


5-Star Review by Readers’ Favorite
HR Analytics Essentials You Always Wanted to Know 

by Dr. Michael J. Walsh is an intellectually fascinating 

blend of instruction, theory, and illustrative 

samples. Human Resource professionals like myself 

are deeply rooted in the modern-day blend of 

people-centric practices supported by analytical 

data. This guidebook expertly walks readers through the more 

foundational principles of the analytical process and is packed with 

HR-specific conditions and steadily deepens the discussion from 

foundational to more advanced topics. Individuals with a basic 

background in statistics will quickly absorb the contents and those with 

experience in HR will easily identify opportunities for utilization. This 

book could also pique the interest of Organizational Change 

Management professionals and anyone interested in organizational 

strategy. My personal favorite chapter was on job analysis.

Dr. Michael J. Walsh clearly understands his audience and steadily 

walks the reader through familiar terminology, grasping the goals of 

modern HR professionals to add quantifiable contributions to their 

organizations. The content is delivered concisely and flows through 

the various concepts presented with ease. Through each new chapter, I 

found myself thinking back to the author’s emphasis on Organizational 

Readiness and how truly important it is to gauge and expand with 

intention. What we HR pros wouldn’t give to be organizationally 

prepared to dive into the critical analyses outlined in HR Analytics 

Essentials You Always Wanted to Know! This guidebook will have HR 

practitioners itching to get started, and ready to dive into the various 

scenarios. I highly recommend readers pick this one up and keep it on 

your desk for quick reference.

– Deborah Adams 

Readers’ Favorite
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What experts say about this book!

Michael J. Walsh’s book does much more than just study the qualitative 

themes of storytelling. HR Analytics actually combines qualitative and 

quantitative storytelling practices, and applies the nexus to recruiting, 

staffing, training, and communicating. HR Analytics relates to my field 

of storytelling by skillfully pulling together both the qualitative and the 

quantitative patterns, then composing an integrative, succinct story 

the organization is ready to embrace. A crucial step is determining how 

best to display the story with qualitative data and if needed, a statistical 

analysis of demographics. So, what is the benefit of combining hard core 

analytics with good storytelling practices? First, HR Analytics combines 

ways to tell the story, to manage expectations, track the process, and 

enact possibilities for improvement. Second, it combines organizational 

network diagnosis of how people are communicating with one another 

with ways by creating a process of recommendations for change 

management that improves long term organizational readiness. Finally, 

once people understand the basic analytic techniques, telling a story to 

different demographic audiences can bring the right candidates that fit 

what the organization is all about.

– David M. Boje,

 Professor Aalborg University, Denmark;

 Emeritus Professor New Mexico State University.

Every function of an organization can benefit from analytics. Dr. Michael 

Walsh has and his book ‘HR Analytics Essentials’ provides a helpful 

framework for establishing and using analytics to support the Human 

Resources function and key decision-making. This book is a good tool for 

individuals in the field of H.R. and managers.

– Leslie Yerkes

 President Catalyst Consulting Group, Inc.



What experts say about this book!

This book provides a good, basic overview of HR analytics that is easy to 

understand and is not overly technical. It could be a useful supplement 

to an introduction to HR text used in an undergraduate class to provide 

additional coverage of HR analytics which is especially important to the 

strategic role of HR in organizations.

– Loren Kuzuhara 

Teaching Professor Department of Management and Human 

Resources 

University of Wisconsin-Madison

This book explains the scientific method of inquiry as it is applied to HR 

functions in a clear and understandable manner. The book has easily 

viewed charts, graphs, case studies, discussions questions, and quizzes 

to help the reader. The use of statistics to operationalize data is easy 

to comprehend. The book covers the essential areas of the HR function 

in organizations such as staffing and training and compensating both 

salaried and hourly employees. A plus are the video tutorials available 

online. I would recommend this book without reservation to both, 

teachers, students or practitioner of HR who wish to comprehend the 

subject matter of HR Analytics.

– Jerry Spiegel PhD 

Adjunct Professor, United States University & Co-Director, 

Global Health Research Program



What experts say about this book!

HR Analytics Essentials is a competent source for those wanting a 

primer on using data about people to drive meaningful change within 

an organization. While most textbooks in this area focus on either 

quantitative analysis or psychological theory, Dr. Walsh’s work does 

an effective job at bridging the gap between these two through 

an organizational lens. By exposing the reader to a broad range of 

important concepts relevant to HR analytics, this book is a terrific 

starting point for those wanting a framework to understand both the 

importance and application of data in human resources.

– James Meersman 

Assistant Professor, Juniata College

No matter where you turn, there is pressure to create more value 

with data. Human Resources is no different. In his book “HR Analytics 

Essentials”, Dr. Michael Walsh highlights how best to leverage data 

and analytics to address critical people-related questions. He outlines 

a pragmatic approach to HR Analytics for the most novice to the most 

advanced. His writing style is easy to follow, and often funny, without 

talking down to the reader. The book covers an enormous amount 

of ground in a condensed way. This book is a great resource for HR 

generalists and HR analytic professionals.

– Wendy Hirsch, PhD

 VP HR Technology, Analytics, & Services, Eaton.



What experts say about this book!

Workforce analytics and metric are changing the employment 

landscape, and HR professionals who embrace data analytics as they 

examine employee behaviors and preferences have a great opportunity 

to improve productivity in the workplace. HR Analytics Essentials is 

must read for every human resource professional and the book itself 

is a must have in human resource’s toolbox. If you want to move from 

being analytically resistant to analytically willing and finally become 

analytically savvy you must start with this book first.

– Fernán R. Cepero, MA, MS, PHR, SHRM-CP,

Organizational & Global Leader Senior Human Resources Business 

Partner

 YMCA of Greater Rochester - Association Office
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Chapter one opens with a definition of the concept 
of HR Analytics as a discipline within the human 

resources function.  This chapter also introduces the four 
roles of HR Analytics and definitions of each.  A “quiz” will 
help the reader to determine his or her place in the analytics 
spectrum by self-assessing one’s own analytical capability 
and the readiness of one’s organization.  An outline of the rest 
of the book closes out the first chapter.

Key learning objectives include understanding of the 
following:

 ● Definition of HR analytics

 ● Importance of HR analytics as it relates to the HR 
function and overall organizational success

 ● The “Four Roles” of HR analytics and definitions of 
each

 ● Where the reader falls on the “Roles of Analytics” 
spectrum

Chapter 1

Introduction
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1.1 What is “HR Analytics?”

The topic of HR analytics has become increasingly popular 
over the last ten years. The chart below depicts Google search 
interest over that time period. Search interest has increased over 
1,600%!

Figure 1.1

If we ask 10 people how to define HR analytics, we will 
probably get 12 different answers. And that’s ok. More on that 
later. For now, let’s focus on a broad definition of HR analytics 
for our purpose as, “the use of data collected on or about people 
within an organization to make better business decisions.”

Given that this definition is so broad, that means that we can 
use HR Analytics in just about every scenario that could come 
up, right? Right! This is the power and scope of analytics. We can 
use data (if we have the right data) to answer just about every 
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question that we might have about an organization, how it works, 
what motivates employees to exhibit certain behaviors and how 
to change those behaviors. Once we realize that HR data is all 
around us and learn how to use it, the sky is truly the limit. 

HR Analytics

“The use of data collected on or about people within an 
organization to make better business decisions.”

That means that we can answer questions like, “How can we 
create a more inclusive culture?” “Inclusive culture” is a pretty 
nebulous term. A term like that feels kind of “fluffy,” but we can 
quantify that. We can measure that using data. 

“What drives retention of our highest performers?” We can 
measure retention. We can measure performance of our employees 
and so we can bring those two things together using analytics and 
measure the factors that lead to greater retention of our highest 
performing employees.  

“What is the best way to predict the performance of our 
hourly workforce?” So often companies will think of the salaried 
workforce and how to predict performance of jobs like salespeople 
or managers. We will learn in a later chapter how the hourly 
workforce is one of the most untapped sources of data in an 
organization and how to use those data.

“Why are people really leaving?” Oftentimes our leaders 
might come to us and say, “Everyone is leaving because of 
compensation!” or another superlative. Using analytics, we can 
tease out the real reasons why people are leaving and create 
recommendations for how to keep those employees who matter 
most to the organization.
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We do all this using a scientific approach.  We use this 
approach to isolate those things that really matter to the question 
at hand.  THAT is the crux of analytics. That is what analytics is 
all about.  It’s about teaching us how to ask the right questions, 
teaching us how to answer those questions and understanding 
how we can use those data that we have in order to answer those 
questions.

1.2 The Art and Science of it All

Because numbers are involved, we often think that analytics is 
all numbers and that there is a right answer. Well, there is a right 
answer. The trick is that the “right” answer might be different for 
one organization than another and another. Hopefully, as you 
read this book, I will demonstrate that, when using data generated 
by people and about people, analytics becomes part art and part 
science.  

All the preparation that we do before the analysis such as 
determining the right questions, setting up a field experiment, 
even structuring the data that we will use in our analysis is a bit 
of an art form. The decision making that happens prior to the data 
analysis is just as important and accounts for a lot of the time and 
effort spent on any given analytics project.

The bottom line is that HR Analytics is absolutely both art and 
science and not something to be afraid of. 
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1.3 The Four Roles of HR Analytics

As with many things in life, the roles that one can play in an 
organization’s HR Analytics journey can be summarized into a 
2x2 matrix (Figure 1.2). What role can you play? As you will see 
below, and with any good question, that depends. It depends on 
the answer to two important questions. 

1. Where do you fall on the spectrum of analytical capability?

2. Where does the organization fall in terms of analytical 
readiness?

When compared to one another, personal capability and 
organizational readiness create four different roles that an 
HR practitioner can play. Those roles are Amateur, Advocate, 
Apprentice, and Advisor. 

Each of these roles will be explored in greater detail below.

Figure 1.2 The Four Roles of HR Analytics
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1.3.1 Role 1: Amateur

Amateur. Noun  am▪a▪teur | ˈa-mə-chər: one lacking in experience and 
competence in an art or science (Merriam-Webster, 2020)

The role of an amateur is defined exactly as listed above.  
It simply means that you are lacking in the experience and 
competence in an art or science. In this case, that art and science 
is HR analytics. Professionals who are first starting out in the 
analytics discipline simply do not have the experience needed 
to better understand and use analytics. Hopefully, this book will 
help to change your mind if you fall into that category. 

Perhaps the first thing you will notice about the capability 
and readiness matrix is that the box for amateur is the largest in 
the matrix. This is intentional. Because it can take a lot of time 
and effort to advance your skills and influence organizational 
readiness, this quadrant is the biggest. 

If you fall into the amateur quadrant there are several things 
that you can do in order to increase your personal capability. The 
first is finishing this book! Second, there are several resources 
available to anyone online who may want to increase your 
analytical capability.  Some of these resources are focused 
on technical capability such as how to manipulate data and 
perform analytics in various software packages. Other resources 
available will help you to better understand the business issues 
that organizations face and how to apply analytics to those 
issues.  Another place to go for resources are the “hard” sciences 
such as chemistry or biology to help you better understand the 
scientific method and how to conduct field experiments.  More on 
conducting field experiments later in this book.
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The other factor that we must consider in the amateur bucket 
is organizational readiness. This is the hardest factor to change, 
which is another reason why the amateur quadrant is so large. 
Changing organizational readiness requires a multi-month or even 
year-long effort to help the organization better understand how to 
use analytics. In my experience, this is one of the hardest things 
that an HR practitioner must endeavor to accomplish. The journey 
from low readiness to high readiness contains many steps forward 
and several steps backwards along the way. Because changing 
organizational readiness is not as easy as going out to a website 
and learning about technical expertise or statistics, it often takes a 
very long time.

When starting in the amateur quadrant, in order to move the 
organizational readiness from low to high the first thing you 
should do is focus on your own personal capability. Once you 
have increased your personal capability, bringing the organization 
along for the journey will be much easier. At that point you will be 
able to demonstrate value using analytics and help organizational 
leaders to better understand how analytics can play a role in 
decision-making.

1.3.2 Role 2: Advocate

Advocate. Noun ad·vo·cate | ˈad-və-kət: one who supports or promotes 
the interests of a cause or group (Merriam-Webster, 2020)

Once your personal capability has increased to the point of 
being an advocate, you are now ready to help the organization 
understand how analytics can play a role in decision-making. 
If you had taken the journey from amateur to advocate you can 
take your newly found knowledge to organizational leaders and 
help them understand the impact that you can have using data 
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and analytics. If joining an organization from the outside already 
having acquired those skills, the journey might look a bit different. 

In order to help the organization understand the skills and 
capabilities that you bring you will need to demonstrate “quick 
wins” that are appropriate for the organization. This could 
include things like using data to tell stories about organizational 
issues or to explain the answers to questions that organizational 
leaders might have. When in the advocate quadrant, you will 
not do yourself any favors by conducting advanced analytics 
such as predictive algorithms and or predictive modeling. The 
organization will likely not be able to digest the information nor 
will they have an appetite for more. The key to being an advocate 
is that you are able to communicate with the organization using 
data in a manner that demonstrates the value of analytics while, 
at the same time, helps to prime the organizational appetite 
for more analytics. This increase in analytics can be both from 
a technical perspective such as moving from dashboards to 
predictive analytics, but also from a quantity perspective in terms 
of generating demand for analytics work and projects. The role of 
the advocate is to educate the organization and therefore create 
more demand for analytics.

1.3.3 Role 3: Apprentice

Apprentice. Noun ap·pren·tice | ə-ˈpren-təs:  one who is learning 
by practical experience under skilled workers a trade, art, or calling 
(Merriam-Webster, 2020)

The third role that we will talk about is the role of an 
apprentice. If you fall into this quadrant, your personal capability 
is low and the organizational readiness is high. This means that 
people in your organization likely have more skill and experience 
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in analytics than you do. The good news is this is not a bad 
thing. You can use those people as mentors and teachers as you 
go on your personal journey to learn more about analytics. In 
this quadrant, the focus of an HR professional should be to gain 
experience and skill in order to move to the advisor quadrant. 

Internal resources are often a great place to start for learning 
more about how to use analytics in your organization. Not only 
do they bring a technical expertise, but they often understand how 
to apply that expertise to the organization. Because the contextual 
environment dictates so much about how the organization views 
analytics and the interpretation of those analytics, having an 
internal mentor or coach is a great idea for anyone, but especially 
if you fall into the apprentice quadrant. 

While working with an internal mentor or coach, you can also 
gain technical experience with external resources (such as this 
book!) or other resources that are widely available. The great part 
about being an apprentice is that you will be able to immediately 
apply your skills to organizational issues. As you learn new skills, 
you’ll be able to immediately utilize those in your day-to-day 
life which makes learning much more enjoyable and useful. The 
apprentice quadrant can be one of the most robust and richest 
learning experiences of an HR practitioner’s career.

1.3.4 Role 4: Advisor

Advisor. Noun ad·vis·er | əd-ˈvī-zər: someone who gives advice 
(Merriam-Webster, 2020)

You might notice that the advisor quadrant is the smallest 
quadrant in the matrix. You might also notice that there are no 
borders on the top or right side of the quadrant. This is very 
intentional. Because your personal capability will continue to 
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develop and organizational readiness will (hopefully) continue 
to increase, the goal for the advisor quadrant is to stay in sync 
with the organization. For example, an individual who falls 
into high personal capability and whose organization has 
high organizational readiness for analytics may suggest that 
an organizational network analysis (Organizational Network 
Analysis (ONA) is a very advanced type of analysis that can help 
isolate how information flows within an organization. Because 
it is necessary to understand who is communicating with one 
another, the analytics team will collect emails, phone records, 
chat records, etc. Although the outputs can be very valuable to an 
organization, you can imagine that not all organizations are ready 
for this type of analysis)  This person may have the capability to 
conduct the analysis, gather the data, analyze the data, and create 
recommendations; however if the organization is not ready for 
that specific type of analysis, there may be further work to be 
done in change management to ensure that the organization does 
not reject the analysis. If, for example, business leaders find out 
that an analytics professional has been collecting emails in order 
to conduct the organizational network analysis, some might find 
that a bit concerning. This would require that, before the analysis 
was done, the rationale, benefits, and value to the organization 
are explained in detail. In that example, even though that person 
might be playing the role of an advisor most of the time, for that 
particular analysis, she may fall back into the advocate quadrant.

Like the amateur quadrant, the advisor quadrant is a sweet 
spot in the matrix meaning that personal capability aligns to 
organizational readiness. When an individual is playing the role of 
advisor, all of the work that goes into collecting the data, running 
the analysis, managing expectations and gathering feedback, and 
pulling everything into a succinct story aligns exactly to what the 
organization is ready to accept. This means that the hard work that 
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the analytics team puts in generates the benefits and outputs from 
the process that are desired. It is in this quadrant that HR functions 
can truly demonstrate and harness the power of analytics. 

Oftentimes, organizations are not ready for predictive analytics 
or algorithms until they reach the advisor quadrant. This means 
that personal capabilities exist to screen and clean the data as 
well as run the appropriate analysis to conduct the predictive 
modeling. This also means that the organization has a basic, if not 
advanced understanding of how predictive analytics work, what 
they mean, and most importantly, what they don’t mean. 

As with many 2 x 2 quadrants, you might think that the goal 
is to eventually reach the upper right right quadrant to become 
an advisor. That might be true. However, that might not be true. 
The ultimate goal of the matrix is to help you better understand 
how you can affect change within the organization using data. The 
answer to how you can better affect change may differ depending 
on the group or organization you are working with or for. It may 
also change based on the leaders within the group or organization.  

1.3.5 What are you waiting for? Take the quiz!

Personal Capability

The first part of the equation that we need to explore is 
your own personal capability.  Your capability to conduct and 
understand analytics is one of the most important aspects of 
figuring out what role you can play in your organization’s 
analytics journey.  The good news is that your capability is 
fluid. It can change.  If you want or need to further develop your 
analytical capability, there are many resources available (including 
this book!).  The key to your personal role in analytics is to figure 
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out how your personal capability relates to your organization’s 
readiness. 

Organizational Readiness

Would you give a new driver a Ferrari to drive?  No way!  Neither 
would I.  

Would you give a new driver an SUV to drive?  Maybe?  Yeah, 
that seems about right.

Would you give a new driver an old four door sedan to drive?  For 
sure!  Me too.

The point of this is that organizations, like newly minted 
drivers need time behind the wheel, need time and experience 
with HR Analytics before they can be used appropriately. In the 
discipline of HR Analytics, many practitioners strive to reach 
for “predictive” analytics out of the gate. This is the pinnacle of 
analytics and algorithms.  Can we predict performance? Can we 
predict who is going to stay or leave? These are great questions to 
endeavor to answer if the organization is ready for them. In my 
experience, organizations are not ready for predictive analytics 
and structural equation modeling. Many organizations are barely 
ready for correlations. This makes the task of organizational 
assessment so critical.  

In order to figure out which of the four roles of HR Analytics 
you can play, answer the questions listed below from 1 – 5 (1 = 
Strongly Disagree; 5 = Strongly Agree). After you have rated each 
statement, calculate a total for questions 1 – 5 (Personal Capability) 
and a total for questions 6 – 10 (Organizational Readiness).  Use 
those totals to plot where you fall on the Capability / Readiness 
Matrix and determine the role that you could play.
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I am comfortable conducting applied 
research in an organizational setting.

I know how to apply statistics to solve an 
organizational need.  

I can manipulate data in a spreadsheet or 
data analysis tool (eg MS Excel, Google 
Sheets,SPSS, etc.)

I am comfortable using data to communicate 
my ideas.

I can condense a large amount of qualitative 
data (e.g., interview notes) into meaningful 
trends or themes.

Personal Ability Total

My organization uses data to make 
decisions on a regular basis.

Leaders within my organization are 
comfortable interpreting data from charts.

My organization has a formal “business 
analytics” function.

My organization looks to improve the way 
things are done.

My organization has formal training for 
employees to learn about analytics.

Organizational Readiness Total

Your 
Role:

Your Role In Analytics

Your role = Personal capability x Organizational readiness
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