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The HR Leader's Moment

Turning Workforce Transformation Into a Discipline

Look around you. Something has changed. Not gradually,
and not in any one place.

Al isn't just changing how we get insight. It's changing the
workforce itself. Organizations are already redesigning how
work gets done, who does it, and what leaders are actually
accountable for.

While business strategies may evolve at Al speed,
workforce decisions still move at spreadsheet speed.

And truthfully? That used to be OK. Organizations used
to be able to move at a slower speed, taking time to
course-correct 90 days after a decision has been made.
But now, that's gone. Annual planning cycles, fragmented
understanding of business supply and demand, and
inevitable silos across teams don't fit the new reality.

And HR has always been positioned to lead this
conversation. What's changed is having the foundation
to make that leadership stick, and to run workforce
transformation as the always-on discipline it needs to be.

Until now.

In the organizations navigating this well, the traditional
boundaries of HR are shifting. Workforce planning, finance,
IT, and Al governance are converging into something

new. Businesses are demanding that workforce strategy
be visible, defensible, and—most importantly—tied to
outcomes in real time.

And yet, some businesses are trying to navigate workforce
transformation without its most important asset, the trusted
intelligence that HR holds. To right the ship, HR needs to
lead with the right foundation to carry that intelligence in a
way that's trusted, visible, and actionable across the entire
organization.

Because here's what's happening: Organizations are failing
at workforce transformation because they treat it as a one-
off initiative rather than an always-on operating discipline.

Workforce transformation doesn't happen in a single leap,
or during an isolated project. It moves through a series of
decisions—some strategic, some operational, many made
under pressure with incomplete information.

The organizations that lead are the ones with systems

and teams that support this journey: a shared workforce
intelligence foundation that gives HR, finance, IT, and
executive leadership one source of truth on their workforce,
and the confidence to act on it.

The shift from being reactive to proactive is within reach.
This guide will help you spot the gaps in your own

workforce transformation road map, and prepare you for
tomorrow.
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How to Move from
Workforce Insights to
Business Impact

The Key to Workforce Transformation

HR has historically operated on a deliberate cadence: annual
plans and quarterly reviews, with little room left to align to
the actual speed of business.

That cadence was designed for a world where workforce
directions changed slowly, and the consequences of
getting it slightly wrong were manageable. Neither of
those conditions holds today. The business is moving faster.
Competitors are moving faster. Al is moving faster. HR's
rhythm has to follow.
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When people analytics took hold as a discipline
15 years ago, HR was still heavily valued for

its instinct and influence. Decisions about o
hiring, promotion, restructuring, and retention o

were made by experienced leaders with good

judgment and limited data. The contribution According to Gartner, nearly 90% of HR
of analytics was to fundamentally change leaders say their technology does not
that relationship: to replace assertion with deliver the business insights they need.

evidence, to make the invisible visible, and to
give HR a language that the rest of the business
could evaluate on its own terms. That is not a
small thing. It took years of political capital,
technology investment, data rigor, and, frankly,
patience. HR moved from instinct to insight.
The profession earned that. The question now is
what comes next.

@ Paul Rubenstein Source: Gartner
g‘ Chief Evangelist and Talent Strategist

é Visier
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But to move to transform a business in the era of Al, the people analytics profession needs
to make two deliberate choices. The first is to evolve into something larger than insights, to
move from insights to workforce intelligence. And the second is to shift the north star from
Insight to Impact.

Shifting the north star from Insight to Impact is a change in ambition. Insight was always
a means to an end. The end is better decisions, better outcomes, and a workforce that
is genuinely prepared for what the business is trying to build. That ambition was always

implied in the profession. The tools now exist to make it explicit.

Running workforce transformation as a discipline means four things operating
continuously, not sequentially or annually.

The Three Pillars to Workforce Transformation

It requires designing the workforce with agility, modeling

Agile Workforce
g - how talent needs to shift as strategy evolves rather than
Planning . :
waiting for the next planning cycle.
. It starts with understanding workforce reality: a live, trusted
Understanding ° Y

view of where value is being created, where Al is changing

Workforce Reality work, and where risk is building.

It demands a consistent system for making workforce
decisions that leaders can stand behind, with the data and
audit trail to back them up.

Smarter, Resilient
Workforce Decisions

Most organizations are somewhere on that journey. The question is where.
The link many organizations are missing is the trusted and governed data foundation that's
required to run strategic workforce transformation to put the right information into the

hands of the leaders making major workforce decisions.

It's what moves your business from simply knowing what's happening to understanding how
to act on those insights.
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Your Workforce Transformation
Readiness Assessment

The case for workforce transformation as a discipline is clear. Now find out where
your organization actually stands. Use this assessment to find your gaps and
figure out what to do next.

Baseline

The foundation every business needs

Basic headcount visibility

You know who works for you, where, and in what
capacity at any given time, so workforce planning
starts from an accurate picture rather than an
assumption.

Unified workforce data

One source of truth across HR, Finance, and the wider
business so no one argues about whose numbers are
right, including standardized definitions for headcount,
FTE, attrition, and performance.

Organizational architecture in place

A clear, consistent taxonomy that reflects how the
organization operates so that workforce planning
decisions are built on reality.
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Compliance and audit readiness

Workforce records are accurate, governed and
auditable without manual reconciliation so you can
stand behind each and every workforce decision in the
board room.

Context-rich workforce data

Your workforce data is structured, governed,

and enriched with the domain knowledge and
organizational context to allow Al to understand the
'so what' behind each piece of data.

Human-in-the-loop decision making

The leaders who know your business, its culture, and
its strategy are the ones who give data its meaning
and ultimately decide what to do with it.
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Insight

Moving from visibility to understanding

Skills visibility

You can see what skills actually exist in your workforce,
not just what job titles suggest, to make decisions
based on what people actually do.

Attrition and flight risk analysis
You can identify which employees or segments are
most at risk before they leave.

Workforce segment benchmarking

You can compare team performance, cost, and
composition against internal and external peers to
identify strengths and weaknesses.
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Manager-level access to insights

People managers have direct access to workforce data
relevant to their teams to make informed decisions
without waiting on HR to pull a report.

Skills gap identification

You can map current skills against role requirements
and flag where critical gaps exist to create a proactive
and targeted reskilling or hiring plan.

Governed workforce data definitions
Your organization operates from shared, consistent
definitions that HR, finance, and IT all trust equally.

|
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Impact

Where transformation actually happens—understanding,

planning, and execution working together

Scenario-based workforce planning

You can test hiring, reskilling, or restructuring
decisions against real data before committing
resources.

Future skills demand modeling
You can see where capability gaps are emerging
before they become a problem.

Organizational design modeling

You can evaluate structural changes before
implementing them, grounded in evidence rather
than instinct.

Program-to-outcome traceability

You can connect a specific HR initiative (a reskilling
investment, a retention program) to a measurable
change in business performance, not just activity
metrics.

Skills-informed talent decisions
Hiring, internal mobility, and reskilling decisions are
driven by verified skills data, not assumptions.

Closed-loop workforce intelligence

Insights from programs and outcomes feed back
into planning decisions continuously, not at annual
review cycles.

Workforce decision review

You are able to track workforce outcomes against
the plan, spot variances early, and course-correct
before the cost shows up downstream.
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About Visier

Visier Workforce Al gives leaders, business executives, and
managers the trusted insights and contextual guidance to
make confident workforce decisions and lead workforce
transformation at scale. The company's award-winning
technology expands beyond analytics, connecting insights
to action during the workforce decision moments that matter
most to an organization.

Our mission is to help businesses lead with insight at scale
while continuously transforming in a rapidly changing
workforce landscape.

Founded in 2010 by the pioneers of business intelligence,
we have over 85,000 customers in 75 countries—including
enterprises like Dick's Sporting Goods, Dom_i,nb’s Pizza,
Experian, Amgen, eBay, and Ford Motor Corﬁpany.

Discover more at visier.com.
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