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EXECUTIVE SUMMARY
“Where is the knowledge we have lost in information?”
-T.S. Eliot

Talent and culture are increasingly cited in 
employer studies as strategic priorities for the 
C-suite. However, much of this research focuses 
on the world’s largest employers, which raises 
the question, “Do these trends hold true for 
employers, regardless of their size, industry and 
location?” We set out to understand just that. 
While we sought employer variety in this study, 
we decided to focus our research on employers 
of choice, organizations that: 

 � Were recently awarded best place to work 
designations (or their equivalent).

 � Were recognized as employers of choice in 
their industry or region.

 � Had otherwise demonstrated an outstanding 
commitment to investing in people and 
culture as a competitive advantage. 

This preliminary research report summarizes 
interviews with nearly 100 top HR leaders from 
top employers around the country stemming 
from a central question: “What top talent and 
culture priorities are HR leaders of employers of 
choice focused on today to drive forward their 
business priorities?” 

While these conversations featured plenty of 
mentions of time-honored talent priorities — 
such as attracting, developing and retaining the 
right talent — there were also some emerging 
trends highlighted by the research. For example, 
HR leaders cited an increasing focus on: 

 � Organization change and culture 
transformation.

 � Diversity, equity, inclusion and belonging.

 � Employee experience, employee engagement 
and employee value proposition.

 � Succession planning and workforce planning.

 � Talent analytics and data-driven HR. 

Many of these emerging priorities were 
attributed, at least in part, to broad-sweeping 
external forces such as: 

 � A strong economy.

 � A highly competitive labor market, and low 
unemployment rates leading to a renewed 
“war for talent.”

 � Increasing consumer demand.

 � Accelerated pace and complexity of change.

 � Increasing merger and acquisition activity.

 � Heightened competition.

 � Globalization.

 � Technological advancements (e.g., automation 
and AI). 

Of the trends cited, our preliminary research 
suggested a growing priority-capability gap 
in the areas of people analytics, employee 
experience, and HR technology and service 
provider optimization. Through these interviews, 
we sought to better understand what employers 
of choice were doing in these areas today and 
how they saw these capabilities evolving — or 
needing to evolve — in the future. 

4



No. 1 

Human capital’s ranking among challenges 
facing global CEOs.
-According to the Conference Board’s latest report.

TREND ONE: People analytics has frequently 
appeared in research and popular media as a 
trending topic given the volume and accessibility 
of people data in most organizations today. 
However, it is evident people analytics is no 
longer reserved for just the world’s largest 
employers, as even small employers mentioned 
people analytics as a growing priority. The 
typical HR organization has several workforce 
data information systems and sources that 
often operate in silos (e.g., core HR/payroll 
system, time and attendance system, applicant 
tracking system, learning management system, 
performance management system, succession 
planning/talent review, facilities badging, email 
and calendar archives, employee survey data, 
wellness program, benefits, 401k, safety, etc.), 
and this data: 

 � Can be difficult to access and synthesize 
across systems, including customer, business, 
or financial information systems.

 � Is often lagging and backward-looking instead 
of real-time and forward-looking.

 � Is cumbersome with lots of manual work 
required even for regular reporting, let alone 
when used to answer important business 
questions. 

Talent war

“If  there was a war for talent, talent won.”
-According to an interviewee in our study.

TREND TWO: Employee experience is surging 
in importance due to the all-out war for talent 
many organizations are currently facing. The 
evolution of employee engagement to employee 

experience and employee value proposition 
to understand the associate journey along 
“moments that matter,” with a focus on how 
organizations can apply customer experience 
design principles for their most valuable 
asset: their people. Many employers cited the 
importance of employee experience as on 
par with that of the customer experience, yet 
somehow more difficult to measure and manage. 

40,000+

The number of  HR technology and service 
providers in existence today.
-According to Josh Bersin of Bersin Partners.

TREND THREE: With the ever-growing need 
for better, faster HR solutions to keep up with 
the rapid pace of business, it should come as 
no surprise that there are well over 40,000 HR 
technology and service providers in existence 
today, according to Josh Bersin (Bersin 
Partners). The number of providers is growing 
every day while becoming more niche focused 
and evolving their purported capabilities on a 
constant basis. As a result, employers described 
a need to better understand what provider 
capabilities they really needed (not just “flavor 
of the month”), who would be the best provider 
to deliver those capabilities, and how to better 
evaluate and manage vendor performance 
across the HR vendor portfolio as this portfolio 
continues to expand and deepen throughout the 
HR organization. 

In this report, we provide a summary of key 
findings from our preliminary research focused 
on these topics. While some clear trends 
and findings emerged, our aim is to continue 
to build on this body of research over the 
coming years to ensure its inclusiveness and 
applicability to employers of choice that may be 
underrepresented in other research studies.

Lockton Companies 
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PURPOSE AND METHODOLOGY
The companies were identified as employers of 
choice in their industry/region. The interviews 
provided a sizable amount of qualitative data 
along with some quantitative data. This report 
contains responses from 82 senior leaders, a 
majority being top HR leaders, representing 
employers of choice across a variety of 
industries (Figure 1), sizes and geographies. 
The companies were grouped into four size 
categories (Figure 2) based on the number 
of employees and 11 industry categories 
(Figure 3) based on their business purpose. 
The size of participating companies ranged 
from 25 employees to over 150,000 employees, 
with a median size of approximately 
2,675 employees. 

FIGURE 1. EMPLOYERS IN THIS STUDY 
REPRESENTED A VARIETY OF INDUSTRIES 
AND SIZES

FIGURE 2. ORGANIZATION DEMOGRAPHICS 
BY SIZE.

Professional services represented the largest 
group of companies that participated. This 
included companies from banking, financial 
services, private equity, legal services and 
marketing. Healthcare represented the 
second largest group of companies including 
hospitals, insurance, clinical research, and 
rehabilitation companies. Design-build followed 
closely behind and included companies, from 
engineering and construction. Education/
nonprofit was the next group that represented 
higher education institutions and charitable 
companies. Technology represented 
technology and broadcasting companies. 
Agriculture/food production included 
companies from agriculture, food production 
and biotechnology. Energy/utility, hospitality/
restaurants, manufacturing, transportation/
railroad and retail/consumer packaged goods 
represented some of the smaller groups that 
participated.

82 
Participating 
employers

Median 
company size

˜2,500 
employees

11 
Broad  

industries

5% 
each

Agriculture, energy/
utility, hospitality/

restaurant, 
transportation/
railroad, retail/

CPG

9%-
15% each

Technology, 
education/nonprofit, 

design-build, 
healthcare

27% 
Professional 

services
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Professional 
services 
27%

Healthcare 
15%

Design-build 
15%

Technology 
9%

Education/
nonprofit 
7%

Agriculture/
food production 

5%

Energy/utility 
5%

Hospitality/
restaurants 

5%

Manufacturing 
5%

Transportation/railroad 
5%

Retail/consumer 
packaged goods 

5%

FIGURE 3. ORGANIZATION 
DEMOGRAPHICS BY INDUSTRY.
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BUSINESS PRIORITIES
“Growth, growth, growth …”
Employers were asked about their top business priorities for the current year (Figure 4). All 
interviewees cited growth and/or keeping up with growth as a top priority. 23.7% of companies 
cited talent and culture as a top priority. Change and transformation also came out as some of the 
top priorities for participating employers.

FIGURE 4. RESPONSES FOR “WHAT ARE YOUR ORGANIZATION’S TOP BUSINESS PRIORITIES?”

FIGURE 5. HIGH-LEVEL GROUPING OF RESPONSES FOR “WHAT ARE YOUR ORGANIZATION’S TOP 
BUSINESS PRIORITIES?”

From figure 5, growth was not only a business priority from a strategic and financial standpoint 
but also extended to maintaining industry status and included strategic planning and plan 
execution, and business transformation. Business operations and performance also included 
change management, business transformation (with new product development, resource 
evaluation and market competitiveness), and client-focused behaviors (operations) by keeping 
the mindset of “client comes first.” Talent and culture priorities encompassed succession planning, 
workforce planning, talent development, culture transformation, employee experience, employee 
value proposition, talent attraction and talent acquisition.

29.9%

29.9%

23.7%

10.3%

6.3%

0.0% 5.0% 10.0% 15.0% 20.0% 25.0% 30.0% 35.0%

Growth

Business operations and performance

Talent and culture

Mergers, acquisitions and expansions

Technology

Mentions
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TALENT AND CULTURE PRIORITIES
“… we have to change our people model somehow…the one we have is not working 
for us …”

Employers were asked about their top talent and culture priorities for the current year (Figure 6). 
Unsurprisingly, talent retention, acquisition and growing talent and leaders from within, employee 
engagement and experience were huge.

FIGURE 6. RESPONSES FOR “WHAT ARE YOUR ORGANIZATION’S TOP TALENT AND 
CULTURE PRIORITIES?”

Talent acquisition, retention and turnover, as well as talent and leader development, were among 
the top priorities. Digging a little deeper (Figure 7), we can see employers were also prioritizing 
diversity and inclusion, succession planning, employee engagement and experience, change 
management and culture transformation. Each of these areas was also brought up in the “Talent 
and Culture” business priority for several employers, leading to an added business focus coupled 
to an already present HR focus on this important priority. 

FIGURE 7. HIGH-LEVEL GROUPING OF RESPONSES FOR “WHAT ARE YOUR ORGANIZATION’S TOP 
TALENT AND CULTURE PRIORITIES?”
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17.1%

11.3%
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7.2%

6.1%

5.2%

3.8%

2.9%

1.7%

1.2%

0.6%

0.6%

0.0% 5.0% 10.0% 15.0% 20.0% 25.0% 30.0%

Succession, workforce planning and talent development

Candidate and employee experience

Talent acquisition

Retention and turnover
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Employee performance
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Surveys
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WHAT PEOPLE ISSUES 
KEEP EXECUTIVES UP 
AT NIGHT?
“… do we have the right people in the right seats to 
deliver on business demands?”

We wanted to know what talent and culture priorities 
were of most significant concern to business leaders from 
the perspective of the HR leaders who are positioned to 
help address these concerns. While the questions posed 
were varied and nuanced (see examples in Figure 8), 
responses were resoundingly focused on getting and 
keeping the right talent and having the right talent in the 
right roles to deliver on business objectives (Figure 9). 

FIGURE 8. SOME OF THE MANY TALENT OR CULTURE 
QUESTIONS THAT WOULD HAVE THE MOST SIGNIFICANT 
POSITIVE IMPACT ON THE BUSINESS THIS YEAR, IF 
ANSWERED. 
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FIGURE 9. RESPONSES FOR “WHAT TALENT AND CULTURE CONCERNS KEEP EXECUTIVE TEAM 
MEMBERS UP AT NIGHT?”

These concerns are categorized and prioritized in Figure 10. Top concerns included succession, 
workforce planning and talent development, which included training and skill development, 
leadership development, talent assessment and management, as well as succession planning 
and leadership transition, and workforce planning. Talent acquisition concerns revolved around 
attracting the right amount and quality of talent. Retention of employees and leaders was also 
a key concern, along with voluntary turnover. Furthermore, executives were concerned about 
employee engagement and experience and providing attractive employee value propositions 
that would help them get and keep talent and get the most out of what talent had to give. 
Creating and maintaining a strong, positive culture for the organization and managing cultural 
transformation were also noted as top concerns.

FIGURE 10. HIGH-LEVEL GROUPING OF RESPONSES FOR “WHAT TALENT AND CULTURE CONCERNS 
KEEP EXECUTIVE TEAM MEMBERS UP AT NIGHT?”
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IF HR HAD A MAGIC WAND … 
“… if  we could snap our fingers, the business would immediately understand the value of  
HR and HR would understand the needs of  the business …”

In addition to understanding talent and culture needs from the perspective of business leaders, we 
wanted to understand top needs from the perspective of HR leaders (Figure 11). 

HR leaders shared many of the same concerns as business leaders, such as talent acquisition 
and retention, culture transformation and change management, and workforce planning and 
performance management (Figure 12). Additionally, HR leaders noted some distinct concerns, such 
as a desire for: 

 � More focus on people-centered initiatives involving the holistic employee and candidate 
experience.

 � More C-suite involvement and investment in people initiatives.

 � Improved reputation as a strategic partner to the business.

 � Better organization-wide communication.

 � Improved employee relations. 

HR leaders also mentioned frequent concerns about workforce technology and data, such as:

 � Cumbersome HR systems and reporting.

 � Questionable data quality, integrity and infrastructure.

 � Siloed workforce data sources and systems.

 � Underdeveloped people analytics capabilities. 

FIGURE 11. RESPONSES FOR “WHAT IS THE BIGGEST PAIN POINT OR NEED THAT HR WISHED THERE 
WAS AN EASY BUTTON OR MAGIC WAND TO ADDRESS?”
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20.4%

18.4%

10.7%

9.7%

9.7%

6.8%

5.8%

3.9%

2.9%

2.9%

1.9%

1.9%

1.9%

1.9%

1.0%

0.0% 5.0% 10.0% 15.0% 20.0% 25.0%

People-centered initiatives

Succession, workforce planning and talent development

Talent acquisition

Data operations quality

Data analytics and decision making

Leadership

HR maturity

Retention

Manager performance

Career progression/promotability

Service and delivery

Diversity and inclusion

HR staffing and resources

Need HRIS/new HRIS

Regulatory supervision

Mentions

FIGURE 12. HIGH-LEVEL GROUPING OF RESPONSES FOR “WHAT IS THE BIGGEST PAIN POINT 
THAT HR WISHED THERE WAS AN EASY BUTTON OR MAGIC WAND TO ADDRESS?”
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WHAT HR INFORMATION SYSTEMS AND 
EMPLOYEE EXPERIENCE MEASURES ARE 
USED TODAY?
“… technology is transforming how people operate …”

As companies evolve, it is not surprising that many participants reported that they had recently 
onboarded new HR systems/technologies (HRS) or were planning to do so within the next year 
(Figure 13). 

FIGURE 13. KEY TAKEAWAYS FOR HR SYSTEMS (HRS) IN USE. 

HR systems

A variety of HR information systems (HRIS), HR management systems (HRMS) and human capital 
managment systems (HCM) were used by participating employers (Figure 14). While many 
participating companies had a core HCM with a variety of workforce applications, many others had 
several siloed HRIS. Of the companies using a core HCM/HRMS, Workday, ADP, Ultimate Software, 
Oracle/PeopleSoft and SAP/SuccessFactors were the most commonly used platforms. 

FIGURE 14. CORE HR SYSTEMS — REPORTED USE.
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Employee experience platforms

With the growing market for employee experience platforms, a majority of participating 
companies used some kind of formal employee experience or employee engagement 
measurement tool (Figure 15). While many companies used tools such as Quantum’s Best Places 
to Work survey, Gallup or Culture Amp, many companies used their own internal surveys using 
Qualtrics, SurveyMonkey or another “do it yourself” employee survey tool. 

*Other = Gartner, Denison, FlexSurveys, Fortune, Glint, Innovative Connections, KornFerry, PennState, Press-Gainey, TowersWatson, Ultimate, 
ViewPoint, Waggle and anonymous survey providers. Each measure used by one employer.

FIGURE 15. EMPLOYEE EXPERIENCE MEASUREMENT PROVIDERS — REPORTED USE. 
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INTRODUCTION TO PEOPLE ANALYTICS, 
EMPLOYEE EXPERIENCE AND HR 
VENDOR MANAGEMENT
“… I wish I could come into work in the morning, be able to look at the broad team and 
figure out if  I’m getting the most out of  my people and resources …”

Our preliminary research indicated that people 
analytics, employee experience and strategic 
HR vendor acquisition and management were 
key priority-capability gaps for a growing 
number of organizations. We sought to better 
understand what organizations were doing in 
these areas today and how they envisioned 
these capabilities evolving — or needing to 
evolve — in the future to stay competitive. 

First, let’s define what we mean by each of 
these functions:

 � PEOPLE ANALYTICS — Using data to 
advance how organizations make decisions 
about people and help leaders operate 
based on evidence rather than intuition 
(Wharton, 2019). 

 � EMPLOYEE EXPERIENCE — Designing an 
organization where employees want to 
genuinely show up to work by focusing 
on cultural, technological and physical 
environments for the entire employee 
life-cycle (Adapted from "The Employee 
Experience Advantage", by Jacob Morgan, 
2017).

 � HR VENDOR ACQUISITION AND 
MANAGEMENT — The process of 
selecting and implementing the best-
fit vendor technology available to meet 
the organization’s needs, and developing 
strategies to optimize vendor outcomes and 
service levels to meet current and future 
business needs. (Adapted from SHRM’s 
definition of talent acquisition, 2016, and 
Nancy R. Lockwood’s definition of talent 
management, 2006) 

Through the interviews, we sought to 
understand not only the extent to which 
these three functions were priorities for 
organizations, but to what extent interviewees 
felt they had sufficient capabilities in place to 
deliver on those priorities.

A strong majority of employers rated people 
analytics and employee experience as strategic 
priorities, followed by a slight majority of 
employers that reported HR vendor acquisition 
and management as a strategic priority 
(Figure 16). Given the priority assigned to each 
of these areas, demand-capability gap was 
evident:

 � People analytics was a rapidly growing 
priority for over 80% of employers, but they 
had underdeveloped capabilities. 

 � Employee experience was a significant 
priority for over 90% of the employers 
who had some moderately developed 
capabilities. 

 � Over 65% of employers reported that 
HR vendor acquisition and management 
was needed and should be done, but few 
reported strategic capabilities in this area 
or a desire to leverage partner providers to 
drive competitive advantage.
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FIGURE 16. COMPARING THE ORGANIZATIONS’ RATINGS OF PEOPLE ANALYTICS, EMPLOYEE 
EXPERIENCE AND HR VENDOR MANAGEMENT AS STRATEGIC PRIORITIES WITH THEIR 
REPORTED STRATEGIC CAPABILITY.

Lockton Companies 
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PEOPLE ANALYTICS
“… how do we ensure we keep the right people and that we do not keep the wrong 
people …”

A majority of participating employers rated people analytics as a current or future strategic 
priority to some extent (Figure 17), with a strong majority of the large participating employers 
(>5,000 employees) reporting people analytics as a high strategic priority.

(Rating scale: 1 = Not at all, 2 = To a small extent, 3 = To a moderate extent, 4 = To a great extent, 
 5 = To a very great extent)

FIGURE 17. SCATTERPLOT OF RATINGS FOR “TO WHAT EXTENT IS PEOPLE ANALYTICS A STRATEGIC 
PRIORITY AT YOUR ORGANIZATION?” 
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Contrasting the larger participating employers with their midsize and small counterparts, a solid 
minority of organizations with fewer than 5,000 employees described people analytics as a 
top strategic priority; however, a surprising majority (92.5%) of midsize and smaller employers 
highlighted people analytics as a rapidly growing business priority (Figure 18).

(Rating scale: 1 = Not at all, 2 = To a small extent, 3 = To a moderate extent, 4 = To a great extent, 
 5 = To a very great extent)

FIGURE 18. ZOOMING IN — SCATTERPLOT OF RATINGS FOR “TO WHAT EXTENT IS PEOPLE ANALYTICS A 
STRATEGIC PRIORITY AT YOUR ORGANIZATION?” FOR COMPANY SIZE ≤5,000. 

Lockton Companies 
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People analytics average priority rating by industry

Of the participating employers, those in the transportation and railroad, agriculture and food 
production, manufacturing, and technology industries had the highest average ratings for people 
analytics as a strategic priority (Figure 19). Education and nonprofit organizations had the lowest 
rating for the strategic prioritization of people analytics.

(Rating scale: 1 = Not at all, 2 = To a small extent, 3 = To a moderate extent, 4 = To a great extent, 
 5 = To a very great extent)

FIGURE 19. INDUSTRY RATINGS OF PEOPLE ANALYTICS AS A STRATEGIC PRIORITY.

While many organizations identified people analytics as a rapidly growing strategic priority, over a 
third of participating organizations described their current people analytics capabilities as poor or 
nonexistent, often due to: 

 � Limited information or immature analytics.

 � Lack of overall business focus on analytics.

 � This area being overlooked.

 � Not perceiving a current need for people analytics.

 � A need for better systems.

 � Needing a centralized people analytics function (Figure 20). 
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A large number of participating employers use people data to support succession planning, 
workforce planning, training and leadership development, and talent identification. Many 
employers described using people data to track headcount, overall attrition and voluntary 
turnover, time-to-fill hiring statistics, and more sophisticated analytics to calculate employee 
flight-risk, thereby, focusing on backward, historical metrics and not predictive analytics. 

17.0%

17.0%

13.6%

12.5%

11.4%

10.2%

6.8%

5.7%

3.4%

2.3%

0.0% 5.0% 10.0% 15.0% 20.0%

Poor people analytics capabilities

Succession, workforce planning and talent development

Retention, turnover and flight risk

Dashboard and metrics

Performance

Talent acquisition

Engagement

Compensation and benefits

Diversity and inclusion

System/function

Mentions

FIGURE 20. HIGH-LEVEL GROUPING OF RESPONSES FOR “HOW DO YOU USE PEOPLE 
ANALYTICS TODAY?”
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People analytics: Now

Participating employers also highlighted some notable bright spots of what was currently working 
well with their people analytics capabilities today (Figure 21).

FIGURE 21. KEY TAKEAWAYS — RESPONSES FOR “WHAT WORKS WELL REGARDING THE 
ORGANIZATION’S USE OF PEOPLE ANALYTICS?”

What works well?

Despite the upsides, the majority of participating employers described their people analytics 
capability as immature or prefoundational, including a need to transform information systems 
and data infrastructure before being able to use data from these systems for more useful people 
analytics (Figure 22). For example, many interviewees described a hope that moving to a more 
advanced HR information system would provide more advanced people analytics capabilities.

FIGURE 22. RESPONSES FOR “WHAT WORKS WELL REGARDING THE ORGANIZATION’S USE OF 
PEOPLE ANALYTICS?”

20.5% Dashboards and metrics.

15.4% Diversity and inclusion.

17.9% Succession and talent development.

12.8% Turnover.
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FIGURE 23. HIGH-LEVEL GROUPING OF RESPONSES FOR “WHAT WORKS WELL REGARDING THE 
ORGANIZATION’S USE OF PEOPLE ANALYTICS?”

Further reading:  
People Analytics: Example Questions and Cases, by Lockton Companies.

Contact Delicia Vaz (dvaz@lockton.com) to request a copy of this report.
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People analytics: Next

On the topic of desired improvements, participating employers reported areas they would like to 
enhance their overall people analytics capabilities, citing a number of key needs (Figure 24). 

FIGURE 24. KEY TAKEAWAYS — RESPONSES FOR “WHAT COULD 
WORK BETTER REGARDING THE ORGANIZATION’S USE OF 
PEOPLE ANALYTICS?”
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Improving capabilities 

Many interviewees shared a desire to move to more advanced, real-time and forward-looking/
predictive workforce insights (Figure 25). Most described their data architecture, integrity and/
or infrastructure as barriers to getting the insights they needed when they were needed. Most 
companies described having lots of relevant data in many siloed systems as a perceived barrier to 
talent analytics.

FIGURE 25. RESPONSES FOR “WHAT COULD WORK BETTER REGARDING THE ORGANIZATION’S USE OF 
PEOPLE ANALYTICS?”
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FIGURE 26. HIGH-LEVEL GROUPING OF RESPONSES FOR “WHAT COULD WORK BETTER REGARDING 
THE ORGANIZATION’S USE OF PEOPLE ANALYTICS?”
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EMPLOYEE EXPERIENCE
“… we need to understand our employees’ expectations around their life cycle in the 
organization and what is our value proposition …”

Most participating organizations reported employee experience as a high strategic priority. All 
participating employers rated employee experience as a priority to some extent (Figure 27).

(Rating scale: 1 = Not at all, 2 = To a small extent, 3 = To a moderate extent, 4 = To a great extent, 
 5 = To a very great extent)

FIGURE 27. SCATTERPLOT OF RATINGS FOR “TO WHAT EXTENT IS EMPLOYEE EXPERIENCE A STRATEGIC 
PRIORITY AT YOUR ORGANIZATION?”
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Although large employers tended to rate employee experience as a higher strategic priority than 
smaller employers, on average, this was still a fairly consistent priority regardless of employer size 
(Figure 28).

(Rating scale: 1 = Not at all, 2 = To a small extent, 3 = To a moderate extent, 4 = To a great extent, 
 5 = To a very great extent)

FIGURE 28. ZOOMING IN — SCATTERPLOT OF RATINGS FOR “TO WHAT EXTENT IS EMPLOYEE 
EXPERIENCE A STRATEGIC PRIORITY AT YOUR ORGANIZATION?” FOR COMPANY SIZE ≤5,000.
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Employee experience average priority rating by industry

Organizations in transportation and railroad, energy and utility, hospitality and restaurant had the 
highest ratings for employee experience as a strategic priority, followed closely by Technology, 
design-build, and retail/consumer packaged goods (Figure 29). In fact, eight out of 11 industry 
categories, representing 82.9% of participating employers, had average employee experience 
priority ratings of 4.0 or higher.
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(Rating scale: 1 = Not at all, 2 = To a small extent, 3 = To a moderate extent, 4 = To a great extent, 
 5 = To a very great extent)

FIGURE 29. INDUSTRY RATINGS OF EMPLOYEE EXPERIENCE AS A STRATEGIC PRIORITY.
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Participating organizations reported better-developed employee experience capabilities compared 
to people analytics capabilities. Most organizations reported doing surveys annually, pulse 
surveys, or continuous listening programs with employees to understand engagement, experience, 
employee satisfaction, well-being, desired benefits/rewards, and program effectiveness across the 
employee life cycle from pre-hire to exit (Figure 30). 

46.8%

36.3%

8.9%

8.1%
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Engagement and well-being

Employee life cycle

Insufficient/no employee experience measurement

Retention and turnover
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FIGURE 30. HIGH-LEVEL GROUPING OF RESPONSES FOR “HOW DO YOU MEASURE EMPLOYEE 
EXPERIENCE TODAY?”
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Employee experience: Now

Participating employers provided many examples of what was working well with regard to 
employee experience at their organization (Figure 31). One of the most frequently cited positives 
was leadership belief and investment in creating a great employee experience. 

FIGURE 31. KEY TAKEAWAYS — RESPONSES FOR “WHAT WORKS WELL REGARDING EMPLOYEE 
EXPERIENCE?”

What works well?

Many employers using surveys to understand and improve employee experience from many angles 
such as the work environment, communication, HR programs and benefits/rewards (Figure 32). 

FIGURE 32. RESPONSES FOR “WHAT WORKS WELL REGARDING EMPLOYEE EXPERIENCE?”
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Common examples of how employee survey data was used to 
improve the employee experience included: 

 � Improving communication.

 � Improving visibility (forums, town halls, open lunch meetings).

 � Launching people-focused committees and initiatives.

 � Talent management and development efforts. 

 � Improving the work environment.

 � Improving employee performance.

 � Creating more tailored rewards and recognition programs. 
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FIGURE 33. HIGH-LEVEL GROUPING OF RESPONSES FOR “WHAT 
WORKS WELL REGARDING EMPLOYEE EXPERIENCE?”

Lockton Companies 

31



Employee experience: Next

Despite all that was reported to work well, participating 
employers still expressed plenty of desire to continue to 
improve employee experience from a measurement and/
or results perspective (Figure 34). Some employers were 
making efforts to support employee behaviors such as 
promoting autonomy and accountability, encouraging 
collaboration and reflecting company culture.

Employee listening methods.

Feedback process.

Action planning and performance.

Supporting employee behaviors.

19.7%

16.7%

9.1%

30.3%

FIGURE 34. KEY TAKEAWAYS — RESPONSES FOR 
“WHAT COULD WORK BETTER REGARDING EMPLOYEE 
EXPERIENCE?”
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Improving capabilities

Organizations seemed particularly keen on finding ways to take more timely, targeted action on 
employee feedback (Figure 35). They expressed interest in performing advanced analyses of 
engagement data to drive more precise, targeted action. 

FIGURE 35. RESPONSES FOR “WHAT COULD WORK BETTER REGARDING EMPLOYEE EXPERIENCE?”
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FIGURE 36. HIGH-LEVEL GROUPING OF RESPONSES FOR “WHAT COULD WORK BETTER REGARDING 
EMPLOYEE EXPERIENCE?”
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HR VENDOR MANAGEMENT
“… need to centralize the data to look across vendors …”
Over 60% of organizations that participated in this research reported HR vendor acquisition 
and management as a strategic priority to some extent. As organizations get bigger, their HR 
technology and service provider portfolios tend to get larger and more difficult to track, so 
perhaps not surprisingly, larger employers tended to assign higher priority ratings to this function. 
A majority of participating organizations with more than 5,000 employees rated HR vendor 
acquisition and management as a moderate to high strategic priority (Figure 37). 

(Rating scale: 1 = Not at all, 2 = To a small extent, 3 = To a moderate extent, 4 = To a great extent, 
 5 = To a very great extent)

FIGURE 37. SCATTERPLOT OF RATINGS FOR “TO WHAT EXTENT IS VENDOR MANAGEMENT A STRATEGIC 
PRIORITY AT YOUR ORGANIZATION?”

+
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Of interest, however, many medium and small organizations rated this as a priority to some 
extent (Figure 38). Most organizations that described having more robust capabilities in this area 
pointed to procurement and legal as key resources providing rigor to their vendor selection and 
contracting processes.

(Rating scale: 1 = Not at all, 2 = To a small extent, 3 = To a moderate extent, 4 = To a great extent, 
 5 = To a very great extent)

FIGURE 38. ZOOMING IN — SCATTERPLOT OF RATINGS FOR “TO WHAT EXTENT IS VENDOR 
MANAGEMENT A STRATEGIC PRIORITY AT YOUR ORGANIZATION?” FOR COMPANY SIZE ≤5,000.
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HR vendor management average priority rating by industry

Organizations in transportation and railroad had the highest average priority ratings for HR vendor 
acquisition and management, followed by healthcare, education and nonprofit, technology and 
professional services (Figure 39).
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(Rating scale: 1 = Not at all, 2 = To a small extent, 3 = To a moderate extent, 4 = To a great extent, 
 5 = To a very great extent)

FIGURE 39. INDUSTRY RATINGS OF HR VENDOR MANAGEMENT AS A STRATEGIC PRIORITY.
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While many organizations had HR vendor acquisition and management as a strategic priority, it 
quickly became evident that a majority had poor capabilities (Figure 40). For those organizations 
that reported some capability around HR vendor acquisition and management, the rigor tended to 
be heavily weighted on the vendor selection process as opposed to vendor management. 

Most of the vendor acquisition and management measures cited were vendor criteria and 
comparative ratings for selection, performance to service level agreements, typically focused 
on cost and delivery time frames, and subjective measures including anecdotal feedback on the 
timeliness and accessibility of providers. Fewer than five employers reported having a vendor 
management team or a streamlined vendor management process. A small minority of participating 
employers reported meeting regularly about or with their providers to discuss performance and 
service levels. 

Many employers reported having a lack of clarity into vendor performance and service levels, with 
many of these relationships managed individually by HR team members without a consistent or 
holistic management process or scorecard.
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FIGURE 40. HIGH-LEVEL GROUPING OF RESPONSES FOR “HOW DO YOU MEASURE HR VENDOR 
OUTCOMES AND SERVICES TODAY?”
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HR vendor management: Now

Discussions with participating employers about their HR vendor acquisition and management 
processes featured some common positive themes (Figure 41).

FIGURE 41. KEY TAKEAWAYS — RESPONSES FOR “WHAT WORKS WELL WITH YOUR CURRENT HR 
VENDOR MANAGEMENT PROCESS?”

What works well?

Planning and communication about vendors and with vendors was a commonly cited strength of 
HR vendor acquisition and management programs at participating employers (Figure 41). Other 
strengths noted included streamlined vendor selection and management systems and a focus on 
vendor cost control, primarily through strong procurement functions. 

FIGURE 42. RESPONSES FOR “WHAT WORKS WELL WITH YOUR CURRENT HR VENDOR 
MANAGEMENT PROCESS?”

21.4%

17.9%

10.7%

28.6% Systematic and streamlined.

Planning communication for vendor acquisition.

Qualitative

Ongoing meetings and communication for vendor review.

38



Most employers reported the strongest focus in the contractual 
and cost aspects of vendor acquisition and management 
(Figure 43). Many employers focused on being involved in 
planning communication for vendor acquisition or ongoing 
communication and meetings for vendor review.
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FIGURE 43. HIGH-LEVEL GROUPING OF RESPONSES FOR “WHAT 
WORKS WELL WITH YOUR CURRENT HR VENDOR MANAGEMENT 
PROCESS?”
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HR vendor management: Next

A majority of participating employers commented that there 
was room to improve their HR vendor acquisition and 
management processes. The most common desire for 
improvement included some form of standardization to 
evaluate vendor partners, such as a vendor performance 
scorecard. 

FIGURE 44. KEY TAKEAWAYS — RESPONSES FOR “WHAT COULD 
WORK BETTER FOR YOUR HR VENDOR MANAGEMENT PROCESS?”
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Improving capabilities

Developing standard measurements was a loud and clear need for employers of choice, along 
with a systematic process that began from vendor search and ended with ongoing vendor partner 
assessments to optimize vendor outcomes and service levels (Figure 45).

FIGURE 45. RESPONSES FOR “WHAT COULD WORK BETTER FOR YOUR HR VENDOR MANAGEMENT 
PROCESS?”

Employers frequently commented on the need to not just manage spend levels but also the 
need to maximize the value of their vendor partnerships (Figure 46). Measurements and process 
were not limited to standard measurements and systematic processes, but also included some 
employers interest in forming a devoted HR vendor management team, setting better vendor 
expectations according to their organization needs, getting more involved in the vendor 
management process, and having more robust SLAs in place. 

Other employers expressed a desire to improve the timeliness and responsiveness of vendors. 
Some employers wanted to improve vendor collaboration and partnership and to have vendors 
who are flexible and able to be agile based on the organization’s evolving needs. 

Several employers wanted to break down silos in the vendor acquisition and management process 
as well as consolidate vendors with similar capabilities for purposes of efficiency and cost savings. 

FIGURE 46. HIGH-LEVEL GROUPING OF RESPONSES FOR “WHAT COULD WORK BETTER FOR YOUR HR 
VENDOR MANAGEMENT PROCESS?”
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CONCLUSION
Today’s business environment can be broadly 
characterized by a tremendous focus on 
growth and change, with no sign of letting up. 
The tight labor market and low unemployment, 
alongside a booming economy, has led to 
heated competition for talent across industries 
and geographies. Today, talent has become a 
precious resource and a significant priority for 
employers of all sizes. Employers of choice in 
our study are increasingly focused on updating 
and diversifying their talent strategies, 
including but not limited to:

 � Getting and keeping talent.

 � Placing and replacing talent.

 � Succession and workforce planning.

 � Becoming more diverse, inclusive, equitable 
and high-belonging.

 � Developing and redeveloping/redeploying 
talent.

 � Optimizing employee engagement and 
performance.

“Data-rich, information-poor.”
In this environment, talent decisions and 
strategic investments in talent and culture 
are perhaps more critical to business strategy 
now than ever before. However, despite 
the abundance of workforce data HR and 
information systems most employers can 
access, many could still describe their current 
state as “data-rich, information-poor.” Results 
of this preliminary research suggest that 
organizations with access to timely, relevant 
data to inform people-related business 
decisions are already gaining a significant 
business edge over their counterparts both in 
operational efficiency as well as in competitive 
advantage. Gone are the days where evidence-

based decision-making is reserved only for 
the largest of the large employers; rather, “big 
data” is increasingly being used by medium 
and smaller employers to make: 

 � Systematic talent and culture decisions by 
senior leadership.

 � Decisions about talent and culture practices, 
processes and programs by HR and senior 
leaders.

 � Day-to-day people decisions by frontline 
leaders.

The rise of data-driven business decision-
making, not just in HR, highlights a growing 
need for the intersection of HR data with 
data from other business functions, such 
as marketing (customer data) and finance 
(revenue and expenses data), among others. 
In our study, HR leaders commonly reported 
their analytics and technology capabilities are 
lagging behind their counterparts in marketing, 
product and finance functions, which may 
hinder their ability to serve as the best possible 
strategic partners to the business.

As evidenced by this preliminary research, the 
demand for data-driven HR (people analytics, 
employee experience and strategic HR vendor 
acquisition and management, etc.) is strong 
and increasing, though capabilities in these 
areas have, overall, not yet caught up with 
demand. Employers of choice of all sizes 
may wish to continue focusing on building 
capabilities in these areas to enhance the 
strategic impact of HR to their businesses, and 
to help equip their organizations to effectively 
navigate the rapidly changing business 
environment, today and in the future. 
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Further reading:  
People Analytics: Example Questions and Cases, by Lockton Companies.

Contact Delicia Vaz (dvaz@lockton.com) to request a copy of this report.
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