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Data coaching challengesData coaching challenges
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HR Data JourneyHR Data Journey

Origins of research and work in 
the area of human capital:the area of human capital:  
Multiple viewpoints

Sir William Petty, 1691

Adam Smith, 1723-1790

Th d S h lt 1979

Consultant, 1950

Theodore Schultz, 1979 

Whatever you believe as the origin of 
human capital work the journey hashuman capital work, the journey has 
led to one consequence we can all 
agree upon …
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We Have More Data Than Ever BeforeWe Have More Data Than Ever Before
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Using this Simple EquationUsing this Simple EquationUsing this Simple EquationUsing this Simple Equation

Results

Dialogue

Action
Results

Data

Dialogue
Multiplicative 
effect with 
dataData

For what? 
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In HRM, we often start with DATAIn HRM, we often start with DATA

“Before you can influence 
change, you have to decide

Results

change, you have to decide 
what you’re trying to 
change.”  
Patterson, Grenny, Maxfield, McMillan & 
Switzler, Influencer

Data
We often seek MAGIC data 
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Data CoachingData Coaching

Starts with the results 

Analyze action needed to 
drive results (scorecard 
exercises do this)exercises do this) 

But …don’t skip to data 

What dialogue is needed?

What data enhances the 
di l ? Wh t d t ill tdialogue?  What data will get 
in the way?  What data can 
YOU use to help?
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Leadership TrendsLeadership Trends

Example #1

Example #2
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And … what about this?And … what about this?

95% of decisions are driven by unconscious brain 
activity … Harvard Mind Brain Behavior Institute

Successful stories should be a marriage of data 
and drama … white paper by Hammond Hill, LLC 

Transform data into “statistical stories that canTransform data into statistical stories that can 
and must provide a helping hand”… Making Data 
Meaningful, United Nations Economic Commission to Europe  

“The sole use of statistics retention rate ofThe sole use of statistics … retention rate of 
around 5-10 percent at best. 
Statistics with a bit of storytelling … retention rate 
to around 25-30%. 
Biggest impact storytelling alone … 65-70%.”   
Helen Love, Strategic Communications Management 
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Data helps you know what story to tell 



With that in mindWith that in mind

The Story of Telefonica O2 UKThe Story of Telefonica O2 UK

Data Coaching in Progress
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Introduction to Jo and DanIntroduction to Jo and Dan
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The O2 StoryThe O2 Story

2001: Demerged from BT 
R b l hi h th f ltRebels – high growth – fun culture 
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Purchased by Telefonica 
Evolution over the past 20 years…

Purchased by Telefonica 
Evolution over the past 20 years…p yp y

1987 2008

Integrated ICT

Clients About 10 Mill. 
subscribers

More than 259 Mill. 
customers

Basic
Services

Integrated ICT 
solutions for all 
customer segments

Basic 
telephone 
services

S Operations in

63,000 About 257,000St ff

Spain Operations in
25 countriesGeographies

63,000 
professionals

About 257,000
professionalsStaff

Finance
Revenues: €3.2 bn Revenues: €57.9 bn

64% of revenue comes 
f t id f S i
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Finance from outside of Spain.



HR Data used by O2 UKHR Data used by O2 UK

Annual engagement survey

Focus groups, interviews 

Exit surveys new joiner surveysExit surveys, new joiner surveys

Linkage research with survey data

Communications department research 

HRIS data (turnover homeworking)HRIS data (turnover, homeworking)

Customer service data 
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Sophisticated Models and 
Data Analysis Conducted OverData Analysis Conducted Over 

the Last Five Years
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The Engagement Model (Corporate Leadership Council - 2004)

The outputs of
commitment

CommitmentLine manager

PerformanceDiscretionary
Effort

Emotional
Commitment

Org. culture

Induction
• Job
• Team
• Manager
• Organisation

Induction

Snr. Exec. Team

RetentionIntent
to Stay

Rational
Commitment

Day-to-day work

Learning & Devt.

Compensation

Benefits

Worked with Corporate Leadership Council; 
taught managers and HR team about the 
E d l h il d f
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Benefits Engagement model; over the years tailored for 
their own use
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Functional contributions to the 
People Strategy

Functional contributions to the 
People Strategyeop e St ategyeop e St ategy

Employee Involvement & Experience

Talent Development

Employee Involvement & Experience

Talent Developmentp

Recruitment & Shared Services

Reward & Representation

Recruitment & Shared Services

Reward & Representation

Strategy & Transformation

HR Operations

Measurement
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Teams that act on Reflect feedback tend to 
have high Reflect overall scores

Teams that act on Reflect feedback tend to 
have high Reflect overall scoreshave high Reflect overall scoreshave high Reflect overall scores
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their survey data and shared 
the results with management 
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In my team, we take Reflect action 
planning and implementation seriously
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Business Performance - SalesBusiness Performance - SalesSlide1
9

In 2004, it took 2 years 
before employees in the 

Corporate Sales team 
achieved 100% OTC
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Analysis highlighted

0.0
3 months or

less
4 months – 1

year
Between 1-2

years
Between 2-5

years
More than 5

years

Analysis highlighted

Retention of individuals was key

Need to shorten the learning curve
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Need to shorten the learning curve



Business Performance - SalesBusiness Performance - SalesSlide2
0
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New joiners in 2005 are achieving on target commissions within 1st year
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Employees present in Reflect 2004 & 2005 with more than 1 year service New joiners
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Built CredibilityBuilt Credibility

Management g
wanted more 
from the HR 
team

N t d tNot more data 
but more and 
b tt i i htbetter insights 
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Employee Journeys as O2 UK Entered New 
Phase of Change

Employee Journeys as O2 UK Entered New 
Phase of Changegg

Tell me 
where we 

are going as 
a company

1. INFORM6. RETAIN

Tell me with a 
human touch

I’m still a fan 
of O2 and part 
of the family

Pre-journey 1. Pre
6. Stay or 

Leave

a company

Help me to 
understandI’m clear about

1. Inform
1. Pre 

Journey
Leave 
but 
Remain a 
fan

5. Confirm 2. Explain

understandI m clear about 
what happens 

next…… 

3. Consult
4. Provide 

Outcome
Involve me 

when you can

Tell me the Tell me the 
outcome as 

soon as 
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possible its 
‘MY LIFE’

22



Metrics StrategyMetrics Strategy

How much change areHow much change are 
you experiencing?

Fairness?

Trust

Communications 

S i

Effect on being a fan?

Engagement?

Commitment 

Teamwork 
Survey in a 

Box
Engagement?

Was the process done 
well?

Manager 
effectiveness?

Productivity?
Senior leadership?Engaged managers; customized 

surveys for their teams; fed 
results back quickly
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Made More Data

More ingredients added to the mix

Harder to get at insights 
Reflect annual employeeReflect annual employee 
engagement survey

Reflect Interim Survey

1-3 survey in the box surveys

New joiner surveysNew joiner surveys

Exit surveys 

H k t d
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Home worker study



Measurement Map as Tool

Levels Data Data tools Dialogue Action Results  

6
Combine tools from 1 
to 5, technology 
solution needed,  
speed critical As you move from level 1 

Primary and secondary 
data
More than one point in 
time

5
Linkage research, statistical 
analysis packages

y
to 6, you need bigger 
tools, you have to be 
more prepared for the 
dialogue but if you do

Primary and secondary 
data One point in time

3-4 Paper surveys, on-line 
tools, interviews

dialogue, but if you do 
this well, you see more 
action and greater and 
more positive measurable 

Primary data
One point in time/ 
longitudinal

1-2
Desktop software, 
reporting tools 

results. 
Secondary data
One point in time/ 
longitudinal
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First (annual?) YearbookFirst (annual?) Yearbook

Combining all the data to 
deliver something 
managers can “chew on”managers can chew on

Process was and 
ti t b hi hlcontinues to be a highly 

interactive data coaching 
for everyone involved y
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Before We StartedBefore We Started

F Ch ll f D t C hFour Challenges for Data Coaches

Who are data coaches in the yearbook project?

•Yearbook team coaching each other g
•Yearbook team coaches HR team members
•HR team members coach leaders and managers 
•Leaders and managers coach HR team members (provide the 
context more about the story)context, more about the story) 
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Challenge #1 Challenge #1 

People seem to be either:People seem to be either:

DATA PEOPLE DIALOGUE PEOPLE
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DATA PEOPLE  DIALOGUE PEOPLE  



Challenge #2 Challenge #2 

If managers think you are measuring 
th i f th i ttheir performance, they resist 
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Challenge #3Challenge #3

MeasurementMeasurement  
It’s a lot of 
work, and no 
one has timeone has time 
for more
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Challenge #4 Challenge #4 

It’s seen asIt s seen as 
another “HR 
thing” 
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Yearbook ProcessYearbook Process

Pulled together ALL the data

All survey data performance data turnover dataAll survey data, performance data, turnover data, 
demographics, change data (from 2008 to 2009), comment 
data, interview findings, and more 

Thi l d t l i j t ( d h tThis was a complex, data analysis project (used researchers to 
do this job) 

Reviewed data for company and for all business units y

Searched for the story in the data

Wrote up story in story format 

High visibility; being presented to the Board

Consistency in message driving action
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Challenges for the O2 UK TeamChallenges for the O2 UK Team

Maybe not the ‘right data’ for the story
Inherited data 

2010 project – data audit, revise metrics strategy p j , gy
(start with results) 

Changing so quicklyChanging so quickly 
Hard to have time to think let alone analyze 

E t th i i htEveryone wants the insights now 
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What is Data Coaching?What is Data Coaching?

New model for helping HR, OD, communications 
professionals and consultants help managers useprofessionals and consultants help managers use 
data to take action.  

Learn to use data differently, to tell high impact stories.y g p

Power story telling (story telling powered with data – real time 
data from my organization)

It is NOT statistics 101, 201, or even 701.

Critical skill set for Fast HRM.

The process is similar to what we do when we write 
“interesting” papers and books.   
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CEO OfferingsCEO Offerings

Custom programs

Data audit conducted on site with the firm

Case studies collected and used in program

M t t l tili dMeasurement map tool utilized 

Public program 

Los Angeles CaliforniaLos Angeles, California
March 16-18, 2010

http://ceo.usc.edu/seminar/data_coaching_workshop.html
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Goals for CEO Data CoachesGoals for CEO Data Coaches

Body of work and best practices 
collected and provided to all coaches 

Mentor each other as more peopleMentor each other as more people 
develop the skill set 

Case studies, tools, successes and 
less successful events are all shared 
for learning purposes
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