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Turnover:  
what is it, and why does it matter? 
By definition, employee turnover is the proportion of employees who leave an 
organization over a set period of time. It’s also referred to as churn or attrition. 

As an HR professional, you’re already very familiar with 
exactly what employee turnover is. You might also define  
it as your greatest challenge, your most expensive mistake, 
or the perennial thorn in your side.  

No matter what you call it, employee turnover is the bane 
of HR professionals everywhere. It’s expensive, disruptive, 
and worst of all, it’s inevitable. It affects nearly every aspect 
of HR—talent acquisition, retention, corporate culture, 
employee morale, budgeting, diversity, and perhaps even 
your sanity at times. 

The ability to reduce turnover and improve retention are the 
most common benchmarks for a “successful” HR team… 
especially when those benchmarks are being dictated by 
people outside of HR—the ones who don’t fully understand 
how difficult solving turnover really is. For years, reducing 
turnover and improving retention have depended on the 
skilled guesswork and gut-feeling of HR professionals. There 
is rarely a one-size-fits-all solution to turnover, and attempting 
to fulfill the needs of a diverse employee population has left 
HR departments scrambling for extra budget, more time, and 
better answers amidst the stress and confusion.
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Retention: what is it,  
and why does it matter? 
You’re already aware that your best employees might be 
one generous offer away from leaving. But even with that 
awareness, these numbers can be jarring. Most industries 
are currently operating within an employee’s job market, 
meaning there’s almost always going to be a company that 
is willing to pay them more and provide them with better 
rewards, or maybe even be able to offer a more promising 
career path. 

To be successful in acquiring and retaining your best talent, 
you need to learn to be strategic. Knowing your turnover 
rate does very little to support strategic business plans. To 
achieve true insight into your workforce, HR leaders need to 
take a deeper analysis of what is actually causing turnover. 
Rather than scrambling to fight the symptoms of turnover, 
modern HR leaders are using data to identify and address 
the root cause.

Today, with people analytics and HR leaders’ understanding 
of human capital dynamics, people leaders are uniquely 
positioned to help ensure their workforce is aligned 
with the needs, goals, and budget of their organization. 

35%  
of employees have changed 
jobs within the last three years

51%  
of employees say they are 
actively looking for a new job  
or watching for openings

52%  
of exiting employees say they 
could have been prevented  
from leaving

Gallup: State of the American Workplace

https://www.gallup.com/workplace/242252/employee-experience.aspx
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The true cost  
of turnover

A study by SHRM found that 
replacing a salaried employee 
typically costs between 60% 
and 90% of the employee’s 

annual salary. 

Other studies suggest this 
number is even higher. 

Employee turnover is often seen as HR’s most 
important challenge because of the huge costs 
associated with it. Losing a good employee can 

cost a lot in recruiting, onboarding, overtime 
hours, and lost revenue. Solving a critical turnover 

problem is one of the most impactful ways HR 
leaders can support their organizations. 

It’s important to remember that the true cost 
of employee turnover can’t be seen strictly in 
financial statements. Other unseen costs that 

affect your bottom line include decreased 
productivity, reduction in employee morale and 

engagement, the loss of organizational knowledge 
when a key employee leaves, and increased 

workload and burnout for the employees who 
need to pick up the slack while you recruit and 

train a new employee. 

Calculate the Cost

How much does turnover cost your organization? 
The cost of replacing management-level 
employees is higher than you may think.

https://www.paycor.com/resource-center/the-different-types-of-turnover
https://www.visier.com/manager-turnover-calculator/
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How does turnover impact  
your organization’s bottom line?
By Stela Lupushor, Founder & CEO of Reframe.Work Inc.

What is your turnover rate? Does it even matter? Attrition 
is a typical HR measurement that you find on many 
scorecards. It has been around for a long time and is 
tried and tested, so most organizations measure it. You 
can benchmark yourself based on past attrition rates 
by checking to see if the number has gone up or down 
since the past quarter, which can be a good indicator of a 
problem if your rate has unexpectedly gone up. However, 
your turnover rate falls short when it comes to articulating 
the impact on business outcomes.

Changing the question from “What is our 
turnover rate?” to “What is the cost of our 
turnover?” makes it real and tangible to the 
business leader.

It costs money to replace your people. Every aspect of 
losing a good employee and hiring another has a price 
tag; recruiting, hiring, onboarding, developing talent, and 
bringing them up to the same level of productivity as the 
previous employee all have costs. The time lost to recruiting 
and reduction in productivity can cost months’ worth of 
work. In some industries, you may even be losing revenue 
if your best sales person takes clients with them. It costs 
your organization’s brand image and employer reputation 
if people who left had a bad experience and share this on 
platforms like Glassdoor and LinkedIn.

The true cost of turnover can’t be analyzed simply by 
understanding your attrition rate and whether or not it has 
increased or decreased. There are many reasons for an 
organization’s attrition rate to fluctuate, and not all of them 
are negative. Focusing on the bigger picture—improved 
workforce planning—is a far more meaningful strategy  
than trying to reduce attrition rate without taking the time 
to understand the why.
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Why do people leave?
Not every cause of turnover is a bad sign for your company. 
There are many reasons why people choose to leave that 
are organic, or even positive. People move. Your more 
senior employees eventually reach retirement age. Interns 
return to school. Seasonal staff are meant to be temporary. 
Employees may want to pivot their career paths in ways that 
you can’t facilitate. Even involuntary turnover can be a sign 
that you are growing in a different direction or need a more 
skilled workforce to improve your service offerings. 

However, when we typically think about solving retention, we 
draw our attention to the employees we didn’t want to leave. 
The ones we believe we could have saved. So, why do those 
people leave? Without HR data, you are left guessing, sorting 
through exit interviews, and attempting to read minds. 

Some HR leaders are quick to chalk up voluntary exits as 
“poor cultural fit.” However, if you lost an excellent employee, 
it may be time to ask what you could do differently to make 
a more diverse employee pool feel welcome. Unexpectedly 
losing a group of high-performing employees in a short 
period of time can signify that your employee engagement 
and retention strategies aren’t working. Repeated involuntary 
turnover within the same roles can indicate that your talent 
acquisition strategies might be at fault.

Career pathing has become a significant part of employee 
retention in recent years, particularly as the millennial 
generation becomes the majority of the active workforce. 
More workers than ever are identifying the opportunity to 
excel and grow their careers as being more important than 
compensation. 

Of course, people do leave because they can be paid more 
elsewhere. If you haven’t conducted a salary benchmark 
project in a while, it is well worth looking into industry 
averages. But more often than not, people leave because 
they feel that compensation practices have been unfair to 
them—consider a young employee who has risen quickly 
and makes a significant impact on the organization, but is 
still being paid less than more senior employees. In other 
cases, the issue may be race or gender pay disparity, and 
the organization hasn’t yet created a plan to handle this.

To understand why people leave your organization, you’re 
going to have to get personal. We can hypothesize the 
reasons, pass judgement on individuals who we feel 
wronged us, and create blanket strategies that attempt to 
satisfy an entire workforce of multi-generational workers. 
But the data doesn’t lie. Let’s dig deeper.

In a recent turnover study, Paycor surveyed 
business leaders and found a disconnect 
between what executives believe makes 
employees quit and what employees actually  
say are their reasons for leaving.

Paycor delivers modern, intuitive recruiting, HR and payroll 
solutions that help HR professionals make a real difference 
in their organization.

According to C-suite executives and HR leaders, 
the top three reasons employees leave are: 

1.	 compensation
2.	 career advancement
3.	 poor performance
 
However, their employees had something quite 
different to say. They stated the top three reasons 
employees leave are: 

1.	 burnout
2.	 bad bosses
3.	 a lack of recognition 

What would you do differently if you found 
out your whole concept of why your 
employees leave was wrong?

https://www.paycor.com/
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What constitutes a true turnover problem?
Employee turnover is inevitable, costly, disruptive, and sometimes for the best. Employee turnover 
emcompasses all the questions you have about who left, why they left, and whether or not it's 
regrettable. There are many types of employee exits that are included in your turnover rate, and some 
of them can actually be seen as healthy for the business.

“In high-transaction, low-relationship 
areas of the business, such as call centers, 
you’re truly meant to experience a high 
level of churn or the economics of tenure 
actually work against you. You use these 
environments as feeder pools for new talent 
to cut their teeth, and either opt out or 
level up. It’s important to remember that in 
some situations, turnover might actually be 
valuable. Context is everything, and people 
analytics gives you that context.” 

Paul Rubenstein, Chief People Officer, Visier

What determines a high or low turnover rate can depend on 
industry, role type, company size, or geographic location. To 
determine if you have a high turnover rate or a true turnover 
problem, look to the effect it has on your business: 

•	 Is HR able to keep up with acquiring new talent? 
•	 Is your bottom line being affected? 
•	 Are you struggling to replace highly skilled workers? 
•	 Is turnover making it difficult for the rest of your 

employees to get their job done? 
•	 Worse still, are they growing dissatisfied or distrustful? 
 
The remedy to an employee turnover problem is a data-
driven retention plan. Retention plans must be flexible and 
strategic to successfully impact your employee satisfaction 
rating and your organization's bottom line. 

How effective are my retention 
strategies?

Let’s get one thing straight: not all employee 
turnover is bad. There are employees who you 
won’t want or need to retain. Many organizations 
have fallen into the trap of looking at their 
turnover rate and immediately jumping to the 
conclusion that any turnover is bad, and must be 
solved immediately with costly retention solutions. 

When diagnosing the severity of a retention problem, 
you’ll want to look at a few key questions: 

•	 Who is leaving? Are they your best performers? 
•	 Who is staying? Are they the employees that your 

retention plans are designed to keep? 
•	 Are employees leaving roles that are difficult to replace? 
•	 How much money are you spending on retention 

strategies? How much money are you saving by retaining 
your employees? 
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What are the warning signs of a 
retention problem?
By Kelly Reed, Managing Director of Talent and Culture at Lockton

Lockton Companies Inc. helps organizations and people thrive 
with strategic solutions to optimize business risks and rewards. 

When working with a customer who thinks they might have a turnover problem, 
there are a few key metrics to look at, even if they haven’t started utilizing a people 
analytics platform. 

Here are some warning signs that you may have a retention problem on  
the horizon: 

•	 Your employee engagement survey scores are low, or you have a low response 
rate. Voluntary turnover is often directly related to low employee engagement. 
Take the time to actually read through the comment sections of your survey for 
clues.

•	 People are suddenly calling in sick or taking more days off than usual. This 
could mean they are taking time off to look for a new job, but it can also signify 
that people are burnt out and are actually getting sick because of it. 

•	 You receive two or more resignations in a short period of time from people you 
are surprised and disappointed to see leave. Good employees often leave in 
batches, because they are inspired by their friends leaving. 

•	 You haven’t reviewed exit interviews in a while. People commonly give good 
reasons for leaving that could have been addressed while they were still with 
you. Take note of when you think someone might not be telling the whole truth 
about why they left, and consider anonymously surveying peers about why 
someone left. Sometimes the best employees don’t want to burn bridges and 
will give you a very filtered version of why they left. 

•	 You’re constantly recruiting, but your headcount isn’t changing. You might just 
be spinning your wheels in employee churn.

•	 You feel like it has been difficult to recruit and retain good people in certain 
types of roles, divisions, locations, or teams.

•	 You have concerns that someone may leave based on conversations and 
complaints from employees. 

 
While this information may be accessible through HR reports or even anecdotally, 
a true diagnosis of an employee turnover problem will be best achieved using 
people analytics. 

https://global.lockton.com/
https://global.lockton.com/
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Refresher: What is people analytics? 
People analytics is the practice of 
collecting and transforming HR 
data and organizational data into 
actionable insights that improve the 
way you do business.
That’s a lot of jargon. But what does this really mean for HR 
practitioners, and how does it relate to employee turnover 
and retention? 

People analytics is the art and science of connecting data 
to uncover answers about your workforce that will lead to 
better business decisions. By transforming raw data into 
actionable insights, answers, and solutions, people analytics 
helps to give organizations the ability to better understand 
their workforce and organization. This information is then 
displayed in digestible graphs, charts, visualizations, 
questions, and answers. Using this knowledge, HR leaders 
are able to back up their instincts with facts and rely on 
data-driven strategies that help their organization to grow

How does people analytics affect 
employee turnover and retention?
Making workforce decisions without the data to back them 
up is a missed opportunity to be strategic. The lack of data, 
and inability to directly connect workforce decisions to 
business outcomes, has held HR back from holding a seat 
at the boardroom table. People analytics is changing that 
by offering data-driven decision-making to HR leaders of 
organizations of all sizes. 

By looking beyond simple descriptive HR reports, HR leaders 
are able to design more meaningful strategies to engage and 
retain their best workers, thus reducing unwanted turnover 
and saving their organization money. People analytics shows 
what happened in the past, uses analyses to explain why 
it happened, and then predicts what could happen in the 
future. Predictive analytics is giving HR the opportunity to 
analyze solutions to problems that haven’t even happened 
yet using what-if modeling and artificial intelligence. 

•	 What would happen to production if you lost eight 
key employees within the same department? 

•	 How will you handle your upper management 
reaching retirement age within the next five years? 

•	 When will automation begin to change your 
headcount requirements? 

•	 Are you prepared to level up junior employees for 
those hard-to-fill positions? 

•	 As your industry grows more competitive in 
your region, are you prepared to review salary 
benchmarks to retain your people?

https://hello.visier.com/ebook-what-is-people-analytics.html
https://hello.visier.com/ebook-what-is-people-analytics.html
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DIY: Attack turnover now!
How to begin analyzing your retention strategies without a people analytics tool

There are many barriers to people analytics that prevent organizations from investing in a solution, even if they are aware it will 
help them manage their organization more effectively. Whether you’re attempting to clean up your existing HR data or struggling 
to get buy-in from your leadership team, not every organization feels ready to begin their people analytics journey today. 

You can still use your HR data to perform a DIY solution to begin addressing your employee turnover and retention strategies.

Diagnose 

How big is your turnover problem? 

Export the last year of your turnover data from your HRIS. 
Graph it out to month-over-month exits.

Is the problem growing at a stable rate?

Does your turnover rate grow over time, or does it stay 
about the same? Are there months when you expected to 
lose more employees? Do you see any surprises? 

Is there a particular department you need to 
worry about? 

Group exits by department. Focus on departments with the 
highest increase in turnover, most urgent need, and the 
greatest impact on the organization. 

How does this benchmark to industry 
standards?

Take into consideration your industry standards for turnover. 
For example, if you are leading a retail organization, you 
can expect to have high turnover after the holiday season. 
If you work for a manufacturing organization, you likely 
have higher turnover for entry-level factory positions. If 
you are working in tech, the competitive and highly skilled 
environment makes turnover especially costly and your 
retention strategies more important than ever. 

Intervene

Talk to your employees. 

This may go without saying, but a lot of HR leaders still make 
the mistake of analyzing turnover and then taking action 
on a retention strategy without ever speaking to the people 
who are at risk of leaving. 

Talk to your managers. 

Does one manager have a higher turnover rate than others? 
Sometimes the old adage is true: people don’t quit jobs, 
they quit managers. Is one manager a superstar at retaining 
talent? Figure out what they are doing right, and coach your 
other managers to improve their retention rates. 

Create a plan for at-risk employees. 

Without analytics, you can still attempt to manually identify 
at-risk employees. If you’re aware that a certain manager is 
struggling to retain employees, speak to their team and see 
what improvements they’d like to see. If you have a manager 
who hasn’t had a raise in a while, take the time to analyze 
the market rate for their role and consider adjusting their 
total rewards. Review engagement survey responses more 
closely from departments that have higher turnover rates. 
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What are the risks of trying to 
tackle turnover and retention 
without analytics and data?
HR leaders have relied on their gut instinct for decades. 
Nobody knows their workforce better than a tuned-in HR 
professional. You’re often the first person a new hire meets. 
You’re the person they turn to in times of trouble. You’re 
facilitating performance reviews and engagement surveys, 
and you’ve got your ear to the ground at all times. Instinct in 
HR is backed by years of education, training, and experience.

But when it comes to planning turnover and retention 
strategies, gut feeling doesn’t scale and often falls short. 
How many times have you been blindsided by an excellent 
employee leaving for a new opportunity? How many 
engagement surveys did you conduct where you were 
disheartened by a low response rate or lack of actionable 
information? How often have you attended an exit interview, 
only to feel like your former employee was holding back 
their true feelings? Often, your most disengaged employees 
will hold back their truth and simply seek to leave. This is 
where data comes into play. 
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3 challenges you’ll face when 
tackling turnover and retention 
without people analytics
By Kelly Reed, Managing Director of Talent and Culture at Lockton

The Zero-to-Crisis  
Challenge

Turnover problems often lie dormant, 
stay hidden, or get downplayed by 
management until they turn into 
a crisis. With the right data and 
analytics, HR leaders are able to 
intervene and shift strategies before 
they ever reach crisis level. Employees 
can be retained before anyone would 
have realized they were considering 
an exit. 

The Business Impact 
Challenge

Some business leaders make the 
mistake of seeing turnover as simply 
“the cost of doing business.” While 
it is inevitable that you will lose 
employees, even good employees, the 
cost of a true turnover problem cannot 
be downplayed. People analytics helps 
leaders to calculate just how much 
turnover is really costing them in 
direct spend and wasted resources, so 
they can understand the size, scope, 
and urgency of the problem. 

The Invisible Warnings 
Challenge

No matter how experienced you are in 
your job, HR leaders still miss warning 
signs and root causes for turnover 
until it is too late. Without making 
data-driven decisions, you might 
even make a problem worse by trying 
to guess what really matters to your 
people. 

https://global.lockton.com/
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“The road to hell is paved with good 
intentions—tackling turnover without 
data and analytics is much the same. 
Creating retention plans usually costs 
money. If you’re creating data-driven 
plans that actually work, they will cost a 
lot less than losing your best employees. 
But creating plans based on guesswork 
can be a total waste, or worse... they can 
do more harm than good."
– Paul Rubenstein, Chief People Officer, Visier 
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How to get 
started with 
people analytics

In the era of analytics, organizations 
are sitting on a gold mine of 
information and people data. But 
many HR leaders are not using 
this data to make better informed 
strategies and workforce decisions. 

Getting started with people analytics 
requires an organizational shift 
toward seeing data as a necessity 
in your people strategies. Analytics 
helps you ask the right questions and 
get the right answers. But it is only as 
powerful as the hands it is put in. 
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Ruthlessly 
pursue the  
right problems 
By Stela Lupushor, Founder  
and Chief Reframer, Reframe.Work Inc.

Sometimes the most important 
question you can ask yourself when 
getting started with people analytics 
is, “Are we solving the right problem?”
For example, predicting your company’s attrition risk is 
one of those perennial issues that many HR functions have 
been attempting to solve for decades. Today, we have 
more sophisticated tools to perform analyses. We have 
more data—structured, unstructured, internal, external. 
We can quickly assess the supply and demand for specific 
skills, in which location those skills are in great demand, 
which profiles our competitors are looking for, and what 
the characteristics of those who might be at risk are. 
With people analytics, we are able to go beyond typical 
segmentation and get to a very granular analysis of behavior. 

But guess what? Little has changed. All this sophistication 
still doesn’t solve the fact that people leave. People will 
always leave. The question is whether one needs to spend 
their time trying to prevent the inevitable, or think about the 
situation through a different lens. 

Instead of trying to prevent the inevitable, use your data 
to think about how you can get the most out of your 
employees while they’re still with you. Think about how 
you can create the best working environment where your 
employees won’t want to leave.  

https://www.reframe.work/
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How to create a data-driven 
turnover and retention plan

Begin by ensuring your resignation rate is calculated using the same metric by 
all departments and locations. Next, look into who is resigning. Are they your top 
performers? Senior management? Or are they entry-level roles that you can easily 
afford to replace?

Impact on your business

Turnover can have a big impact on business outcomes, such as revenue, 
productivity, and employee engagement. Use analytics to take a detailed 
snapshot of how employee exits are affecting your other business metrics.

RESIGNATION RATE (Trailing 12 M)
11.6%

Office of CEO 26%

15.4%

14.2%

12.9%

12.1%

10.1%

8.08%

3.1%

2.56%

0 10 20 30

Customer Support

Operations

Sales

Product

HR

IT

Marketing

Finance

Identify your problem(s)

To solve turnover and improve retention, you need to 
understand the problems causing it. Take a look at these key 
metrics to better understand the root cause of your turnover 
problem.

Resignation rate 

There are many different ways to calculate turnover and resignation rates. It’s not 
uncommon for a single company to be calculating these rates in multiple different 
ways. This makes benchmarking against your past complicated and confusing.
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Look for the causes of turnover

Once you know if you definitely have an employee retention 
problem, use people analytics to dig deep into what’s 
causing your staff to leave.

Resignation drivers

Determine the reasons for resignation to create a more meaningful retention plan 
for your current employees.

Are your top performers leaving for higher pay? Is a large portion of your 
workforce reaching retirement age? Are your promising new hires exiting within 
six months of joining the company?

Resignation correlations

Understand how resignations affect things like compensation ratio, promotion 
wait time, pay increases, tenure, performance, and training opportunities.

DRIVERS OF RESIGNATION RATE (Trailing 12 M)
Aug 2019

Employee > Annual Base Pay Change 
2% to 4%

Groups that decrease that metric Resignation Rate (Trailing 12M) 

11.6%

Employee > Tenure 
3 to 5 yrs

Employee > Span of Control 
3 to 5

Employee > Budgeted Base Pay 
$50k to $75k

Employee > Annual Base Pay Change 
0% to 2%

Employee > Tenure 
1 to 2 yrs

Employee > Tenure 
0 to 1 yr

Groups that increase that metric

Employee > Ethnicity 
White

Employee > Span of Control 
0 to 2

Employee > Age 
25 to 30 yrs

Employee > Budgeted Base Pay 
25k to 50k

Employee > Job Family 
Specialist 2

Summary

Resignation Rate               11.6%

Resignation Count	   53

Average Headcount           455

Change YOY	                -1.60 pp

16.4-10

8.6-7.1

8.1-5.8

5.5-5.5

5.3-5.3

4.5-3.7

BREAKDOWN OF REGISTRATION RATE (Trailing 12M)
Employee > Performance Group

Low Performer 11.5%

14.4%

8.4%

0 5 10 15

Mid Performer

High Performer

Summary

Overall	                      11.6%

Resignation Count	   53

Average Headcount           455

Change YOY	                -1.60 pp

Change YTD	               -0.68 pp

Change in period        -0.75 pp
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Knowing the reason for the resignation is the best way to create plans for 
retention. If you need to make an argument for raising your workforce costs 
to retain good people, using data is the best way to bring your finance and 
leadership teams on board.

Determine who can be saved

One-size-fits-all retention plans are the opposite of strategic 
HR. Not all turnover is bad. Not all employees can be saved. 
No matter how great your business is, someone is going 
to leave for a better opportunity, a better fit, or for reasons 
you’ll never even know. 

Determine who is worth saving. If you are losing low performers in non-critical 
positions, the amount of time and effort you put into creating a retention program 
should be a lot less than if you are bleeding high performers. 

Look at these metrics to determine your course of action:

Resignation segments

Understand your most at-risk segment of employees by looking at groupings 
across location, tenure, age, diversity, job function, performance level, and more. 
Identifying your most important groups will help you create tailored programs 
that deliver the most impact. 

Risk of exit

If you’ve got predictive analytics capabilities, you can determine which employees 
are at risk of leaving before they’ve even typed up their resignation letter. 

Visier’s predictive solutions are 17 times more accurate at predicting who will 
resign within three months than guesswork or intuition. You won’t be able to retain 
every good employee, but the savings of retaining even a few can be significant.

DETAILED VIEW
Employee, August, Org: Sales

Kurtis Herbert Gimenes 30%

25.1%

24.6%

23.6%

22.9%

19.5%

18.7%

18.4%

18.1%

Irma Camila Ishikawa

Meredith Cheryl Nelson

Mauricio Dena Groce

Cheyanne Beulah Bennett

Jonet Vanessa Wiese

Emmanuel Branch Buenrostro

Constantina Sydney Ishii

Paula Jaida Quinn

Search

Top Risk of Exit Attributes

Market Compensation Ratio       99%

Time Since Promotion           1 Month

Tenure	                            1 Month

Job Pay Level                     Pay Level 4

Job Family   Individual Contributor 2

Meredith Cheryl Nelson 
Risk of Exit: 24.6%

https://www.visier.com/clarity/predictive-people-analytics-machine-learning/
https://www.visier.com/clarity/predictive-people-analytics-machine-learning/
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Design a tailored employee retention program

Once you’re clear on where you want to focus your efforts, 
begin creating a program based on understanding what 
drives away and what retains key employees. 

“Sameness does not yield greatness when it comes to talent 
theory. Some people try to create a retention plan that 
has one bowling ball knock down as many bowling pins as 
possible. If your retention program is too homogenous, you 
might actually be retaining the wrong people.”

Paul Rubenstein, Chief People Officer, Visier

Use these metrics to begin asking the right questions to create a tailored 
retention plan:

Promotions actioned

If lack of career advancement or meaningful career pathing is driving 
resignations, look at how promotions have been handled. Speak to managers who 
have successfully leveled up their team members and incorporate their strategies 
into your company plans.

POTENTIAL CAREER PATH FOR DAVE STERLING CHANGEY
Jan 2014 - Aug 2019

Total employees ever in role

Incoming employees

Outgoing employees

Starts

Exits

Moves in

Moves out

Still in role

29

48%

31%

52%

7%

62%

Plant Operations Analyst

Senior Maintenance 
Engineer

Maintenance Engineer

Plant Operations 
Analyst

25

21

Total employees ever in role
Incoming employees

Outgoing employees

Starts

Exits

Moves in

Moves out
Still in role

21

81%

43%

19%

5%
52%

Senior Maintenance Engineer
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New hire performance

Do you find you are losing new hires within the first year? Why, or why not? 
These metrics can provide huge insight into your onboarding strategies and your 
managers’ effectiveness. 

Retirement trends

While retirement is inevitable (and often a cause for celebration), strategic 
workforce planning can help you create programs to level up junior staff or talent 
acquisition plans to fill the upcoming vacancies. 

TREND OF RETIREMENT RATE BY EMPLOYEE > ORGANIZATION
5 yrs up to 2019

Retirement Rate

Change YOY

Change YTD

Change in period

Retirement Count

Average Headount

3

0.63%

+0.63 pp

+0.63 pp

+0.63 pp

478

Overall 
2019

8%

2015 20172016 2018 2019

6%

4%

2%

0

Finance HR Overall IT Marketing Customer Support
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Spotlight on:  
retention and total rewards
As the millennial generation takes over as the workforce 
majority, employers today are learning that this workforce 
wants more from their jobs than the traditional pay, benefits, 
and 401(k) package. 

Great! Does that mean you can stop worrying about total 
rewards when it comes to retaining your best employees? 

Unfortunately not. While there are now more elements at 
play in a good retention strategy, giving your people what 
they want (and deserve) in terms of salary, benefits, and 
paid time off are still paramount.
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Benchmark your compensation
Are your total rewards and compensation strategies on 
par with your industry? Do you have any wage gaps? 
Traditionally, performing competitive compensation 
research has been a massive project for HR leaders. People 
analytics solutions like Visier provide industry benchmarking, 
making it easy to compare your compensation plans to your 
location, industry, and role type. 

Deloitte recently reported in its 2019 Human Capital Trends 
report that wages are not keeping up with inflation or 
growing with the global economy. Even though today’s 
competitive labor market means organizations are 
competing for top talent, many are still trying to attract and 
retain employees with non-cash benefits.

“Organizations have offered flexible work 
hours, free lunches, unlimited vacation, and 
many other fringe benefits in efforts to make 
the workplace better. It seems that employers 
are willing to throw almost anything at their 
people to try to improve the workforce 
experience, as long as it doesn’t involve 
above-market raises in base pay.”

Deloitte: 2019 Human Capital Trends report

Many organizations are stuck in outdated thinking models. 
Employee labor is viewed as a cost rather than an asset, so 
wages are kept low to keep spending down. While this can 
help some organizations meet short-term financial goals, 
this is rarely in line with a company’s big-picture plan for 
growth and success. 

Asking the right questions: 

•	 Are our compensation practices benchmarked 
against our industry and location? If not, do we have 
a plan to improve on this?

•	 Do our employees take advantage of their benefits? 
How can we ensure the benefits we provide are in 
line with what they want? 

•	 Are we measuring how compensation impacts 
productivity and job performance? 

https://www2.deloitte.com/us/en/insights/focus/human-capital-trends.html 
https://www2.deloitte.com/us/en/insights/focus/human-capital-trends.html
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How can I know what really 
matters to my employees?
By Deep Litt, People Operations & Analytics Manager, Visier

Many organizations feel that the comprehensive 
benefits and rewards they offer make their 
company a great place to work. But how do you 
know that the benefits you offer are actually the 
benefits your employees want? Juggling rewards 
and benefits plans to meet your budget and 
satisfy a diverse workforce is an annual headache 
for most HR leaders. Luckily, data and analytics 
can help. 

Talk to your people

It’s old school, but the best way to learn if your 
rewards are the right ones are to speak with a 
cross-section of your employees. If you’re in a 
company of 300, it’s easy enough to speak to a 
handful directly. If you’re in a company of 3,000 
or 30,000, this task can be overwhelming. 

Consider sending out a quick pulse survey asking 
if employees are satisfied. Build in questions to 
ensure that your people actually understand 
what they are getting. Many benefits go unused 
because people are unaware of how to use them 
or that they even exist. 

Cross-reference your results with data

Let’s say you receive feedback that the majority 
of your employees are unsatisfied with the 
amount of sick leave allotted, or that they want 
more medical benefits. 

Take a look at how much sick leave your 
employees are actually taking. Are the majority 
hitting their allotted time by midyear? Consider 
your employee demographics. Does a large 
percentage of your workforce have children? 
They may be using sick time to take care of their 
family. Do your employees with the most sick 
leave also have the most overtime hours? Perhaps 
a percentage of your population is getting run 
down from overworking. 

Line up your medical benefits usage with your 
survey results. If your team is unsatisfied with 
their benefits, but few people are ever hitting 
their max usage target, it’s possible there’s a 
knowledge gap. Consider scheduling a lunch 
and learn to educate people on how to use their 
benefits. Or perhaps they aren’t hitting their  
max usage because you’re simply offering the 
wrong benefits. 

Be flexible

You will never find a perfect one-size-fits-all total 
rewards strategy. To retain your best people, 
give them what they want. Provide the flexibility 
for people to select the benefits that matter the 
most to them. If you have flight-risk employees, 
talk to them individually and see what would 
turn things around. While you will always find 
employees who are simply looking for more pay, 
you might be surprised by how many people can 
be retained by simply feeling heard. 
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Spotlight on: retention and the 
employee experience
Employee experience affects retention, acquisition, and 
overall organizational success. It’s common sense that the 
happier your employees are, the more likely they are to stay. 

84% of Deloitte’s 2019 survey respondents 
rated employee experience as being 
important to their organization. 

Your company culture and employee experience are 
intrinsically linked. While trying to meet the needs of a new 
millennial workforce, some organizations have fallen into 
the trap of trying to provide fun “perks” like bean bag chairs, 
espresso machines, snacks, and free beer Fridays. While 
these perks can influence company culture and give your 
organization a fun, youthful appeal, they aren’t directly tied 
to true employee satisfaction. 
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Celebrate and recognize 
your best employees
According to Gallup’s 2017 report, The State of the American 
Workplace, only 15% of employees feel truly engaged at work.

No matter the workforce generation you are trying to retain, employee recognition 
will always be of great importance to retaining your best employees. Engagement 
and recognition often go hand-in-hand, and are major drivers for retention. When 
you cannot afford to increase pay or other benefits, keep in mind that recognition 
programs can be free. 

While some recognition plans involve gift cards or other (usually minor) costs, 
having a manager pull your best employees aside to thank them for their hard 
work costs nothing. Celebrating a job well done at a team meeting builds morale 
and teamwork. Recognition boosts engagement and has been shown to improve 
productivity, company loyalty, and consequently, retention. 

Asking the right questions

•	 Who are the most engaged employees at work? Are they also the highest 
performers? 

•	 Do our current employee recognition plans actually recognize the right people, 
or are they popularity contests? 

•	 Are we rewarding people in a way that is meaningful to them? 

https://www.gallup.com/workplace/229424/employee-engagement.aspx
https://www.gallup.com/workplace/229424/employee-engagement.aspx
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Spotlight on:  
retention and diversity
Businesses today understand that to be successful, they 
need to attract, retain, and mentor employees with diverse 
backgrounds. Hiring is only the beginning of building a truly 
diverse workforce. Women, minorities, veterans, and people 
with disabilities need to work within an environment that 
meets their needs and supports them through their career 
journey. This requires the willingness to create flexible 
retention strategies that meet people where they are. 

Diversity within an organization is a philosophy, a 
commitment, a challenge. It cannot be characterized simply 
by a ratio or rate. To positively affect diversity retention, 
you’ll have to dig deeper into your HR data to understand 
why key groups of employees leave and why they stay. 
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“When it comes to creating retention strategies, 
sameness in employee demographics makes it 
easier to retain people with one simple strategy. 
Diversity is crucial, but it requires attention 
spent on understanding what different employee 
demographics want.  
 
There are the classic diversity categories: 
race and gender. Then there are other visible 
differences, like language, accents, sexuality, 
disabilities, even clothing style. But there are 
also invisible—but still significant—differences 
that can cause biases in everything from talent 
acquisition to employee retention.  
 
‘This person didn’t go to a university I am  
familiar with.’  
‘That person doesn’t have a background I find 
relatable.’ 
‘I like this person because we are both parents.’  
‘They are a good sales person because they’re a 
competitive athlete.’ 
 
It has been proven that managers will hire and 
retain people who they find personally relatable. 
Are the best sales people also athletes, or are 
you just comfortable hiring athletes in your sales 
department because they speak your language? 
That’s a biased choice we see every day in HR. 
Data is helping us to remove these biases.” 

Paul Rubenstein, Chief People Officer, Visier

Asking the right questions

•	 Are our female employees being promoted at 
the same rate as their male counterparts? Are 
they receiving equal pay for similar positions and 
education?

•	 Benchmark your diversity ratios against your 
geographic region. If you have a 30% Hispanic 
population in your area, does your workplace reflect 
the same? 

•	 Benchmark against your industry. If your business 
operates within a typically male-dominated 
industry, retaining and promoting your best female 
employees is often the most effective way to attract 
more women.

•	 Which departments are the most diverse? Which are 
the least? Are certain managers losing key groups 
of employees at a higher rate? 
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Where can we go from here? 
Employee retention is often the most pressing HR challenge that leaders face. Getting retention wrong 
is costly, time-consuming, and damaging to your employer brand. 

With their skills and expertise, HR leaders have strong intuition on how to best guide and grow their 
teams. People analytics and HR data helps take those skills to the next level by removing the guesswork 
and enabling data-driven decision making. 

“HR has always been working for that seat at the table, to be a true business 
partner, to be solving business challenges.  
 
People analytics is giving HR the ability to think about what the future is 
going to look like, understand what your attrition and retention drivers are 
within your organization, and then truly action on that. Being predictive and 
being a business partner go hand in hand. That’s really what it’s all about.”

Michelle Mikesell, Director, HR Operations & Traditional Employment Solutions, Insperity

Is there a particular chapter you’d like to see? We’d love to hear from you.

Thera Martens, Marketing Director, Mid-Market 
1-888-277-9331  |  thera.martens@visier.com

mailto:%20thera.martens%40visier.com?subject=


THE BIG BOOK OF PEOPLE ANALYTICS: TURNOVER AND RETENTION

Visier is a people analytics solution that makes 
it easy for HR leaders to transform their existing 
people data into meaningful analytics. Using 
hundreds of built-in graphs, data visualizations, 
questions, and answers, people leaders are able 
to gain insight into their organization, use data to 
tell the story of their people, and drive growth. 

Move beyond outdated Excel spreadsheets, and make navigating complex 
HR data simple. With business intelligence tools built for HR, Visier drives 
growth and meaningful insight into an organization’s biggest investment: 
their people. 

Learn more about Visier by visiting visier.com.

Trusted by innovative companies worldwide 

http://www.visier.com
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