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Introductions

• Name, rank and serial number

• Data nerd, people person, or … ?

• Your challenge or learning objective
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A brief history of People Analytics
… in one slide
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2003 2015
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Cisco’s story
• Outsourced supply chain to contract manufacturers in 1990s

• In 2000, sales dropped but ordering kept going, leading to $2.25 
billion write-down of raw parts inventory (strategy + business, 2001)

• Built system capable of closing the company’s books each day

• 2003: what do we do with the data on people?

• Problem: starting with the data, not the business challenge



How far have we come
with People Analytics?
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Rewriting the rules for the digital age
2017 Deloitte Global Human Capital Trends

• 71% of companies see People Analytics as high 
priority, yet only 31% rate it as very important

• Only 8% report they have usable data

• Only 9% believe they have a good understanding of 
which talent dimensions drive performance in their 
organizations

• Main focus areas: recruiting, performance 
measurement, compensation, workforce planning, 
and retention



The more general challenge with
analytics in organizations today



“Breakaway companies prioritize then map 
the decisions that will drive the most value by being 

addressed with ‘right-time’ data insights. 

This endeavor is not unlike the 
business-process-reengineering wave that 

swept the corporate world in the 1980s and 1990s.

We’re essentially seeing an evolution 
of the science of decision making”

— McKinsey 2018

Only 8% of companies are breaking away from the pack
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Category #3: Embed analytics into decision making & processes to overcome the biggest 
challenge in any organization’s analytics journey, turning insights into outcomes.
“Companies must embed analytics-based decision making into the corporate culture, creating an 
environment in which workers embrace analytics as an essential tool that challenges established 
thinking and augments their judgment.”

The secrets to 
scaling analytics 
– McKinsey 2018

Driver #6: Create cross-functional 
collaborative agile teams which include 
highly committed business representatives. 

“The diversity of their membership helps 
mitigate the risk of creating another isolated 
silo (such as design, digital) as the company 
builds its analytics capability.”



One part of the answer (circa 2015) …
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Human capital analytics
Step #3: Diagnostics at the role,                     

individual and/or HR process levels

Business process analytics

Step #2: Diagnostics at the business process and 
team levels

Competitive advantage analytics
Step #1: Identify organization capability strengths & 

weaknesses, and gaps in strategy execution

Start with strategy & the business results to be achieved
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Good advice to follow, however …

• Even advanced People Analytics groups have challenges focusing on the biggest 
barriers to business performance first

• They emphasize recruiting, performance measurement, compensation, 
workforce planning, and retention because these topics:

• Are easier to analyze than group-level or systems-level issues, and 

• Rely on quantitative data that is easy to analyze statistically
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Analytics vs. OD

• People sort themselves into virtually non-overlapping 
groups: you’re aligned with analytics, or with OD, but 
almost never both

• Analytics is associated with competencies around 
quantitative data, statistics and logic (low ambiguity)

• OD is associated with competencies around qualitative 
data, interpersonal dynamics, culture, and emotional 
responses to change (high ambiguity)

Analytics and org development (OD) appear to be very different

The principles and ideal processes of analytics vs. OD are actually quite similar
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Analytics vs. OD processes
Analytics process OD process #1

1. Ask the right question 1. Initial diagnosis

2. Identify right methods to answer 
the questions 2. Data collection

3. Locate or generate the data 
needed for answers 3. Data feedback

4. Analyze the data 4. Planning strategy

5. Develop insights based on the 
analysis 5. Intervention

6. Take action based on the insights 6. Team building

7. Measure results to determine if 
the action was effective 7. Evaluation

OD process #2

1. Organizational diagnosis

2. Identification of alternative 
strategies

3. Development of the change 
strategy

4. Implementation of the change 
strategy

5. Measurement

6. Evaluation

7. Feedback
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Analytics vs. OD processes
Analytics process OD process #1 OD process #2

1. Ask the right question 1. Initial diagnosis 1. Organizational diagnosis

2. Identify right methods to answer 
the questions 2. Data collection 2. Identification of alternative 

strategies

3. Locate or generate the data 
needed for answers 3. Data feedback 3. Development of the change 

strategy

4. Analyze the data 4. Planning strategy 4. Implementation of the change 
strategy

5. Develop insights based on the 
analysis 5. Intervention 5. Measurement

6. Take action based on the insights 6. Team building 6. Evaluation

7. Measure results to determine if 
the action was effective 7. Evaluation 7. Feedback



Doing analytics and OD work
in silos is not optimal
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End to end rigorous process: OD + Analytics

• Identify strategic 
context for the 
issue

• Identify & engage 
key stakeholders 
early on

• Identify needed vs. 
feasible change 
options

• Identify likely 
causal factors 
(hypotheses to test)

• Identify right 
method to answer 
the questions

• Locate or generate 
the data needed

• Effectively analyze 
the data

• Develop insights 
based on the 
analysis (feedback)

• Take actions based 
on the insights, 
including:

• Planning strategy / 
develop the change 
strategy

• Intervention / 
implement the 
change strategy

• Team building

• Measure results to 
determine if action 
was effective

• Evaluate the 
measurements

• Feedback and 
sense making with 
stakeholders

• Adjust the actions 
or change path 
depending on the 
data & feedback

Org diagnosis Analysis Action Evaluation
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OD vs. People Analytics

Org 
diagnosis

• OD and People Analytics both do a lot with diagnosis, but very different emphases

• OD: Engage stakeholders who can drive change, focus on team/group/org performance 
models & drivers

• People Analytics: Engage stakeholders who own part of the process and can act on the 
results (but don’t focus on how to change), frequently focus on differences in performance 
among people (not teams/groups)

Analysis • Only People Analytics spends dedicated time and energy here

Action • Only OD spends dedicated time and energy here

Evaluation • Neither one do enough here

Where do OD and analytics focus their time and energy?



Tool:
Org diagnosis



Analytics ideal future state
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Incorporating OD into Analytics
Analytics current state Analytics future state

Org diagnosis / 
strategic context

Can I show a business impact via my analysis? 
Will the stakeholders be happy with 
demonstrated ROI?

What are the most important business 
issues to be addressed, even if ROI is 
hard to measure?

How to focus the analysis 
(hypotheses to be tested)

What can be measured easily and effectively 
(individual differences)?

What needs to be addressed, even if 
measurement isn’t easy (team, group 
dynamics; culture)?

Identify method to answer 
the questions

What are the range of quantitative 
approaches I can use?

What is the right mix of quantitative 
and qualitative analysis?

Disseminate the insights Provide feedback to key stakeholders, and rely 
on others in HR to drive change

Directly integrate the insights and 
feedback into change processes

Degree of ambiguity Very low: reduce ambiguity as much as 
possible to avoid uncertainty

Very high: embrace the ambiguity and 
learn how to thrive within it
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Pre-read case studies

• What were the initial challenges each org faced?
• Frito-Lay DSD
• Providence St. Joseph Health

• How did they approach diagnosing and solving them?



FRITO-LAY
DIRECT STORE 

DELIVERY (DSD) MODEL



DSD Overview

• Drive/Deliver
• Order
• Merchandise
• Sell



Large Format Small Format Rural Mixed Formats

• Route Sales Representative

• FT & PT Merchandisers

• Full Case Orders

• 7 Day Delivery and 

Merchandising Service

• Route Sales Representative
• Orders Pre-Picked by package 

or case

• 5 and 7 Day Full Service

• Route Sales Representative

• Orders Picked at Store

• 5 and 7 Day Service

…plus B2B E-Commerce

500K Customers serviced weekly













Tool:
Use design criteria to align with strategy



Goals for MedVet’s Organizational Structure

1. Support development of MedVet team
A. Create “doable” size jobs
B. Rationalize spans for clinical services team
C. Have hospital dyad leaders who are not also regional leaders

2. Encourage efficient and effective flow of communication 
A. Fewer, stronger leaders at Healthcare Steering Committee 
B. Focus on development of healthcare teams
C. Consistent leaders across a region (Healthcare & Support Services)

3. Scalable structure for future growth
4. Financially responsible



Example: Measuring culture
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Information gathering and
sense making
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Conversations & 
meetings (1-on-1, team)

Systematic interviews 
and focus groups Evaluate existing data

Statistical analysis of 
multivariate data

Org
Diagnosis

Exploratory data analysis: areas 
for potential improvement

Identify the strategic context for 
the issue

Identify & engage key 
stakeholders early on

Identify needed vs. feasible 
change options

Identify likely causal factors 
(hypotheses)

Analysis

Identify right method to answer 
the questions

Locate or generate the data 
needed

Effectively analyze the data

Develop insights from the analysis 
(feedback)
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Conversations & 
meetings (1-on-1, team)

Systematic interviews 
and focus groups Evaluate existing data

Statistical analysis of 
multivariate data

Action

Take actions based on the insights

Planning strategy / develop 
change strategy

Implement the change strategy

Team building

Evaluation

Measure results: was the action 
effective

Evaluate the measurements

Feedback, stakeholder sense 
making

Adjust actions, change path based 
on feedback



Stakeholder engagement
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How to improve stakeholder engagement?
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End to end rigorous process: OD + Analytics

• Identify strategic 
context for the 
issue

• Identify & engage 
key stakeholders 
early on

• Identify needed vs. 
feasible change 
options

• Identify likely 
causal factors 
(hypotheses to test)

• Identify right 
method to answer 
the questions

• Locate or generate 
the data needed

• Effectively analyze 
the data

• Develop insights 
based on the 
analysis (feedback)

• Take actions based 
on the insights, 
including:

• Planning strategy / 
develop the change 
strategy

• Intervention / 
implement the 
change strategy

• Team building

• Measure results to 
determine if action 
was effective

• Evaluate the 
measurements

• Feedback and 
sense making with 
stakeholders

• Adjust the actions 
or change path 
depending on the 
data & feedback

Org diagnosis Analysis Action Evaluation
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Analytics needs to employ OD tools to …
• Become a trusted business partner on par with high quality OD

• Master the science of interpersonal dynamics, not just individual competencies

• Engage senior leaders to address big picture challenges, not just incremental 
improvements in HR and business processes where ROI measurement is easier

• Learn how to help drive change
• Engage senior leaders in change processes from the beginning, before you can collect all 

the relevant data to do a thorough analysis

• Embrace ambiguity and incomplete data
• Deploy systems diagnostics using non-statistical techniques (logic models, etc.)

• Embrace the ambiguity of working on issues with missing or incomplete data – where 
you have to rely more on interviews and case study analysis
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OD needs to better integrate analytics to …
• Measure impact while changing

• Effective use of data increases stakeholder buy-in

• Make real-time, data-based adjustments to the change

• Prioritize alternatives
• Narrow down and prioritize the interventions with the biggest potential impact

• Add more data and statistics to increase storytelling effectiveness
• Data visualizations

• How meaningful are the outcomes: ROI, effect sizes, etc.



Change and storytelling
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Objectives
Increase your ability to:

• Understand why change initiatives fail and how to ensure their success.

• Develop and share a “Change Story” based on behaviors to effectively lead 
others through change. 
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70% 
of change 
efforts fail to 
achieve their 
desired goal.

____ %



The Elements of Successful Change

Vision Skills WIIFM? Resources Action Plan Success

A clear 
direction of 

what we want 
and where we 

need to be.

People have or 
can acquire the 

appropriate 
skills to support 

the change.

Team members 
are motivated 

to go in the 
stated 

direction.

Adequate 
resources are 
available to 

make the 
change.

A well-defined 
plan to make 
the change 

happen.



Why Do Change Efforts Fail?

Vision Skills WIIFM? Resources Action Plan =

Vision Skills WIIFM? Resources Action Plan = Confusion

Vision Skills WIIFM? Resources Action Plan = Anxiety

Vision Skills WIIFM? Resources Action Plan = Resistance

Vision Skills WIIFM? Resources Action Plan = Frustration

Vision Skills WIIFM? Resources Action Plan = False Start
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Successful Change occurs when leaders effectively communicate a 
“Change Story” that explains…

WHAT is 
changing?

HOW will the change 
affect the team?

How will we 
SUPPORT THE TEAM?

WHY are we 
changing?
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The “Change Story”
Why are we changing?
• What is the current situation and the reason for the change?

Organization issues that created or will create the need for change

Competitive issues or changes in the marketplace

Client or Referral Partner issues

Healthy Growth

• What might happen if a change is not made?

What is changing?
• What is MedVet’s vision after the change takes place?

• What is the scope of the change?  People / Process / Technology

• What are the change objectives? What does success look like?

• What is the overall timeframe to implement the change?

• How will the change support the MedVet Strategy?

• How big of change is needed? 

• Who does the will impacted the most? the least?

• The Basics…What is changing? How will it change? When?

• What do we know (not know) about the change right now?

How will the change impact the team?
• How will the change impact the daily activities of the team?

• “What’s in it for Me?” (WIIFM) from the teams perspective?

• If and how will the change impact job security – “Will I have a job?”

• What specific mindset, behaviors and activities are expected from 
everyone to support the change?

• What resources will be available to support them during the 
change? 

• How can employees provide feedback? Ask questions?

• Reinforce the expectation that change will happen and not a choice.

How will we support you?
• Provide the overall schedule for the project.

• Share new information when it is available.

• Regularly share information about the project.

• Share the major milestones and deliverables.

• Report on the key decision points throughout the change.

• Share and celebrate early success stories.
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Your “Change Story” Application Activity
• Consider a project you are leading or participating in.

• How would thoughtfully answering these questions achieve success?

• Answer each question and draft your “Change Story”

• Share your thoughts with a partner.

• Practice your “Change Story”



Storytelling with data & analytics
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Data visualization
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Visualization vs. storytelling

• How to apply data visualization to improve the change story?

• Would you consider stakeholder mapping and strategy mapping 
visualizations? 



Mapping in three dimensions

… strategy, stakeholder, and networks
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Mapping: Who does what?

Who does the 
mapping?

Sources of 
information

Strategy mapping

Stakeholder mapping

Organizational 
network analysis
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Financial Services Acquisition
Major Breakthrough Innovations



Adaptive Space:
positively                              
disrupting

Cohesive teams 
increase speed 

& Development 

by up to 10x

Tight core 
improves 

Execution

Bridge 
connections 
increase 
Discovery by 

25% & 
Diffusion by 

3x



• 99 nodes (contacts) inside group
• 232 connections
• Avg. Clustering Coefficient = .131
• Density = .044

• 123 nodes (contacts) inside group
• 727 connections
• Avg. Clustering Coefficient = .296
• Density = .080

Speed Network More Typical
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3 months or less 4-6 months 7-9 months 10 months
to 1 year

13 to 15 months 16-18 months 19-21 months 22 months
to 2 years

Toxic Team 

Highly Energized team Energy is Contagious

3X drop



Energy Clusters in an Organizational Network 

Avoid energy holes

Find Positive Pockets



II. Development 
Zone

IV. Disruption 
Zone

III. Diffusion   
Zone

I. Discovery    
Zone

Broker

Connector

ChallengerEn
er

gi
ze

r

Broker
Broker Total: Connector Total:61% 39%

Energizer Total: Challenger Total:37% 63%

Challenger

Network Preference:

Network Style:

John Doe

Your Preference
Others Preferences

Preferred Job Zone: Discovery Zone

Assessment:  www.networkroles.com
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