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In this guide, we’ll walk you through the key 

areas where you should be gathering data, and 

the top metrics to consider as you build out an 

HR analytics function. We’ve bucketed these 

metrics into the categories that are critical to 

achieving strategic people objectives.

Here at 15Five, we talk a lot about the shift from 

transactional to strategic HR. While historically, 

HR has been seen as more of an island, focused 

exclusively on hiring and onboarding employees, 

managing benefits and payroll, and mitigating 

legal or compliance issues, it can no longer be 

denied that HR can and should play a key role in 

driving the success of the business. 

But in order to truly embody that seat at the 

executive table, HR leaders need to adopt a more 

data-driven approach. Collecting and analyzing 

HR analytics enables people leaders to make more 

informed talent decisions, improve workforce 

processes, and create a better overall employee 

experience. It also empowers HR leaders to 

influence crucial business decisions at the highest 

level of the organization.

Sounds simple enough, right?

Not quite. Knowing that you need to be data-driven 

is one thing — but knowing what to measure — and 

what to do with the information you find — is key. 

BETTER DATA = 

BETTER INSIGHTS = 

BETTER ACTIONS.



RE TE NTI O N : 

(Remaining head count at end of measurement 

period / head count at start of measurement 

period) x 100

The retention rate measures the percentage 

of employees that stay with the organization, 

and gives a lot of insight into whether or 

not employees feel that they are valued and 

that there is potential for growth within the 

organization.

Note: When measuring retention, pay careful 

attention to the retention of top performers. 

These are the employees that consistently 

meet or exceed their goals and bring a lot 

of value to the organization. Losing these 

employees would be a detriment to their teams 

and the organization as a whole, so being 

able to retain them is a big contributor to 

organizational success.

Hiring and Retention
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 IT IS CRUCIAL TO MEASURE BOTH TIME TO 

HIRE AND QUALITY OF HIRE, TO ENSURE THAT 

QUALITY IS NOT SACRIFICED FOR SPEED.

H E AD C O U NT  G ROW TH :

This KPI measures the growth in the number of 

employees at an organization over time. Positive 

headcount growth indicates that the company is 

healthy.

TI M E  TO  H I RE : 

This metric captures the number of days between 

a candidate applying for a job and accepting a job 

offer. Knowing the average time to hire can provide 

insight into recruiting efficiency and candidate 

experience, and can help identify if there are 

bottlenecks that are slowing down the process.

Note: Consider breaking time to hire into individual 

contributor (IC) and front-line management roles, 

and Director and above roles. Filling Director and 

above roles typically takes a lot longer than filling IC 

and front-line management roles, so it is helpful to 

view this metric for these groups separately. 

Q UALIT Y  O F  H I RE : 

This metric measures the value that a new hire 

adds to the company, and how their performance 

measures up to expectations. While there is no 

simple formula for measuring quality of hire, one 

great way to do so is by setting expectations for a 

hire to meet by a certain time (30, 60, 90 days, for 

example) and then calculating what percentage of 

those expectations have been met once that time 

period has elapsed. 
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TU RN OVE R: 

(Number of employees who left during a given time / 

total number of employees) x 100

Turnover, the flipside of retention, is the percentage 

of employees that leave the organization. When 

measuring turnover, it is important to distinguish 

between regrettable and non-regrettable turnover, 

as they have different implications. 

• Regrettable turnover measures the amount 

of employees that have chosen to leave the 

organization of their own accord, and whose 

turnover has a negative impact on the rest of the 

organization.

• Nonregrettable turnover measures the amount 

of employees whose employment has been 

terminated by the company, either because of 

the end of a contract or performance or behavior 

issues.

Average annual 
turnover in 2021: 
47.2% 

(VIEW BREAKDOWN BY INDUSTRY AND MORE 

AT US BUREAU OF LABOR STATISTICS)

AVE R AG E  TE N U RE : 

(Combined years of service of all employees / 

Total number of employees) 

This KPI measures the average length of time 

that an employee stays with an organization. 

A higher average tenure is better because 

it means that employees enjoy working for 

the organization enough to stay. A notable 

decrease in average tenure is cause for concern.

TI M E  TO  PRO D U CTIVIT Y: 

This measures the number of days from an 

employee’s start date that it takes to be fully 

operational and productive in their roles. To 

find the average, total the amounts for all new 

hires in a given time frame, and divide it by the 

number of new hires in that time frame.

Decreases in time to productivity are positive 

because they signal that the onboarding 

process is becoming increasingly efficient. 

I NTE RNAL  PRO M OTI O N  R ATE : 

(Number of promotions during a given time/

total number of employees) x 100

Higher internal promotion rates are good 

because they demonstrate retention and 

growth of top performing employees within 

the organization. When your employees are 

choosing to stay and move up the ranks rather 

than job hop or look for a better role elsewhere, 

it is a good indicator that your organization 

is properly investing in their growth and 

development.
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https://www.bls.gov/news.release/jolts.t16.htm
https://www.bls.gov/news.release/jolts.t16.htm
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Employee Engagement
E N GAG E M E NT  S C O RE : 

This metric is usually calculated through running 

employee engagement surveys. There are many 

different ways to look at and analyze engagement 

scores, including:

• Engagement scores by team

• Engagement scores by manager

• Engagement scores by level

• Increases or decreases in engagement scores

F RE Q U E N CY  O F  E M PLOYE E 

E N GAG E M E NT  S U RVE YS: 

This measures the amount of times that employee 

engagement surveys are implemented within the 

organization. Keeping this number consistent and/

or increasing means that the organization as a whole 

is continuing to invest time in gathering feedback 

from employees so that the employee experience 

can be continuously improved.

PE RC E NTAG E  O F  VACATI O N  DAYS/

S I C K  DAYS  U S E D: 

Looking at this metric can give a glimpse into 

the average levels of work-life balance in the 

organization. If the percentage is low, or has 

dropped, it can indicate that employees don’t feel 

comfortable taking time off, or feel that they have 

too much work on their plate to be able to take time 

off. 

E M PLOYE E  N E T  PRO M OTE R  S C O RE  (E N PS): 

The Net Promoter Score (NPS) is a metric often used 

in customer experience to measure a customer’s 

loyalty to a brand/company. It can range from 

-100 to 100, with a higher score being more 

desirable. The score is calculated by asking 

“How likely are you to recommend (product or 

service) to a friend or colleague?” Respondents 

are categorized based on their responses:

• Promoters are those who answered 

 with 9 or 10

• Passives are those who responded 

 with a 7 or 8

• Detractors are those who responded with 

anything from 0 to 6. These are customers 

who are not likely to buy again and may even 

discourage others from purchasing from or 

working with you.

The NPS is calculated by subtracting the 

percentage of detractors from the percentage 

of promoters. 

This metric can also be used by HR teams in 

what is called the Employee Net Promoter 

Score (eNPS). The eNPS asks employees how 

likely they are to recommend the organization 

as a place to work, and can give a strong 

indication of the general level of employee 

satisfaction.

For the eNPS, a  score over 0 is considered to be 

acceptable, a score over 50 is considered to be 

excellent, and a score over 70 is considered to 

be best-in-class.
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https://www.15five.com/products/#engagement
https://www.15five.com/blog/ultimate-guide-to-employee-engagement/
https://www.15five.com/blog/ultimate-guide-to-employee-engagement/
https://www.qualtrics.com/experience-management/customer/net-promoter-score/


Performance Management
G OAL  AT TAI N M E NT  R ATE : 

This metric measures the ratio between goals that 

are met vs. those that are not. Goals are designed 

to stretch and stimulate employees, and there is a 

delicate art to setting goals that accomplish that. 

If the goal attainment rate is too high, employees 

might leave due to boredom. On the contrary, 

if the goal attainment rate is consistently low, 

employees might be feeling that they cannot meet 

expectations, and could be more likely to leave as a 

result.

Note: If possible, try to account for the degree to 

which goals are met. There is a major difference 

between someone making it 90% of the way to 

completing a goal and someone who only hit 20% of 

a goal.

D E M O N STR ATI O N  O F  VALU E S: 

This metric measures how employees accomplish 

what they accomplish — are they living out the 

company’s values? It is typically measured by a 

question on a performance review. 

D E M O N STR ATI O N  O F  C O M PE TE N C I E S: 

This can also be measured by a question on a 

performance review — to what extent is the 

employee demonstrating the established 

competencies for their role?

PE RFO RMAN C E  RE VI E WS 

PARTI C I PATI O N  R ATE : 

This measures the percentage of employees 

who have participated in the performance 

review cycle — the closer this number is to 

100%, the better.

RE D U CTI O N  I N  PE RFO RMAN C E  RE VI E W 

CYC LE  C O M PLE TI O N  TI M E : 

This measures reduction in the amount of time 

it takes to complete a performance review 

cycle. Over time, as an organization becomes 

more efficient at reviews, the amount of time it 

takes to complete a cycle should go down.

D E M O N STR ATI O N  O F  VALU E S 

AN D  D E M O N STR ATI O N  O F 

C O M PE TE N C I E S  CAN  B E 

M E AS U RE D  O N  A  B E HAVI O R ALLY 

AN C H O RE D  R ATI N G  S CALE  (BARS), 

R AN G I N G  F RO M :

•    N E VE R  D E M O N STR ATE S

•    R ARE LY  D E M O N STR ATE S

•    SO M E TI M E S  D E M O N STR ATE S

•    O F TE N  D E M O N STR ATE S

•    ALWAYS  D E M O N STR ATE S 
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https://www.15five.com/products/#manager_effectiveness
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SATI S FACTI O N  WITH  PE RFO RMAN C E 

RE VI E WS: 

Running a performance review cycle is not enough 

— you want to ensure that it is actually providing 

value to employees. Measuring satisfaction with 

performance reviews over time is a good way to 

ensure that you are continuously improving the 

review process and making it more effective at 

facilitating valuable feedback that drives positive 

change. You can measure this by surveying 

employees after a review process is complete.

When considering this metric, pay careful attention 

to discrepancies between satisfaction levels 

for different types of employees — especially 

managers and direct reports. In our Reviewing 

the Performance Review report, we found that 

75% of managers agree that they are skilled at 

facilitating performance reviews, but only 53% of 

individual contributors agreed that their manager 

is indeed skilled at facilitating performance 

reviews. Furthermore, 68% of managers said that 

the review process improved their relationships 

with their direct reports, but only 43% of individual 

contributors agreed.

Take note of how the review process is working at all 

levels of the organization so that you can take the 

necessary steps to improve it for everyone.

PE RFO RMAN C E  MANAG E M E NT  R ATI O: 

(Number of employees on a performance 

improvement plan/total number of employees) 

x 100

This KPI measures the percentage of employees 

with performance concerns or who are on 

performance management plans. Bringing this 

number down over time indicates that you are 

hiring the right people and/or that investments 

in employee development and training are 

paying off.

RE VE N U E  PE R  E M PLOYE E : 

(Total revenue/total number of employees)

This metric gives a broad view of how well your 

team as a whole is operating. It also helps you 

to move beyond seeing employees simply as an 

expense, and get a true understanding of the 

value they are bringing to the organization.

https://15five.com/research/reviewing-the-performance-review/
https://15five.com/research/reviewing-the-performance-review/
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Manager Effectiveness
All of the metrics shared thus far can be looked at 

on a granular level for each manager. For example, 

you can view engagement scores by team, 

percentage of vacation days used by team, goal 

attainment by team, etc. Doing so will give you a 

good indicator of a manager’s success level, and 

how it is improving or falling over time.

Here are some more specific metrics that can be 

used to measure manager effectiveness.

TE AM  G OAL  C O M PLE TI O N  %: 

This measures the extent to which team level 

goals are completed, and reflects how effective a 

manager has been in guiding and coaching the team 

to complete said goals. A low completion % can 

indicate that team members are performing below 

standards, but a continuous low completion % can 

also indicate that the manager is setting goals or 

expectations that are not realistic.

C H E C K- I N  C O M PLE TI O N  R ATE S: 

This measures the percentage of employees that 

complete their check-ins on a given basis. A higher 

number is better as it indicates that the team 

manager is doing a good job of conveying the 

importance of check-ins so that they can provide 

continuous support and feedback to employees.

1- O N -1  F RE Q U E N CY: 

This measures the frequency of 1-on-1 

meetings that managers have with their direct 

reports. Note that this is separate from the 

check-in completion rates, because tactical 

check-ins and 1-on-1 meetings should be 

different. 1-on-1 meetings are a space for 

managers and their reports to talk about 

work objectives, but also discuss growth and 

development. Managers should be having 

consistent 1-on-1s with their direct reports, 

so if this number goes down, that is cause for 

concern.

F E E D BAC K  Q UALIT Y: 

This measures the effectiveness of your 

managers’ ability to give feedback to their 

employees. One way it can be measured is by 

sending out a survey or nudge after a review 

cycle asking if the feedback the employee 

received was helpful or not, or asking employees 

to rate it on a scale of 1 to 10. As you invest 

more in training employees (specifically 

managers) on how to give effective feedback, 

this number should increase.

https://www.15five.com/products/manager-enablement/check-ins/
https://www.15five.com/products/manager-enablement/1-on-1s/
https://www.15five.com/products/manager-enablement/1-on-1s/


between talent acquisition, performance 

management, learning management, HRIS, and 

other systems.

B E LO N G I N G 

is a mental and emotional state of feeling seen, 

valued, and supported for your uniqueness. 

Belonging is qualitative and can be measured 

through sentiment surveys and other tools 

designed to capture how employees feel at a 

given point in time.
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Diversity, Equity, Inclusion, and Belonging
Achieving excellence in the area of Diversity, 

Equity, Inclusion, and Belonging (DEIB) isn’t only 

about hiring diverse talent. It’s about designing 

each aspect of the employee lifecycle to ensure 

that formal and informal programs, policies and 

processes support equity, inclusion and belonging. 

Thus, all of the metrics referenced above can be 

examined under a DEIB lens. 

Also, diversity, equity, inclusion, and belonging 

are different things and should be measured in 

different ways. Here’s a quick overview:

D IVE RS IT Y

 is made up of the numerous human attributes that 

differentiate people from each other. It can be 

measured by collecting and analyzing demographic 

information at all levels of the organization, 

and then determining where disparities or 

underrepresentation exists.

E Q U IT Y  +  I N C LU S I O N 

is about treating people fairly. It’s not the same 

as equality, which is treating everyone exactly 

the same. Inclusion is made up of the behaviors 

that proactively recognize, respect and welcome 

diversity. Equity and inclusion can be measured 

by comparing demographic representation 

throughout the employee lifecycle, pre-hire to 

retire. Analyzing E&I also includes a thorough review 

of benefits plans, employee handbooks, reasonable 

accommodations processes, and other HR policies 

to ensure equitable and inclusive treatment of 

all employees. This data may involve integrations 

MANY  C O M PAN I E S  F I N D  THAT  WO M E N 

ARE  C LU STE RE D  PRI MARI LY  I N 

I N D IVI D UAL  C O NTRI B UTO R  O R  LOWE R 

MANAG E M E NT  RO LE S .  E Q U IT Y  AN D 

I N C LU S I O N  AS KS:  “ WHAT  ARE  TH E 

BARRI E RS  THAT  ARE  PRE VE NTI N G 

WO M E N  F RO M  RE AC H I N G  TH E 

E XE C UTIVE  LE VE L ,  AN D  H OW  M I G HT 

WE  RE M OVE  TH E M? ” 

WANT  TO  D IVE  D E E PE R  I NTO  H OW 

15 F IVE  D E F I N E S ,  M E AS U RE S ,  AN D 

I M PROVE S  D E I B?  RE AD  O U R  2022 

D IVE RS IT Y,  E Q U IT Y,  I N C LU S I O N  & 

B E LO N G I N G  AN N UAL  RE P O RT. 

https://www.15five.com/wp-content/uploads/2022/07/2022-Public-DEIB-Report9240.pdf
https://www.15five.com/wp-content/uploads/2022/07/2022-Public-DEIB-Report9240.pdf
https://www.15five.com/wp-content/uploads/2022/07/2022-Public-DEIB-Report9240.pdf


Qualitative data, on the other hand, could 

include measurement of employees’ sense of 

belonging through sentiment surveys, open-

ended responses on performance reviews, and 

post-hire feedback on candidate experience.

By combining high-level data with more 

detailed insights, managers can more 

effectively support their employees in 

overcoming obstacles, doing their best work, 

and becoming their best selves. In turn, 

organizations can understand their people, 

perform better overall, and ultimately see 

improved business outcomes like revenue 

growth.
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Balancing Quantitative and Qualitative Data
As you lean into a data-driven approach, it is 

important to remember that numbers can’t tell the 

whole story. What’s missing from many dashboards 

and business analytics tools is the employee 

experience that provides context and depth. To lead 

with both the head and the heart, be sure to jointly 

leverage quantitative and qualitative data to get 

the full picture. 

Quantitative data, for example, could include many 

of the metrics mentioned above, such as retention 

rate, internal promotion rate, goal attainment rate, 

performance review participation rate, and average 

engagement score.

TO  D IVE  D E E PE R  I NTO  TH I S  BAL AN C E , 

WATC H  LE AD I N G  H R  WITH  H E AD  AN D 

H E ART:  WHY  YO U R  TE AM  N E E DS  DATA 

AN D  I N S I G HTS  O N  D E MAN D.
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https://www.15five.com/on-demand/hr-data/
https://www.15five.com/on-demand/hr-data/
https://www.15five.com/on-demand/hr-data/
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Getting Everyone on Board
How to enlist leaders and managers in your data-

driven action plans

Having a data-driven action plan is great, but what 

good is it if the rest of the leadership team is not on 

board?

The best way to get the rest of the executive team 

on board with your data-driven, strategic HR 

initiatives is to attach HR analytics to business 

goals.

By measuring the right things, you can identify 

threats to the organization and opportunities to 

improve workforce performance, engagement, and 

productivity — all factors directly tied to business 

performance, customer satisfaction, sales, and 

other KPIs. If you can make the case that the data-

informed strategy you want to implement will affect 

those metrics and help realize the organization’s 

vision, mission, and values, other executives will pay 

attention.

Still, it is your responsibility to make these 

connections clear and support them with data 

wherever possible. Lean into your technology 

partners, such as your HRIS or performance 

management tools, to understand how to use 

data and dashboards to create business cases for 

investments you want to make. 

TO  D IVE  D E E PE R ,  G E T  TH E  G U I D E 

TO  G E T TI N G  E XE C UTIVE  B UY- I N  FO R 

STR ATE G I C  H R  I NVE STM E NTS . 
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https://www.15five.com/ebook/guide-to-exec-buy-in/
https://www.15five.com/ebook/guide-to-exec-buy-in/
https://www.15five.com/ebook/guide-to-exec-buy-in/


15Five is the holistic performance management company. 15Five equips HR teams 

with a complete, single-platform solution to improve manager effectiveness, 

drive high performance and engagement, and increase retention. By combining 

easy-to-use software with coaching, manager training, and a thriving professional 

community, 15Five’s approach provides HR leaders with everything they need to 

achieve their strategic people objectives. 15Five offers a full suite of products 

including 360 performance reviews, in-depth engagement surveys, robust goal 

& OKR tracking, and weekly manager-employee feedback tools like 1-on-1s and 

pulse ratings. Together, all of these enable HR leaders to continuously measure 

engagement and performance within the flow of work and then empower their 

managers to drive change from the bottom up. HR leaders at over 3,400 companies, 

including Credit Karma, Spotify and Pendo rely on 15Five’s software and services to 

make their talent a growth driver. For more information, visit www.15five.com. 

About 15Five

Support Data-driven Strategic HR With 15Five
15Five’s tools can support your efforts to create a 

more strategic, data-driven approach to HR. Our 

software will empower you to track and improve 

employee performance and engagement, align 

your team around top business goals, and develop 

your employees and managers so your 

organization can thrive. Through intuitive, easy-

to-use software, 15Five empowers HR and people 

leaders to measure and manage engagement 

and performance in the flow of work, align your 

team around top business goals, and develop your 

employees and managers so your organization can 

thrive.

To keep the pulse on strategic HR topics, 

check out the 15Five blog — and scroll down to 

subscribe to our newsletter!

Want to learn more?

TRY 15FIVE FREE

SCHEDULE A DEMO

https://15five.com/blog
https://www.15five.com/trial/
https://www.15five.com/demo/

