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As work becomes 

increasingly digitized, 

organizations have access 

to an unprecedented 

volume of work and 

workforce  data.

Introduction

In a recent  survey of information 

technology, data science, and data 

engineering professionals in North 

America, respondents  said that, 

on average, data volumes in their 

organizations are growing by 63%

every month,  and organizations are 

collecting data from  an average of 

400 different  sourcesɁcomputers, 

smartphones,  websites, social media 

networks, and more. i One new stream 

of this data has been the adoption  of

new worker  monitoring  tools. Between 

the beginning of the pandemic and 

late 2022, around  one in three  medium 

and large companies had adopted  new 

tools for  monitoring  their  employees.ii

But in the rush to adopt  such new tools, 

organizations may be alienating their 

workers and undermining  the very 

productivity  they are attempting  to 

optimize. And perhaps more  critically,

they are missing out  on opportunities  

to use work and workforce  data to drive 

efficiency and growth,  improve  strategy,

and create shared value at the individual, 

team, organizational  and societal levels.

It  is critical  to  emphasize  the 

importance  of  obtaining  workersɅ 

consent  for  data  that  is being  used 

by  organizations  and  working  closely 

with  legal  and  human  resources 

teams  on  these  initiatives.

This becomes particularly  relevant 

as AI increasingly enables us to take

advantage of this data. In an AI-driven 

world, it becomes important  to focus 

an organizationɅs efforts  on a deep 

understanding  of what data should 

be collectedɁnot  just what can be 

collectedɁand linking those initiatives 

to specific organizational goals and

outcomes can allow the organization  to 

tap into  important  sources of value that 

might  otherwise  be left  on the table. This 

approach  can also help organizations 

develop responsible  approaches to 

collecting data that  improve  workforce 

trust.  Indeed, it is DeloitteɅs position  that 

any type of employee data collection 

should be done with  consent  of 

employees or in a transparent  way.

Drawing from  in-depth  interviews 

conducted  with  global executives, 

this report,  Beyond productivity:

The journey to the quantified organization, 

highlights opportunities  to use work 

and workforce  data to gain a holistic 

view of the organization  to help

create value for individuals, teams, 

the organization, and society.
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In the opening rounds  of 

the 2022 World Cup, famed 

striker  Cristiano Ronaldo 

sparked an intense debate 

for  Ɉtrying to sneakily claim 

creditɉ for  scoring a goal on 

a cross he had not  touched. 1

The technology used during  the World 

Cup offers a preview of where enterprise 

tracking technology might  be headed.

The smart  ball used the same ultra - 

wideband  technology that  is now being 

introduced  into  smart  factories to allow 

object  tracking on factory floors with 

centimeter -level accuracy.3 RonaldoɅs 

location  in relation  to the ball was 

determined  using cameras tracking 

each playerɅs precise location  50 times 

per second, illustrating  how discrete 

sources of data can be used to help 

build  a comprehensive  picture  of a 

whole system.4

Chapter  1: New  data,  new  opportunities

As work becomes increasingly digital, 

organizations likely have access to 

an unprecedented  volume of newly

available data, and efforts  to track work 

and the workforce  are accelerating.

Between the beginning of the 

COVID-19 pandemic and late 2022, 

approximately  one third  of medium

and large companies surveyed adopted 

new worker  monitoring  tools that 

analyze key strokes, mouse activity, 

and more  to determine  how much

a person  is working and on whatɁa 

rate of adoption  that  outpaces even 

the steepest part  of the curve of 

smartphone  adoption  in the U.S.5

And, according to a recent  trust 

benchmarking  analysis, some two- 

thirds  of respondents  say that  their 

organization  leverages data and 

analytics to make talent  decisions.6

To award credit  for  the goal, officials 

relied on the ball itselfɁa smart  ball 

collecting and transmitting  location  data 

every two millisecondsɁto determine 

that  when the ball breezed ever so 

slightly past RonaldoɅs head, it did not 

experience any measurable impact.2
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But in the rush to adopt  such new 

tools, organizations may be alienating 

their  workers and undermining  the 

very productivity  they are attempting 

to optimize. Increased productivity

monitoring  may backfire and encourage 

some workers to engage in Ʉproductivity 

theaterɅɁan effort  to look busier than 

they are. A recent  study found

that  desk-based knowledge workers 

spend an average of 67 extra minutes 

a day online to show availability even 

if they arenɅt working.7 This kind of 

productivity  monitoring  may not

help workers or organizations.

There is a wealth of newly available 

and largely untapped  data generated 

by the workforce  in the course of 

their  everyday work. This can help 

organizations improve  their  business 

with greater  agility, innovation  and

of employers surveyed 
are using remote
tools to monitor  their 
employees.8

customer  satisfaction, but  could also 

help workers be happier, safer, more 

employable with  relevant skills, and 

enjoy a fairer, more  inclusive experience 

at work while increasing trust  between 

the two entities. Organizations that  

focus on individual  worker  productivity 

could miss out  on bigger efficiency gains, 

shared value, and growth.

Drawing from  in-depth  interviews 

Deloitte  conducted  with  senior global 

business executives, this report 

highlights opportunities  for organizations 

to consider to help create value across 

the enterprise  over time. Much like 

RonaldoɅs phantom  goal, these 

opportunities  could provide a path  to 

move beyond the era of Ɉthe quantified 

employeeɉ9 and begin to quantify  activity 

across multiple  levels of an organization, 

unlocking new value for workers, teams, 

organizations, and society at large.

To unlock  this  value,  The Deloitte 

Human  Capital  2023 Trends Report 

posits  the  importance  of  consent 

and  transparency  in  negotiating 

work  and  workforce  data.  We assert 

a new  fundamental  of  the  criticality 

of  co-creating  with  your  workforce 

to  achieve  desired  success.

Efforts to collect passive and active work 

and workforce  data are increasingly 

being subject to conflicting  jurisdictions 

and geographies such as the impact  of 

GDPR in Europe. Thus it is becoming 

critical to ensure compliance and 

consent  to enable use of this data. For 

instance, the use of AI tools for hiring 

and promotion  in the United  States 

should take into  consideration  Title VII 

as well as other  local requirements  such 

as a law in New York City that  requires

these algorithms  to be audited  for biases 

and fairness. This shifting regulatory 

landscape highlights the importance  of 

working closely with  legal and human 

resources teams to navigate ongoing 

compliance.
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The rise of the quantified  organization

The Deloitte  definition

A quantified  organization  takes

a strategic  approach  to  measuring 

what  it  should,  not  just  what

it  can. It takes a responsible 

approach  to  using  new data 

sources and  AI tools  to  create 

value for  stakeholders  across 

the  organization,  improving 

workforce  trust  and  driving  the

organization  forward  to  new levels 

of  financial,  reputational,  and 

operational  performance.

Passive  data  is generated  and 

collected  without  the  direct  input, 

and  sometimes  even  awareness, 

of  an  individual.  For  example, 

location  information  is passively 

generated  when  an  individual 

keeps  their  phone  with  them 

while  running  errands.

The growth  in passive data from 

common  workplace applications like 

email, collaboration  and social tools, 

and shared calendars may already 

be outpacing many organizationsɅ 

capacities to process and use the 

data, resulting in too much data 

and too little  insight.

Linking data collection  efforts 

to intended  outcomes  could 

become increasingly difficult  as

organizations augment these tools 

with  sophisticated  new technologiesɁ 

wearables, neurotechnology,  biometric 

sensing tools, XR headsets, precision 

location  tracking technologies, among 

othersɁand attempt  to make sense 

of this data.

In a world  saturated  with data and 

a host  of emerging AI tools to mine 

it, how does an organization  know 

what data it should be collecting 

and measuring to create value?

In recent  years, organizations have 

started  to augment  data collection 

from  traditional  surveys and enterprise 

resource  systems by collecting

passive data through  workplace tools 

and technologies, creating real-time 

insights that  more  accurately reflect 

how people and organizational 

systems are actually working.10
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We think that  there  is much 

more  insight and value in 
unstructured  data than there 

is in structured  dataɎ The 

structured  data is probably 

what is more conveniently 

measured and managed,
but  it doesnɅt really give you 

the right  sense of how you 

improve the outcomes of 

the business, nor the

satisfaction or the experience

of the employees.ɉ

COO, Financial  Services  Firm

As people and machines increasingly 

interact,  they leave an ever-expanding 

digital trail  of work that  can be mined 

to create value. These data trails can 

then be analyzed by new tools, such 

as algorithms  that  judge the quality

of a software developerɅs code or 

writerɅs article; the emotional  tone 

of a call center  employee interacting 

with  a customer;  worker  behaviors 

that  shed light on an organizationɅs 

culture  and sense of equity; the

physical safety of workers in the field; 

or how people are interacting  with 

one another.

Whether  applying analytics, machine 

learning, or human  judgement,  sense- 

making is what allows organizations 

to convert  data into  insights, actions, 

and decisions that  have the power  to 

improve  everything from  innovation 

to agility to worker  performance

and well-being. But without  the right 

context, even simple measurements 

can undermine  efforts  to turn  data 

into  value.

Consider worker  fatigue as an 

example. There are numerous 

downsides to working when tired, 

particularly  in fields that  involve 

working with  heavy equipment.

In recent  years, some companies have 

started  to measure worker  fatigue 

using tools like smart  hats that  monitor 

brainwaves, smart  glasses that  monitor 

blink duration  and frequency, and 

cameras that  measure head and neck 

motion  to look for signs of nodding  off.11 

One project  even used eyelid data from

webcams to look for signs of drowsiness 

among office workers and automatically  

triggered  the air conditioner  to turn

on at the first  sign of sleepiness.12
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But even if a system can identify 

a fatigued worker, itɅs not  always

clear what to do about  it. Karen Levy, 

a sociology professor  who has studied 

the impacts of monitoring  technology 

in the trucking  industry,  notes that 

efforts  to track trucker  fatigue have 

traditionally  focused on measuring

the individual  driverɅs state of alertness 

and then preventing  the driver from 

working when data showed they were 

tired.  But these tracking efforts  ignore 

contributing  factors, such as loading 

delays, that  exist elsewhere in the 

transportation  system.13

By focusing only on the individual 

worker, the organization  could miss 

out  on bigger opportunities  to address 

the underlying  contributing  factors

to worker  fatigue, thus benefitting 

the enterprise  while improving 

the health, safety, and happiness 

of individual  workers.

This is a significant distinction 

between  an organization  that 

collects data without  a strategy 

and a quantified  organization: 

quantified  organizations are likely

willing to let data drive deeperɁand 

often  more  challengingɁorganizational 

change to solve complex problems.

Despite  the  potential  this  new  

data  on  work  and  the  workforce 

brings,  there  may  also  be 

significant  risks  to  consider.  Biased 

algorithms  that  scale  the  wrong 

decisions,  risks  to  privacy,  worker 

rights  violations Ɂpoorly  planned 

approaches  to  quantification

have  the  potential  to  undermine  

trust  and  fairness  and  impact  an  

organizationɅs brand,  reputation,  

and  financial  performance .

The winners  will  likely  be those 

who  manage  these  risks  with  a 

nuanced  understanding  of  the 

regulatory  and  legal  issues  while 

focusing  on  creating  relationships 

with  workers  based  on  trust, 

transparency,  and  sharing  benefits 

broadly  across  the  enterprise

and  beyond.
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Chapter  2: Creating  shared  value  with  data

The growth  in passive workforce 

dataɁcombined  with  other  sources 

of information,  analytics, and AIɁ

is surfacing new opportunities  to 

help create shared value at multiple

levels of an organization: the individual 

worker; the team, group, or function; 

the enterprise;  and greater  society.

When  an  organization uses

the  data  they  collect  about  their 

workforce  to  benefit  everyone Ɂ 

individual  workers,  teams  and 

groups,  the  organization,  and 

society  as a whole Ɂwe  call

that  creating  shared  value.

The value created at each level can 

flow between  them, reinforcing  and 

amplifying the value created at other 

levels. Consider worker  happiness as

an example. In addition  to individual 

benefits of being happier  at work, such 

as improved  wellness and performance, 

worker  happiness could also improve 

teamwork  and social encounters  at

the group level.14 It has been linked to 

improved  engagement, productivity, 

and culture, and reduces attrition  risks 

at the enterprise  level. Japan-based 

technology firm  Hitachi experimented 

with improving  the happiness levels of 

its employees using wearables and an 

accompanying mobile  app that  offered 

employees suggestions for increasing 

feelings of happiness.15

During testing, the psychological capital 

of workers rose by 33% and profits 

increased by 10%. Sales per hour 

increased 34% at call centers and retail

sales increased by 15%, demonstrating 

how creating value at the employee 

level had far-reaching impacts on

the business.16

Group  or enterprise  initiatives that 

achieve organizational  benefits like 

cost savings or improved  quality (e.g., 

a workplace or work redesign enabling 

more  flexible or meaningful  work)

can also help amplify an individualɅs 

happiness. And as organizations 

improve  their  workforceɅs collective 

happiness, they could contribute  to 

a better,  happier  society too.

By focusing on how to create value in 

and across these levels, organizations 

can magnify their  impact  while 

strengthening  their  long-term  position.

The collection  and use of workforce 

data as described herein may

be subject to restrictions  and/or 

conditions  under  applicable law. 

Before implementing  any of these 

activities, consult  with  your legal 

and human  resources advisors

to understand  and address any 

relevant legal and regulatory 

requirements,  and brand/ 

reputational  and human  resources 

related risks. Deloitte  makes no 

express or implied representation 

whatsoever regarding the use or 

effectiveness of any workforce 

data collections tools or analyses 

discussed herein.
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The four  levels  of  shared  value

ɍWellness

ɍSaftey

ɍPerformance  and coaching

ɍEmotions  and engagement

ɍSkills and capabilities

ɍCareers and mobility

ɍLearning  and development

ɍLeadership

ɍStrategy

ɍM&A (mergers 

and acquisitions)

ɍOrganization  design

ɍWorkplace

ɍRisk

ɍCulture

ɍChange management

ɍFunctional  or BU 

transformation

ɍProcess or work  redesign

ɍDEIB (diversity,  equity, 

inclusion  and belonging)

ɍTeaming

ɍCollaboration  and 

communication

ɍEconomic  and social 

development

ɍPurpose

ɍFrictionless  labor  market

ɍESG (environmental, 

social and governance)

Source: Deloitte Analysis

INDIVIDUAL:

ENTERPRISE:

TEAMS AND  GROUPS:

SOCIETY:

INDIVIDUAL

ENTERPRISE

TEAMS & GROUPS

SOCIETY

VALUE CREATED AT EACH LEVEL 

ALSO CREATES VALUE AT THE 

OTHER LEVELS, REINFORCING 

AND  AMPLIFYING  THE VALUE
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Shared value for individual workers

Even as new and emerging technologies 

help enable organizations to measure 

and improve  individual  performance  

and activity in more  detailed  and helpful 

ways, a growing body of literature 

demonstrates  that  well-being and 

mental  health are not  only valuable to 

the worker, but  important  to team and 

organizational  success. New advances in 

technology can now enable leaders and 

workers to better  understand  mental 

health, and take actions to improve  it.

However, organizations could face

a tricky balance between  supporting 

wellness and happiness efforts

and overstepping  their  bounds.

As the COO of a financial services 

organization  told  us, organizations 

may risk becoming Ɉthe be-all and end- 

allɉ for providing  services that  improve 

a personɅs well-being and sense of 

belonging that  used to come from

civic groups, families and other  entities. 

The COO also noted  that  obligations 

and liabilities, especially around  sensitive 

health and wellness data, may not  be 

clear. They said that  other  activities, 

such as facilitating skill and career 

development,  offer  clearer paths to 

creating shared value with  workers

by enabling them to develop in ways 

that  enhance their  skills and 

employability  while also creating 

value for the enterprise.
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