower-performing theater managers’ goals and accountabilities for the next performance review cycle.

This practical example is featured in XpertHR’s Employment Law Manual  

> Implementing a Total Rewards Strategy.
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Taking the steps to tie metrics to meaningful  

business measures, as this example illustrates, can help 

HR professionals make strong business cases in support of 

their HR initiatives. These initiatives should not be proposed 

based on being “nice to do”—they should be proposed and 

implemented based on evidence that they will have a strong 

business value. 

Examples include:

}} Productivity. Engaged employees get their work done efficiently and effectively. 

Establishing baselines and measuring against those baselines can allow comparisons to 

be made by length of service, internally vs. externally sourced candidates, etc.

}} Customer or client satisfaction. An engaged workforce is customer focused, resulting in 

positive customer feedback along with high customer retention rates. Again, establishing 

baselines and then making comparisons between departments, managers, staff 

demographics, etc., can yield information that can be used to better source, recruit or 

train staff members.

}} Financials. Organizations need to track both their top-line and bottom-line growth as the 

ultimate measures of the ROI from its total rewards strategic investment.

Ideally, the metrics chosen will be tied to the organization’s strategic plan. There are no 

magic, or “right” answers for every organization. Strategic HR partners start the process of 

identifying metrics by considering what’s important to their organization and asking how 

they can successfully tie talent acquisition efforts to achieving those desired outcomes. 

Start by taking a look at your organization’s strategic plan and 

consider: “What are the strategic initiatives your organization is 

focused on and how do your talent management efforts impact 

those outcomes?”
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Metrics in Risk Management
Risk is inherent in HR management, but some risks are more important than others. Again, 

the right metrics for your organization will be impacted by your industry, your geography, 

your competitors and your organization’s strategic plans. Here are some examples:

}} In the financial industry, the risk of theft—monetary, or of customer information, is high.

}} In health care, patient safety and privacy are top concerns.

}} In technology firms, the ability to be fast and first to market is critical for competing 

effectively with other organizations.

}} In science and technology-related industries, the ability to attract and retain the best and 

the brightest is critical.

}} In competitive industries, where intellectual property fuels organization success, the risk 

of losing confidential or proprietary organization information is a key concern.

What are the areas of risk that keep your CEO and other members of the C-suite up at 

night? Good insights can be gleaned from listening carefully to the conversations that occur 

in meetings at all levels. What are the issues that arise over and over again? What are the 

conversations that center around, “what would we do if…?”

Many organizations also conduct a SWOT (strengths, weaknesses, opportunities and threats) 

analysis as part of their strategic planning process. The weaknesses (generally internal to 

the organization) and threats (typically related to external factors) that are identified can 

provide some important insights into areas of risk that your talent management efforts could 

impact.
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Using Data Wisely
It’s not enough to simply identify metrics, says Jesuthasan. “Creating the metrics is easy to 

do given the specific software available and out-of-the-box solutions that can be customized 

to include a dashboard.” Gaps occur, though, he says, when there is no governance 

oversight. “You spend money on the technology and create the metrics, but what happens 

when a metric goes red? You need people in place and assigned to be responsible for 

the health of the metrics.” That’s a key issue hindering meaningful use of metrics in many 

organizations. 

It’s not simply identifying areas of poor performance—it’s doing 

something to turn those metrics around. 

“Gaps occur when decision rights are not clear,” says Jesuthasan. Those decisions, he 

notes, must also extend outside of the organization when outsourced firms are being used. 

“The biggest opportunity for HR is to provide oversight and governance for the work, no 

matter who is doing it or producing the results for the organization.”

David Lee is senior analytics lead with DayNine Consulting in the San Francisco Bay 

area. “It’s important for organizations that have aggressive hiring plans to measure and 

understand their pipeline in the same way that sales and marketing executives with 

ambitious growth targets focus on their lead funnel to meet bookings plan,” says Lee. “When 

it comes to attracting and retaining top talent, companies need to forecast ‘expected hires’ 

based on the number of candidates they have in process,” he says. “This is an operational 

approach versus a pure metric, but it is an effective way for the C-suite to understand, 

communicate and drive hiring operations.” Here’s how it might work, he explains:

First, start with clear definitions of each state in the hiring process. This can help to clarify 

how candidates move through the process, says Lee. Once the process is clearly defined 

and broken down into its various stages, Lee says, “you can estimate how many candidates 

will make it to hire and the length of time it can take. For example, you can assess the 

number of days until the target hire date, the number of candidates at each stage in the 

process and the likelihood of a successful hire based on each candidates’ stage. By 

combining these factors into a single ‘expected hire’ metric, your business can predict how 

many hires you’ll make in a period and what gaps need to be filled.”
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At DayNine, says Lee, a “color” is assigned to each open requisition, or req. “A req is 

considered green when there are enough candidates in the pipeline and plenty of time 

to move them through our stages; a yellow req has enough candidates, but we’ll have to 

manage our process aggressively to make the hire in time; a req is red when we either 

don’t have enough candidates or time to make the hire by the plan date.” These color 

designations, he says, “allow our business leaders to quickly see where they need to focus 

their attention.”

Another recruitment and retention metric used by DayNine has also been pulled from 

the marketing world. “Just as we do for customers, we conduct monthly employee Net 

Promoter Score (NPS) surveys to gather employee feedback on whether they feel their 

organization is providing the support and resources they need to do their jobs,” says 

Lee. “This engagement data supports metrics on how likely people will leave or stay. For 

example, we’ve found that employees who give a low score early on at the organization, or 

employees with a two-point dip from their first NPSs have a much higher rate of leaving.”

Lee’s examples are both illustrations of how data can be used in actionable ways to 

drive decisions or actions designed to make process improvements. There’s one more 

step, though, that HR pros should take to ensure their efforts are having an impact: 

communication with the C-suite.

The focus needs to be on business drivers here. The challenge for HR professionals is 

to “think outside of the HR box.” Yes, employee engagement is important, but how is that 

importance tied to meaningful business outcomes—e.g. better customer service, increased 

productivity, higher quality products. Yes, providing training for supervisors and managers is 

important, but how is that importance tied to meaningful business outcomes—e.g. reduction 

in turnover, reduction in supervisory-related compliance issues, etc.
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Predictive Analytics
Just when you thought “enough already” with regard to the many metrics that you might 

monitor in terms of talent acquisition and management, let’s introduce another emerging 

opportunity that is gaining both attention and attraction: predictive analytics.

Wouldn’t it be nice if you could predict, in advance, how long a candidate would stay on 

board? What if you could identify the internal candidates that were most likely to succeed in 

higher level roles? Or, what if you could predict productivity, customer satisfaction or quality 

measures based on the types of candidates you bring on board. All of this is possible—it just 

requires data and the ability to manipulate, manage, extrapolate and analyze that data in 

meaningful ways.

But, while this type of analysis is currently possible, it’s not yet reached critical mass among 

HR practitioners. Writing for Forbes, 

Josh Bersin points to research conducted by his firm, Bersin 

by Deloitte, which indicates that while more than 60 percent 

of employers are investing in “big data,” only four percent 

of respondents indicated that they were using predictive 

analytics for workforce analysis. 

Most remain focused on reporting, he indicated. Bersin, whose XpertHR podcast gets into 

additional detail on the rise of HR analytics, advises HR professionals to start small. 

“Pick a problem that’s easy to understand where there is a high 

return on investment.”
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DRIVING IT HOME:  
Connecting With the C-Suite
Based on her experience with CKR Interactive, Becker acknowledges that “providing 

meaningful reporting and analysis of talent acquisition efforts is a challenge that many 

face in the industry” But, she adds, “the issue is compounded when it comes to delivering 

this information to C-suite individuals. She offers the following recommendations to help 

effectively close this loop:

}} Data and insights need to be quickly addressed as C-suite leaders do not have time to 

sift through all of the details and data points that go into comprehensive reports (unlike 

an analyst), and the key business concerns need to be called out in a way that is easily 

digestible.

}} Return on investment should be central to the conversation and woven throughout 

any analytics dashboard or presentation, as financial results will be top-of-mind for this 

group.

}} Benchmarks and industry comparisons are key in order to properly frame the results 

and will help answer questions that they would most certainly have prior to them needing 

to ask.

Top 3 tips for closing the loop with the C-Suite: 

Keep ROI 
central to the 
conversation

2
Address data 
and insights 

quickly
1

Utilize 
benchmarks 
and industry 

comparison to 
help frame 

results

3

The ROI of Managing Talent: The Metrics That Matter 

https://www.facebook.com/dialog/share?app_id=966242223397117&display=popup&href=http%3A%2F%2Fwww.xperthr.com%2Fpages%2Froi-of-talent-management-the-metrics-that-matter%2F
http://ctt.ec/P5Frv
https://www.linkedin.com/shareArticle?mini=true&url=http://www.xperthr.com/pages/ROI-of-talent-management-the-metrics-that-matter/
http://www.ckrinteractive.com/


SHARE THIS EBOOKReed Business Information, Inc. | www.xperthr.com

Drawing solid, and strategic, conclusions from the data is another important value-add that 

HR professionals can provide. Don’t just tell senior leaders what the numbers are, tell them 

what they mean. Rajeev Behera, CEO of employee engagement software startup Reflektive, 

says that when looking at various ratios like number of candidates to interviews, or number 

of interviews to hires, it’s important to consider what meaning might lie behind the metrics. 

For example:

}} If the ratio of offers to hires is low, it may suggest a corporate branding issue—the 

organization’s communication about who it thinks it is, may not be matching up with how 

candidates are perceiving the organization.

}} If the ratio of interviews to offers is low, hiring managers may not be providing realistic job 

previews in communication about the position or organization.

}} If number of candidates is too low, then you may need more recruiters.

Finding—and keeping—top talent is at the top of every organization’s “must do” list. HR 

professionals and talent managers can help to credibly convey the value they provide by 

focusing on the return on investment (ROI) of their efforts. The more clearly you can tie your 

efforts to meaningful, bottom-line results that make a difference to your organization in ways 

that are clearly aligned with strategic initiatives, the more precisely you can convey the 

impact of the value your efforts provide.

As Tom Cruise’s character Jerry Maguire so famously said: “Show me the money!” It’s the 

same demand that HR leaders face from the C-suite. The good news is: you can do it. It 

just takes some new thought processes that may not be entirely comfortable at first. With 

practice, though, you’ll find that your thought processes begin naturally turning to the 

identification of business-focused outcomes for all of your talent management efforts.
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