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The annual HR Acuity Employee Relations Benchmark Study was launched in 2016 to identify and 
define best practices for employee relations management. Organizations across a wide array of 
industries provide data on employee relations practices related to their organizational model, case 
management processes, employee issue types, volumes, trends and internal data-driven metrics. 

The Study continues to grow in breadth of topics and the number of participating organizations. We 
continue to work with participants and members of the HR Acuity Employee Relations Roundtable 
and empowER communities to refine and expand the instrument to include relevant topics on which 
practitioners seek benchmarking information. The Study is the definitive resource for employee 
relations management and trends across the evolving landscape, providing best practices and metrics 
for organizations to compare their employee relations function against similarly situated organizations.

Interested in participating in next year’s study?  
Email us at benchmark@hracuity.com to let us know.



A Message from the CEO

Employee relations is at a critical turning point. 
The work we do has never mattered more. As 
workplace issues become increasingly complex 
and regulatory expectations shift rapidly, we simply 
can’t afford to manage issues based on instincts and 
guesswork. The only path forward is with insight, 
consistency and data. As I reviewed this year’s report, 

I felt urgency. Why are so many organizations still flying blind without 
standardized KPIs or a clear view of what’s working and what’s not?

This year’s Benchmark Study is more than a summary of trends. It’s a 
challenge: To mature the function, to get serious about measurement and 
to speak a common language that earns business credibility. We cannot 
mature what we do not measure. And we cannot gain a seat at the strategy 
table without proof of our impact.

That’s why this Study doubles down on one message: It’s time to start 
tracking what matters. Whether you’re just beginning your employee 
relations journey or refining a mature process, use this Study to calibrate 
your performance across three dimensions: Operational Efficiency, Trust 
& Employee Experience, and Risk & Compliance. You don’t need to do 
everything overnight. Start small—case volume, time to close and issue 
type trends. It’s better to measure a few KPIs accurately than many 
inconsistently—because poor data is just as dangerous as no data at all.

At the same time, the pressure to adopt AI is rising. Your business leaders 
want speed, but in employee relations, we can’t sacrifice integrity for 
automation. Our work is about people—trust, accountability, fairness. 
Responsible AI can and will enhance how we work, but we must still 
be accountable for keeping humans at the center of every process. I 
encourage you to move forward with caution and care, but stay open to 
explore creatively, test responsibly and learn quickly—because the future is 
coming fast, and we can’t afford to be left behind.

As you read this report, ask yourself: What are we tracking? How are we 
learning? Where do we go from here? Let this Benchmark Study be your 
invitation to lead—and your roadmap.

Deb Muller
CEO, HR Acuity® | 888.598.0161 

dmuller@hracuity.com

If we want to build trust and stay ahead of risk, 
we can’t afford to wait.

hracuity.com 03
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Methodology & Terminology

HR Acuity, in partnership with Isurus Market Research, fielded an online survey via email and social 
media targeting employee relations professionals at U.S.-based enterprise organizations with at 
least 1,000 employees. Participants included employee relations leaders from 284 organizations, 
representing 8.7 million employees globally. The data reflects employee relations practices from the 
2024 calendar year. The research was conducted between January 15 and March 7, 2025 and has a 
confidence level of +/- 5.8 percentage points (95% confidence interval). The report highlights yearly 
changes in the results only when there are statistically significant differences.

CHRO 
Chief Human Resources Officer

COE 
Center of Excellence 

EEOC 
Equal Employment Opportunity Commission

ER 
Employee Relations

ERP 
Employee Relations Professional

ER/Q 
Employee Relations Quotient

FTE 
Full-Time Equivalents 

HR 
Human Resources

HRBP/G 
Human Resource Business Partner/Generalist

HRIS 
Human Resource Information System

Acronyms Used in the Study

Employee Relations Professionals
Individuals who are dedicated to managing or 
working on employee relations matters

HR Business Partners/Generalists	
Provides strategic/operational human resources 
support to business or functional areas

Employee Relations Quotient	
An employee-relations specific maturity model 
designed to help organizations measure and 
improve employee relations processes

Terms Used in the Study ER Organizational Models

Centralized
Centralized team of Employee Relations 
Professionals or Center of Excellence (“COE”) 
responsible for managing employee relations 
issues and conducting investigations across the 
organization (Note: This group does not have to 
be geographically centralized)

Mixed
Centralized team for managing some or most of 
the employee relations cases and investigations 
but field resources (HRBPs/Generalists and/
or managers) still manage some employee 
relations issues

Decentralized
Employee relations issues are managed within 
the specific lines of business by HR Business 
Partners/Generalists or Employee Relations 
Professionals; Employee Relations matters are 
not centralized
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Respondent Profile

This year’s Benchmark Study included participation from a 
wide range of industries and titles including CHROs, Heads of 
HR, Vice Presidents, Senior Directors, Senior Managers and 
HRBPs. Notably, 73% of respondents held leadership roles.

Findings include input from 284 organizations 
representing more than 8.7 million employees globally, 
including 125 of the Fortune 100 and 500 companies.

By size (global employees)

1,000-3,499 employees

3,500-9,999 employees

10,000-19,999 employees

20,000+ employees

21%

29%
15%

35%

By revenue

$100 million or less

$101-$999 million

$1-$5 billion

$5.1-$10 billion

More than $10 billion

7%

19%

32%

32%

10%

By industry

Financial Services/Insurance

Technology

Healthcare/Hospitals

Manufacturing, Distribution

Pharma/Medical Devices

Government, Public Sector

Other

16%
34%

16%

15%
7%6%

6%

By Fortune list

Fortune 100

Fortune 500

Fortune 1000

Global 500

6%

38%

60%

11%
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Employee relations has evolved beyond issue resolution—it’s becoming a 
strategic driver of efficiency, trust and safer workplaces. To unlock its full 
potential, organizations must adopt and track standardized, business-
aligned KPIs across three critical categories: Operational Efficiency, 
Trust & Employee Experience, and Risk & Compliance. These metrics 
provide a universal language to measure performance, uncover trends and 
identify gaps, offering real-time insights that connect employee behavior, 
performance management and organizational outcomes. By leveraging 
actionable data, ER teams can move from reactive to proactive, addressing 
cultural concerns, mitigating risk and demonstrating the strategic value of 
employee relations to build trust and transparency.

These KPIs serve as the foundation for understanding how well 
organizations are fostering trust, minimizing risk and delivering ROI. 
Without these performance metrics, employee relations remains reactive 
and misses the opportunity to mitigate risks, address cultural concerns and 
demonstrate strategic value to the business.  

Use this Benchmark Study as your guide to know what’s imperative to track, 
where your organization stands and how to begin capturing and using 
data effectively. Whether your organization relies on ER case management 
technology or simple spreadsheets, the goal is the same: To create a 
data-driven approach that not only addresses today’s challenges but also 
positions your organization to thrive in the future.

Established Norms
The Employee Relations Benchmark Study monitors both emerging and 
established norms, offering valuable insights into enduring employee 
relations practices. Introduced in 2023, these standardized norms are 
rooted in consistent data patterns and trends observed over the past 
nine years, reflecting the growing maturity of the employee relations 
function. Organizations can rely on these norms as a trusted foundation 
to guide the development and refinement of their ER strategies. 

Throughout this report, a gold star icon       indicates to readers when a 
norm is linked to a specific section, data point or KPI. As the employee 
relations landscape evolves, the study will continue to revisit and 
update these practices to ensure relevance and impact.

Centralized/Mixed Organizational 
Model

•	 Used by 94% of organizations

•	 Centralized ER or shared services 
group with additional field resources

Additional Responsibilities

•	 Employee relations 
analytics

•	 Proactive employee 
relations training

•	 Policy oversight/
governance

•	 Policy development or 
benchmarking

4 Core Metrics Tracked

•	 Issue type

•	 Issue by location

•	 Issues by department/
function

•	 Issue disposition

Resource Allocation

•	 Employee Relations Professionals – 
0.6

•	 HRBPs/Generalists – 2.5

•	 In-House Lawyers – 0.2

7 Core ER Case Types

•	 Policy violations

•	 Behavioral issues

•	 Harassment (sexual and non-sexual)

•	 Retaliation

•	 Discrimination

•	 Performance

•	 Time and attendance

Established Norms and Essential 
KPIs for Employee Relations

hracuity.com

Measuring What Matters in Employee Relations
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The 10 Essential KPIs
New in 2024, HR Acuity established a recommended list of employee 
relations KPIs for organizations to track and monitor regularly. 
Tailoring these KPIs to your organization’s requirements and data 
maturity enables benchmarking of employee relations performance 
across functions, regions, investigators and issue categories. These 
KPIs ensure accountability, repeatability and visibility into employee 
relations processes and help shape the future of the function. For 
more information, refer to the 10	Employee	Relations	KPIs overview.

Performance Management Impact
•	 Calculates performance-related severance costs per employee 

•	 Evaluates the impact and efficiency of performance 
management strategies

Legal Cost per Employee
•	 Tracks the per employee cost of the total external legal and 

settlement costs related to employment issues

•	 Demonstrates the financial impact of effective ER practices 

eNPS (Employee Net Promoter Score) for ER
•	 Gauges employees’ future willingness to report issues based on 

past experiences, reflecting trust and issue resolution effectiveness

•	 Used to identify unresolved concerns, refine investigation 
processes and inform strategies to support, re-engage and retain 
talent

EEOC Cases per 1,000 Employees (pg. 15)
•	 External trust barometer that reveals trust gaps, 

process breakdowns and financial risk exposure

Issue-to-Case Ratio (pg. 17)
•	 Tracks case complexity to expose emerging trends in 

employee concerns and investigator workloads

Case Disposition (Substantiation Rate) (pg. 29)
•	 The percentage of issues having merit (substantiated) to 

assess reporting quality and investigative outcomes

•	 Highlights necessary process improvements to address 
employee concerns more effectively

Case Volume per 1,000 Employees by Category (pg. 15)
•	 Normalizes case activity for identifying trends, hotspots 

and benchmarking

Employee Relations Staffing Ratio (pg. 21)
•	 Measures resource allocations based on company size to 

align employee relations capacity with organizational growth

Hotline Issues per 1,000 Employees (pg. 19)
•	 Monitors volume of issues reported through a hotline

•	 Assesses effectiveness of channels for raising concerns

Named vs. Anonymous Reports (pg. 19)
•	 Offers insights into employee trust and psychological 

safety in the workplace

KPI

Note: This icon indicates the KPIs tracked in the Ninth Annual 
Employee Relations Benchmark Study. 

https://2930928.fs1.hubspotusercontent-na1.net/hubfs/2930928/HRA_KPIOnePager_01212025.pdf?utm_campaign=13927762-2025%209BM%20-%20Benchmark%20Study&utm_source=9BM%20Report
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Key Findings

•	 Many organizations (68%) fail to track the number of issues per 
case, creating a blind spot in understanding case complexity and 
the effectiveness of employee relations and investigations processes. 
On average, cases involved 1.4 distinct issues, which suggests that 
organizations may be underestimating the actual complexity. Complex 
cases often require more time, resources and expertise. To truly 
understand complexity, as well as to facilitate planning and appropriate 
allocation of resources, case management systems must be configurable 
to capture multiple issues per case.

•	 Only half of organizations track substantiation rates and just 30% 
track substantiation rates by issue type, which are essential to identify 
trends and patterns, assess the consistency and fairness of investigations 
and shed light on systemic cultural issues that may impact outcomes. 
Organizations can use case disposition insights to implement targeted 
interventions to prevent recurring problems, direct resources where they 
are most needed and foster trust and accountability to create a healthier 
workplace culture.

•	 Nearly half lack substantiation data for the most serious issues–
including retaliation, harassment and discrimination, leaving their 
organizations exposed to risk. Given that harassment and discrimination 
cases are at an all-time high, and retaliation claims are the most common 
issue type brought to the EEOC, monitoring case disposition by issue 
type is essential to mitigate risk, analyze compliance trends and identify 
areas for improving processes and outcomes.

Organizations are falling short in tracking 
critical Employee Relations KPIs needed to drive 
strategic decisions across the organization. 

•	 Most organizations (79%) track whether issues are reported 
anonymously or by name, but only one-third track the volume of 
each type of report. The gap limits understanding of the effectiveness of 
reporting channels, employees’ trust in the process and trends related to 
anonymity. Tracking and analyzing these metrics is essential to building 
trust and creating a culture of accountability.

“We have taken higher-risk situations 
and turned them into early settlement, 
saving us more than 20% in litigation 
and settlement costs.”
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“AI tools must go through an AI 
governance committee for approval 
before we pilot use cases or incorporate 
AI into our business practices.”

Key Findings

•	 In 2024, the volume for discrimination, harassment and retaliation 
claims reached 14.7 issues per 1,000 employees. This volume is 
predicted to rise further in 2025 and beyond due to ongoing regulatory 
changes. It signals the importance of identifying trends or spikes in 
specific issue categories and comparing data across teams and locations 
to address and prevent future issues and improve outcomes.

•	 Nearly all organizations (88%) agree that investigators follow the required 
or suggested practices for conducting investigations. Yet, use of required 
investigation processes remained steady by 57% of organizations, 
leaving more than 2 in 5 exposed to risk with lax processes that put 
consistency, thoroughness and fairness at stake. 

•	 Organizations that use structured investigation processes are more 
likely to track substantiation rates, integrate employee relations data 
with other employee data and use data to identify areas for process 
improvements and targeted initiatives. Embedding consistency and 
accountability into the investigation process reveals the downstream 
effects and broader impacts of process compliance. This approach 
helps establish a strategic function and strengthens workplace culture, 
ultimately benefitting the organization.

•	 On average, investigations conducted with a required process took 
2-7 days longer to close than those conducted using a suggested 
process. This may be because a required process ensures a complete, 
airtight, defensible investigation, whereas a suggested process is more 
vulnerable to cutting corners, despite an investigator’s best intentions.

•	 Nearly half (44%) of organizations characterized their adoption of 
AI as non-existent, while one-third of organizations are proceeding with 
caution. They are exploring capabilities, evaluating appropriate uses and 
piloting select projects to enhance ER processes.

•	 Organizations that use structured investigations processes are more 
mature in their use of AI and two times more likely to incorporate AI for 
use in ER and investigations.

Surging allegations of misconduct and retaliation 
call for structured investigations to protect 
organizations against legal vulnerabilities, ensure 
fairness and prevent future issues.

AI remains in the earliest stages of adoption for 
employee relations despite eagerness to ramp up 
productivity.



10 hracuity.com

Issue Trends | Issue Volume by Case Type
Far fewer organizations reported increased issue volumes across many categories. Accommodation requests topped the list with the most significant growth. 
The volume of mental health issues continued to rise maintaining the uptrend started in 2022, though at a slower rate. Notable data gaps continue to exist 
for eight issue types, with at least one in five organizations reporting they “don’t know” how issue volume is trending. Lack of insight into issue volume trends 
causes employee relations to be reactive rather than proactive and prevents a comprehensive understanding of overall workplace health.

Established Norms for: 7 Core Employee Relations Case Types and 4 Core Metrics Tracked (see page 6)

Significant decrease        Some decrease        About the same        Don’t know        Some increase        Significant increase

Accommodation requests

Job performance

Mental health issues

Unprofessional conduct/policy violations

Retaliation

Workplace bullying

Discrimination

Non-sexual harassment allegations

Social media issues

Sexual harassment allegations

EEOC charges

Theft/fraud

Wage and hour disputes

Substance abuse

Union-related activity

Threat assessments

Workplace violence

Abuse of remote work

4%3 5% 36%39% 12%

24% 27%10% 45% 12%

33 25%7% 48% 13%

6% 30% 37% 13%12%

4% 327%7% 48% 12%

3 5%6% 21%53% 12%

25% 6%6% 51% 11%

3 5%8% 24%51% 10%

33 10% 54% 12% 18%

36% 7% 54% 13%18%

5%25%10% 44% 16%

4% 311% 20%47% 16%

4% 35% 21%53% 15%

2 323%6% 49% 17%

4% 39% 46% 19% 19%

5%2 21% 32% 21%20% +7

2 5% 26% 34% 15%18% -8

5% 39% 9% 35% 12%-6

Change from 2023

Issue volume by case type
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Issue Volume Attribution

Aligned with the overall drop in case volumes, 
organizations noted decreases in several factors 
driving issue volume. Mental health remained 
the top driver for the third year in a row but 
growth continues to decline.

Unsurprisingly, the political environment 
caused a surge in issue volumes in the 2024 
election year. One-third of organizations 
also cited increased volume in generational 
workforce issues, a new category in 2024.

Fewer organizations attribute increased 
issue volume to mental health

2024

2022 79%

64%

Mental health challenges 
remain the leading driver of 
issues, but growth is slowing.

Increased volume

Mental health issues

33% 35%

FORTUNE 100 GLOBAL 500
Participants Participants

To what would you attribute any increase in employee-related 
events/issues over the course of 2024?

*New category added in 2024.

Increased mental health 
challenges

Return-to-office policies, 
transition to hybrid

*Generational differences, multi-
generational workforce

Increased activism in the 
workplace

Broader use/availability of 
technology

Increased awareness of 
regulations

Increased awareness of 
perceived rights

Societal crises, issues 
or movements

Increased business 
expectations

Organizational changes

The political environment

The economy

Other reasons

57%

43%

30%

15%

9%

64%

41%

40%

39%

15%

15%

30%

54%

-6

+19

-13

-11

-11

-16

-11

-9

Change from 2023
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Issue Volume

Issue category 2021 2022 2023 2024

Performance issues (performance counseling, coaching 
with manager or documentation, performance plan, 
performance rebuttal, etc.)

32.7 40.1 43.6 39.4

Policy violations (potential or actual violations or infractions 
of company policies, including code of conduct, conflict of 
interest, social media use, theft, fraud, substance abuse, etc.)

30.2 35.9 48.3 38.2

Behavioral issues (issues or allegations related to 
unprofessional conduct, inappropriate behavior, bullying, 
insubordination, worker conflict, etc.)

16.2 22.4 30.7 22.4

Discrimination, harassment or retaliation allegations 6.4 8.1 11.9 14.7

EEOC/federal/state/local agency charges 1.3 1.8 5.5 1.7

Total number of ER cases in the U.S.

2021

131.6

2022

152.2

2023

143.1

2024

124.6

Average number of discrimination, 
harassment and retaliation allegations

(per 1,000 employees)

20242021 2022 2023

11.9
14.7

6.4
8.1

KPI Case Volume per 1,000 Employees by Category 

KPI EEOC Cases per 1,000 Employees

Case volumes decreased in 2024 across four of the five major issue 
categories. However, discrimination, harassment or retaliation case 
volumes, which soared in 2023, continued to climb in 2024, reaching an 
all-time high in Benchmark history. After a spike last year, policy violations 
returned to a more typical level in 2024. Total case volume also dropped 
again in 2024, likely due to the growing complexity of cases, where a single 
case may consist of multiple issues, such as a performance case that also 
includes a behavioral issue.

Despite declining case volumes, discrimination, 
harassment and retaliation claims hit record highs.

Established Norms for: 7 Core Employee Relations Case Types and 4 Core Metrics Tracked: Issue Type (see page 6)

Issues per 1,000 
employees

Case volume

FORTUNE 100
Participants

79.4

(average number per 1,000 employees)



hracuity.com 13

Issue category 2024 
Overall

1,000-
3,499 

U.S. EEs

3,500-
9,999 

U.S. EEs

10,000-
19,999 

U.S. EEs

20,000+ 
U.S. EEs

Performance issues (performance 
counseling, coaching with manager 
or documentation, performance plan, 
performance rebuttal, etc.)

39.4 44.8 41.6 42.5 26.8

Policy violations (potential or actual 
violations or infractions of company 
policies, including code of conduct, 
conflict of interest, social media use, 
theft, fraud, substance abuse, etc.)

38.2 27.3 57.2 31.0 32.9

Behavioral issues (issues or allegations 
related to unprofessional conduct, 
inappropriate behavior, bullying, 
insubordination, worker conflict, etc.)

22.4 20.7 20.3 28.0 22.7

Discrimination, harassment or 
retaliation allegations 14.7 20.0 12.0 17.8 9.3

EEOC/federal/state/local agency 
charges 1.7 2.1 1.4 1.7 1.5

Issue Volume by Organizational Size

A look at issue volumes by category and by company size reveals some significant differences. The largest organizations reported the lowest volumes, 
likely benefiting from investments and economies of scale. Small organizations generally also experienced lower than average volumes. However, mid-
sized organizations faced the greatest challenges: Organizations with 3,500-9,999 employees saw the greatest volume of issues per 1,000 employees 
with particularly high volumes of performance issues and policy violations, while those with 10,000-19,999 employees grappled with elevated numbers of 
performance, behavioral issues and discrimination, harassment or retaliation.

Average number of ER cases 
in the U.S. by organization size	
(per 1,000 employees)

1,000-3,499 
employees

3,500-9,999 
employees

10,000-19,999 
employees

20,000+ 
employees

2024 overall 
124.6

88.3

129.6

156.7

138

KPI Case Volume per 1,000 Employees by Category 

KPI EEOC Cases per 1,000 Employees

Established Norms for: 7 Core Employee Relations Case Types and 4 Core Metrics Tracked: Issue Type (see page 6)

Issue volume by size of organization (average number per 1,000 employees)
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Issue Volume by Category

To provide more comprehensive data on issue volume metrics in 2024, the Benchmark Study collected data on 12 issue categories. Surprisingly, the majority 
of organizations did not track issues per case. Without this data, organizations cannot adequately plan for the resources, time and thoroughness needed to 
appropriately handle employee issues and conduct effective investigations. 

KPI Case Volume per 1,000 Employees by Category 

KPI EEOC Cases per 1,000 Employees

Limited insight into issue volume hinders proactive employee relations.

Average number of issues by category (per 1,000 employees)

Performance issues

Policy violations

Time and attendance

Leave management

Accommodations

Behavioral issues

Non-sexual harassment allegations

Discrimination

Wage and hours

Retaliation

Sexual harassment allegations

EEOC or other federal/state/local agency charges

2.7

1.7

39.4

38.2

31.8

30.2

26.2

22.4

5.2

5.2

4.2

3.8

Relates to Established Norms for: 7 Core Employee Relations Case Types and 4 Core Metrics Tracked: Issue Type (see page 6)
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Data Needed: Number of Cases, Issue Types, Issues by Function/
Department, Issues by Location

Formula: CVE = (# of Cases in Category ÷ Total Employees) x 1,000

Normalizes case activity for identifying trends, hotspots and benchmarking.  

This KPI provides real-time insights to assess efficiency, identify risks 
and opportunities, predict behaviors and improve operations. 

This KPI highlights external risks, identifies weaknesses in internal 
processes or areas where employee trust is low. It may apply to other 
state agency filings or external claims. 

Case Volume per 1,000 Employees 
(CVE) by Category

KPI

Data Needed: Number of EEOC Cases, Total Employees 

Formula: (Number of EEOC Cases ÷ Total Employees) x 1,000

External barometer that reveals trust gaps, process breakdowns and 
financial risk exposure.

EEOC Cases per 1,000 EmployeesKPI

Key Considerations:
•	 Where are internal processes failing to address employee concerns 

effectively? 

•	 How are agency claims trending? Are there specific teams, locations 
or departments with higher external claims? 

•	 What is driving employees to bypass internal channels and escalate 
issues externally?

•	 How do our numbers compare to the rest of our industry? 

Why it Matters:
Visibility into cases brought before the EEOC and other agencies 
serves as an early warning system. It can help mitigate trust issues, 
improve workplace culture and reduce financial and reputational risks. 

Turn Insights into Action: 
•	 Analyze claims by type, location or department to identify patterns 

and root causes. 

•	 Compare internal case data with external filings to pinpoint trust or 
process gaps. 

•	 Collaborate with HRBPs to rebuild trust in the process and foster a 
safe, speak-up culture.  

•	 Strengthen internal processes to resolve issues before they escalate. 

•	 Monitor trends to proactively mitigate risks and financial exposure. 

Key Considerations:
•	 What issues or processes pose the greatest risk? 

•	 What’s driving issue trends or spikes? 

•	 How should data be analyzed–by location, by department, by 
business unit, by issue category, etc.? 

•	 How does our issue volume compare to similar organizations?

•	 Does our organizational structure support ER effectively? 

Why it Matters:
Normalized case volume data provides clarity and context to surface 
hidden risks, enable precise actions, inform decisions and measure 
impact.

Turn Insights into Action: 
•	 Compare performance and case data across teams, locations and 

functions to identify hotspots. 

•	 Drill into regions or issue types to uncover root causes such as 
leadership changes, policy shifts, workplace culture issues, etc.  

•	 Partner with HRBPs to contextualize data and develop actionable 
strategies. 

•	 Address spikes/trends proactively to prevent escalation.
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For the first time in 2024, the Benchmark Study provides insights on case volume relative to issue volume, as well as on case complexity. The data reveals 
that while the overall issue-to-case ratio is 1.4 issues per case, the majority of cases in organizations that track this metric involve only a single issue. As more 
than two-thirds of respondents indicated they do not track the number of issues per case, this data is directional in nature and likely underestimates case 
complexity. As case complexity is one of the most important KPIs for employee relations to analyze, the Benchmark Study will continue to monitor issue 
volumes by category and the issue-to-case ratio to see how they trend in the future.

Issue-to-Case Ratio and Case Complexity

New insights highlight hidden layers in case data.

KPI Issue-to-Case Ratio

Total cases and total issues managed in 2024

Cases

Issues

124.6

170.6

Avg. of 1.4 
issues per 

case

Case complexity, number of issues per case

21%

1%

70%

1 issue 2-3 issues 4-5 issues 5+ issues

4%

Does your organization track the 
number of issues per case?

No

Yes

68%

32%

Tracking issues by 
ER model

Centralized Mixed

34% 30%

ER tech No ER tech

36%
26%

Tech used for 
tracking issues

Established Norm for: Additional Responsibilities: Employee Relations Analytics (see page 6)
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This KPI illustrates the growing complexity of workplace concerns and provides a clear picture of the employee relations 
team’s true workload. It helps leaders secure adequate resources to ensure issues can be handled efficiently and effectively.

KPI

Issue-to-Case Ratio (ICR)
Tracks case complexity to expose emerging trends in 
employee concerns and investigator workloads.

Data Needed: 
Total Number of Issues, Total Number of Cases

Formula: 
ICR = Number of Issues Raised ÷ Number of Formal Cases Opened

Key Considerations:
•	 Are specific types of cases driving higher complexity (e.g., 

a performance issue coupled with a harassment claim or a 
retaliation claim tied to a policy violation)? 

•	 How does our case complexity compare to benchmarks of 
other organizations? 

•	 Are we allocating sufficient resources to manage increasingly 
layered cases? 

•	 How can we improve case assignment methods to prevent 
burnout?

Turn Insights into Action:
•	 Lean into the data to identify hotspots, recurring issues, 

policy gaps and similarities in cases with multiple issues. 

•	 Evaluate investigator workloads, compare ratios to external 
benchmarks and assess how complexity impacts resources 
to justify for additional staffing or technology to support the 
function. 

•	 Monitor changes over time to identify root causes of 
increasing complexity, set clear goals and measure progress.

Why it Matters:
Case complexity is a strategic metric that helps justify resource needs, manage expectations and demonstrate that all cases are not 
created equal. It also provides insights into time to resolve and close cases.
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Issue Reporting | Methods and Tools
KPI Hotline Issues per 1,000 Employees

KPI Named vs. Anonymous Reports

Nearly all organizations offer tools for anonymous reporting and track whether issues are reported this way. Yet, over half lack data on the volume of 
anonymous versus named reports. For those who tracked this metric, three of every four issues were reported by name.

Gaps in issue reporting data are a missed opportunity to assess workplace culture.

Does your organization use a tool for employees 
to anonymously report issues or concerns?

93% 7%

Yes No

79%

of organizations track 
whether issues are 
reported anonymously

44%

of organizations 
track anonymous vs. 
named issue volumes

Percent of issues reported anonymously vs. by name

76%

23%Anonymous 
reports

Named 
reports

What technology platform do employees use to report 
issues or concerns (anonymously or by name?)*

Navex/EthicsPoint

Convercent/OneTrust

Speakfully by HR Acuity

Syntrio

Case IQ

50%

10%

7%

3%

2%

*1% or fewer respondents reported using AllVoices, Compliance 360, 
Ethico, ServiceNow, Whistleblower Security, Workday Help or other tools
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Key Considerations:
•	 How do we ensure employees are aware of and comfortable using 

the hotline to report concerns? 

•	 What types of issues are being reported, and are there gaps in the 
reporting or tracking process? 

•	 Are reporting tools accessible, inclusive and designed to encourage 
employees to report concerns?

•	 Can employees report concerns anonymously?

Key Considerations:
•	 How comfortable do employees feel giving their name when 

reporting a concern? 

•	 Are there specific locations or teams with unusually high or low 
anonymous reporting rates, and if so, what are the root causes? 

•	 What measures are in place to address fear of retaliation and build 
trust? 

Data Needed: Total Hotline Reports, Total Employees 

Formula: HIE = (Total Hotline Reports ÷ Total Employees) x 1,000

Monitors volume of issues reported through a hotline and assesses 
the channel’s effectiveness for raising concerns.

Hotline Issues per 1,000 Employees (HIE)KPI

Data Needed: Total Hotline Reports, Total Named Reports 

Formula: NVAR = (Total Named Reports ÷ Total Hotline Reports) x 100

Provides insights into psychological safety, workplace culture and 
employee experience.

Named vs. Anonymous Reports (NVAR)

Why it Matters:
Tracking hotline usage reveals whether employees feel safe raising 
concerns and highlights process gaps. A trusted, accessible reporting 
system fosters early intervention, protects employees and strengthens 
organizational culture and reputation.

Why it Matters:
Tracking usage and anonymity reveals a much clearer picture of what’s 
happening within the organization. Silence isn’t always a sign of peace 
and positivity—it’s often a warning sign. By recognizing signals in 
the data, organizations can foster a culture of trust, transparency and 
proactive risk management to create a better employee experience. 

Turn Insights into Action: 
•	 Analyze hotline data to identify underutilization by certain regions, 

departments or populations and address potential barriers. 

•	 Refine intake processes to ensure they accommodate both major 
and minor concerns. 

•	 Enhance people leader and employee relations trainings to stress 
consistency, timely response and escalation practices.

•	 Improve communication to boost awareness of reporting options 
and trust in the process. 

•	 Adopt tools that enable ongoing communication with employees 
throughout the process until reported issues are resolved.

Turn Insights into Action: 
•	 Monitor shifts in anonymous vs. named reports to identify potential 

trust or safety issues. 

•	 Investigate spikes in anonymous reports or quiet periods to uncover 
underlying concerns. 

•	 Use insights to enhance psychological safety through leadership 
training and transparent communication.

•	 Address cultural or systemic issues that may deter employees from 
sharing their name when they report concerns.

KPI
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Organizational Resources | Staffing Resources

Does your team handle performance issues?

Staffing ratios by number of employees (FTE per 1,000 employees - median)

79%

21%

All companies 1,000-3,499 
employees

3,500-3,999 
employees

10,000-19,999 
employees

20,000+ 
employees

Manage employee relations issues but do not 
conduct investigations

0.00 0.00 0.00 0.12 0.11

Only conduct workplace investigations i.e., do 
not handle general ER matters

0.00 0.00 0.00 0.10 0.11

Manage both employee relations issues and 
conduct investigations

0.65 1.16 0.62 0.54 0.40

Total team size 1.13 2.00 1.27 0.98 0.67

KPI Employee Relations Staffing Ratio

The standardized norms for employee relations, established in 2023 based on more than six years of 
consistent data, include staffing resources and core responsibilities that routinely comprise the scope 
of employee relations. To determine benchmarks based on organizational size, the data is normalized 
and reported as a norm for resource allocation. As performance issues reached an all-time high in 
2023, the Study revisited this category to assess a change in scope.

The findings showed no change to the scope norm. To better understand the impact of resources 
assigned to manage employee relations and investigations, this year’s participants were asked to 
provide data on team size. The findings mirrored the resource allocation norm, illustrating economies 
of scale. Larger organizations rely on fewer resources than smaller organizations to manage the 
function and are more likely to separate out employee relations roles.

Resource norms hold steady despite rising performance issues 
and team structure.

Established Norms for: Resource Allocation and Organizational Model (see page 6)

No

Yes
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KPI

Employee Relations Staffing Ratio (ERSR)
Measures resource allocations based on company size to align 
employee relations capacity with organizational growth.

Data Needed: 
Number of FTE ER Professionals, Total Employees

Formula: ERSR = (Number of FTE ER Professionals 
÷ Total Employees) x 1,000

Key Considerations:
•	 Do we have sufficient employee relations coverage to support 

our workforce effectively? 

•	 How do our staffing ratios and case volume compare to 
benchmarks for organizations of similar size in our industry? 

•	 How can we enhance our organizational structure to allow us 
to better optimize our employee relations resources?  

Turn Insights into Action:
•	 Benchmark against the established norm for the median 

staffing ratio to identify gaps and justify headcount requests 
to better meet the team’s needs. 

•	 Monitor changes in the ratio as the organization grows to 
ensure continued alignment with workforce needs and issues. 

•	 Examine staffing ratios in relation to case volume to identify 
inefficiencies and adjust staffing roles to scale effectively and 
handle issues in a timely manner. 

Why it Matters:
As your company grows, so do risks and the number of workplace issues. The Employee Relations Staffing Ratio is a reliable metric 
for proactive planning, ensuring resources align with needs to manage issues effectively and protect your organization’s reputation. 
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Managing Cases | Case Assignment

While case assignment by line of business (LOB) has been the leading 
approach since 2018, it is only used by about one-third of organizations. 
This method enables employee relations professionals to apply their 
expertise in the business’s unique culture, processes and needs, driving 
efficiency and tailored solutions. However, it’s not without challenges. Line 
of business-based assignments can create workload imbalances across the 
employee relations team and may raise concerns about neutrality. 

Interestingly, other case assignment methods have shifted in rankings over 
the years. This year’s findings showed an upward shift in the number of 
organizations using a combination of factors rather than relying on a single 
primary method to assign cases. Organizations using a centralized model 
were more likely to assign cases by line of business (LOB) than those using 
a mixed model. These trends highlight the evolving strategies organizations 
are adopting to balance expertise, fairness and operational efficiency.

By line of business

Centralized Mixed

33%
26%

Centralized Mixed

4%

13%

By subject matter

Primary method for assigning cases on the employee relations team

Line of 
business

First in, 
first out

Use multiple 
factors

Geography Complexity Subject 
matter

Auto 
assigned

Case type

32%

15% 14%
12%

8% 8%
6% 2% +8

Change from 2023
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Time to Close

Based on feedback from participants, we revised the approach to measure time to close in number of days rather than weeks, to provide more precise and 
granular data by case type. Understanding both the average time to close and the typical range in time to close can help organizations see whether they 
fall within the typical range, even if they are above or below average. This benchmark equips teams to allocate resources effectively and identify process 
improvements to drive efficient case management and support timely issue resolution.

Average number of days cases are open

Time and attendance

Wage and hours

Policy violations

Accommodations

Leave management

Behavioral issues

Non-sexual harassment

Sexual harassment

Retaliation

Performance

Discrimination

Response to EEOC or other agency

6 16 30

8 19 30

9 22 33

10 23 33

10 23 34

11 24 35

11 25 36

12 26 42

10 27 45

13 28 44

14 33 55

14 185

Lower quartile Upper quartileAverage
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Time to Close (continued)

For most case types, the time to close is 
longer when a standardized, required process 
is followed to conduct investigations. This is 
unsurprising, as required processes are more 
thorough than suggested processes and more 
likely to result in complete and consistent 
investigations. 

The only exception was for EEOC charges. For 
these claims, required investigation processes 
are more efficient, likely because they include 
all of the necessary steps to ensure that 
investigations for EEOC cases are thorough, 
consistent and fair. Suggested processes are 
often left to the discretion of investigators and 
may not be followed consistently, resulting in 
investigations that are less than airtight, fair or 
compliant, leaving organizations exposed to 
legal and brand risk.

Average number of days cases are open by investigation process

35

Time and attendance

Wage and hours

Policy violations

Accommodations

Leave management

Behavioral issues

Sexual harassment

Non-sexual harassment

Performance

Retaliation

Discrimination

Response to EEOC or other agency

14
14

15
16

22
23

17
20

21
25

23
26

20
27

26
28

21
28

24
30

32
35

20
25

Suggested process          Required process

Thorough investigations take 
time, but reduce risk.
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Investigation Processes

In 2024, the use of required investigation processes remained steady, likely driven by the EEOC’s guidance and commitment to enforce timely responses, 
appropriate actions and dedicated efforts to prevent harassment. Adoption was highest among Fortune 100 and Global 500 companies where the potential 
for brand-damaging risk is high and ER functions are typically more mature. Organizations who have taken the ER/Q Maturity Model assessment were also 
more likely to use a required investigation process, indicating that they recognize the impact the process has on employee relations outcomes. However, many 
organizations still lack robust processes, which present challenges in ensuring thorough, consistent, compliant investigations and expose organizations to 
increased risk.

Lax investigation processes leave organizations vulnerable.

Method that best describes how investigations 
are conducted within organizations in the U.S.

57% 38% 4%

Required, structured process

Suggested process

No specific guidelines or processes

Use of a required process for conducting investigations

59%

2019

44%

2020

43%

2021

45%

2022

58%

2023 2024

57%

Use required process

With ER/Q 
score

No ER/Q 
score

62%

55%

72% 68%

Use required process

Investigations

FORTUNE 100 GLOBAL 500
Participants Participants
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Organizations have strong confidence that workplace investigation practices are followed. High confidence correlates with use of a required (not suggested) 
investigation process, a centralized ER model and employee relations technology to manage employee relations investigations.

Confidence in Investigations Processes

“I feel confident that our workplace investigators consistently follow 
the suggested or required process for conducting investigations”

Agree DisagreeNeither agree nor disagree

88% 6% 6%

Confidence in investigation consistency based on process, model and tech

Required process

Suggested process

Centralized model

Mixed model

Use of ER tech

No ER tech

Investigation 
Process

50%

31%

Organizational 
Model

51%

27%

Employee Relations 
Technology

45%

33%

Established Norm for: Organizational Model (see page 6)
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Substantiation Rates

The 2024 findings showed that just half of organizations track overall 
substantiation rates. Tracking case disposition by issue type is even less 
common, as just one in three of these organizations tracks disposition by 
case type and still fewer have access to substantiation data for all issue 
categories. This critical gap limits visibility into outcomes and hotspots.

It also compromises the ability to see trends, identify needs and 
recommended actions to improve employee experience, build employee 
trust and confidence in the process and prevent future issues. 

Organizations that use technology designed for the unique needs of ER 
are more likely to have access to substantiation data. Fortune 100 and 
Global 500 companies track case disposition at higher rates than most 
organizations, perhaps to stay ahead of potential brand risks.

KPI Case Disposition (Substantiation Rate)

Availability of substantiation data

Retaliation

Behavioral issues

Non-sexual harassment allegations

Sexual harassment allegations

Policy violations

Discrimination

53%

53%

54%

55%

56%

60%

Lack of substantiation data impacts the ability 
to foster employee trust.

Established Norms for: 7 Core Employee Relations Case Types and 4 Core Metrics Tracked: Issue Type and Issue Disposition (see page 6)

Does your organization track substantiation by issue type?

No

Yes
30%

70%

51%

of organizations track 
overall substantiation rates

43%

of issues were substantiated based 
on legal definitions, policy violations 
or another finding	(on average)

72% 68%

Track substantiation

Substantiation

FORTUNE 100 GLOBAL 500
Participants Participants

61% 63%

58%
40%

ER tech No ER tech

Access to 
substantiation data
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Substantiation by Issue Type

This year’s results regarding case disposition rates for major issue 
types mirror the Eighth Benchmark Study data with a large portion of 
unsubstantiated issues across all categories. However, even if an issue was 
not substantiated, actions may have been taken following the investigation. 
For example, organizations often recommend follow-up actions such as 
training to address concerns and prevent future issues.

While the low rate of substantiated retaliation claims is also consistent with 
prior Studies, it is concerning. Retaliation claims often follow discrimination 
claims and are the most common claims brought before the EEOC. They 
are also more likely to be found unlawful, even if the original allegation had 
no merit. It is critical that retaliation claims are thoroughly explored even if 
introduced late in the process.

KPI Case Disposition (Substantiation Rate)

Case disposition requires deeper scrutiny to mitigate risk.

Established Norms for: 7 Core Employee Relations Case Types, 4 Core Metrics Tracked: Issue Type and Issue Disposition (see page 6)

Change from 2023

Substantiated based on legal definitions and/or organization’s policies

Substantiated with another finding* Unsubstantiated

*Totals may exceed 100% as issues can be substantiated with multiple findings.

Substantiation rates by issue type*

Retaliation

Discrimination

Behavioral issues

Non-sexual harassment allegations

Policy violations

Sexual harassment allegations

15% 9% 75%

16% 11% 74%

44% 43%18%

26% 20% 56%

52% 16% 36%

48% 20% 45%+7

+8

+6
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KPI

Case Disposition (Substantiation Rate)
Tracks the percentage of cases with validated concerns 
(substantiated), revealing reporting quality, investigation 
effectiveness and potential biases within in the organization. 

Data Needed: 
Total Number of Cases, Case Disposition (Substantiated, 
Unsubstantiated or Substantiated with Another Finding)

Formula: 
CD = (Number of Substantiated Cases ÷ Total Closed Cases) x 100

Key Considerations:
•	 Are standard investigation protocols required and 

consistently followed? 

•	 How are substantiated, unsubstantiated or mixed findings 
defined, documented and tracked? 

•	 Are substantiation rates unusually high/low for certain issue 
types, business areas or demographics? 

•	 What policy needs or training gaps exist? 

•	 How do we ensure reporting and investigation processes are 
unbiased? 

•	 What post-investigations steps are in place to ensure issues 
are actually resolved?

Turn Insights into Action:
•	 Analyze substantiation rates by issue type, tenure, business 

line, demographics and turnover to identify patterns or 
potential bias. 

•	 Use insights to refine training programs, clarify policies and 
improve investigation practices. 

•	 Establish an aftercare program to monitor ongoing 
issues following investigations and ensure employees feel 
supported.

•	 Pinpoint potential biases and implement measures to mitigate 
them. 

Why it Matters:
Tracking case disposition provides insights to enhance reporting and investigation processes, uncover risks and build trust. It not 
only addresses current issues but also helps organizations anticipate and mitigate future risks and foster transparency and fairness. 
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Employee Relations Tracking

Purpose-built technology for managing employee issues and investigations 
continues to dominate as the primary tracking method for employee 
relations, reflecting its ability to address the unique complexities of 
employee relations. A related and encouraging trend shows more 
organizations moving away from spreadsheets and generic databases 
in favor of purpose-built solutions. However, ticketing systems are still 
surprisingly common in many large organizations, including Fortune 100 
and Global 500 companies.

This may be due to lingering misconceptions that single-platform 
standardization can adequately meet HR needs or to HR’s limited control 
of the employee relations tech stack. Effective employee relations requires 
an investment in solutions specifically designed to proactively manage 
employee issues and investigations to drive strategic business decisions, 
mitigate risk and better protect both the organization and its employees. 

52%
of organization’s investigation 
teams are likely to adopt an 
employee relations solution 
in the next year

How does your organization primarily track ER issues and investigations?

ER 
technology 

platform

HRISSpreadsheets 
or generic 
database

Other 
method 

or system

No 
system 
used

Ticketing 
system

58%

13%
16%

5% 5%4%-6

Change from 2023

72%

Use ticketing system

Technology

FORTUNE 100 GLOBAL 500
Participants Participants

68%
45% 49%

Use ticketing 
system for ER

25%

Orgs with 10,000+ 
employees
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Employee Relations Tracking (continued)

Respondents were asked to rank the top three benefits of their current case management system for tracking workplace investigations. Employee relations 
teams cited benefits that support their everyday needs to maximize efficiency and effectiveness including centralized, standardized processes and ready 
access to metrics and analytics. These benefits allow teams to easily spot trends and the need for targeted initiatives and training opportunities.

2024 participants included 43% HR Acuity customers 
and 57% users of other systems and approaches

Top three benefits of current ER system

70%

27%

42%

39%

38%

The organization can 
centralize, document and 

manage cases as they occur

Easier to identify trends, hot 
spots and training opportunities

Easy access to metrics and built-
in analytics that provide context

Supports standardized 
processes (to build consistency, 

ensure compliance, etc.)

Efficiencies for employee 
relations and compliance teams

18% 10%10%

7% 18%14%

9% 17% 17%

42% 17% 11%

6% 10% 11%

Rank 1 Rank 3Rank 2

What specific technology platform does 
your organization use to manage employee 
relations issues and conduct investigations?*

*1% or fewer respondents reported using AllVoices, Case IQ or 
Dovetail. Data also does not include systems not intended for case 
management such as spreadsheets/generic databases, HRIS, etc.

HR Acuity

ServiceNow

Navex/EthicsPoint

Salesforce

Convercent/OneTrust

43%

13%

3%

2%

10%
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Ethics & Compliance Tracking

To better understand the use of case management systems, 2024 respondents were asked about how Ethics and Compliance teams track cases. Just 
over one-third of organizations use the same case management systems to support both the HR/ER and Ethics and Compliance functions. Single-solution 
platforms were also more common among Fortune 100 and Global 500 companies. When different systems are used to handle cases and conduct 
investigations, teams may struggle to develop a comprehensive view of case management data and easily identify trends across the organization. That one 
in five organizations didn’t know what system their Ethics and Compliance colleagues use also suggests that information silos often exist between ER/HR 
and Ethics and Compliance. Organizations will benefit from solutions that can be configured to meet each function’s specific needs and offer efficiency and 
visibility across the organization to proactively spot and address patterns and trends.

Technology that bridges the gap between employee relations and compliance drives effectiveness.

Does the ethics and compliance team use 
the same case management system as the 
HR/ER team for conducting investigations?

Yes

No

Don’t know

36%

9%

55%

What case management system is used 
by the Ethics & Compliance team?

Navex/EthicsPoint

HR Acuity

Convercent/OneTrust

ServiceNow

Case IQ

HRIS

Salesforce

Ethico

Spreadsheets/database

Other platform

Not sure

No system used

33%

15%

7%

5%

4%

9%

20%

2%

2%

1%

1%

1%

56% 52%

Use ER/HR system

Ethics & compliance tech

FORTUNE 100
Participants

GLOBAL 500
Participants
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Metrics & Analytics | Metrics Reporting

Developing data-driven employee insights and initiatives remains the most 
common use of metrics. Yet in 2024, significantly fewer organizations 
used their data to identify training needs, create better policies, identify 
potential equity and inclusion issues or to identify staffing needs. This shift 
may indicate that organizations are less focused on specific applications 

of their data and instead are using data to look for broader insights across 
a range of employee-related initiatives. The decrease in applying data to 
understand equity and inclusion may also reflect the current U.S. political 
environment. 

How are metrics and data gathered currently used within your organization?

Develop more data-driven insights and initiatives

Identify training needs

Create better employee relations policies

Identify at-risk populations

Identify potential issues related to inclusion and equity

Identify staffing needs

Construct predictive models of employee behavior

Metrics are gathered, but not really used

67%

60%

44%

36%

30%

22%

13%

11%

Established Norm for: Additional Responsibilities: Employee Relations Analytics (see page 6)
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Integration with Advanced Analytics

It is common for employee relations teams 
to combine employee data with investigation 
data to obtain deeper insights. The data most 
often integrated with employee relations and 
investigation data includes demographics, 
performance ratings, turnover and engagement 
scores. In 2024, the Benchmark Study assessed 
two new categories for data integration: Talent 
management and customer satisfaction data. 
Analyzing these datasets alongside employee 
relations and investigation data can unlock 
insights to inform targeted training and 
development programs. They help paint a more 
holistic picture that can reveal how employee 
engagement and workplace culture directly 
impact business outcomes. However, they are 
not yet widely used.

What other data, if any, do you integrate with ER investigation data for further analysis? 

Talent management and talent acquisition*

2024 14%

Customer satisfaction/C-NPS*

2024 5%

Engagement scores

2024 

2023

36%

29%

Business performance

2024 

2023

13%

11%

Compensation

2024 

2023

9%

14%

Turnover

2024 

2023

39%

36%

Performance ratings

2024 

2023

41%

38%

Employee demographics

2024 

2023

44%

42%

*Indicates new category in 2024.

Employee relations investigation 
data integration trends upward

2022 2023 2024

65%
75% 78%

Blending data drives smarter, 
targeted ER strategies.

Established Norm for: Additional Responsibilities: Employee Relations Analytics (see page 6)
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Trends in Advanced Analytics

Looking at the practice of integrating employee data with employee relations and investigation data for advanced analytics over time, the Benchmark Study 
shows a steady increase and more consistent use of performance ratings, turnover and engagement scores. Combining these data streams transforms raw 
information into actionable insights that can be used to create a more cohesive, productive and engaged workforce and a better workplace culture.

What other data, if any, do you integrate with ER investigation data for further analysis? 

Employee demographics

Performance ratings

Turnover

Engagement scores

Business performance

Compensation

2020

40%

10% 11%

7%
9% 9%

26%

37%

30%

36%

39%

2021 2022 2023 2024

31%

42%

28%

10%

14%
13%12%

8%

29% 29%

45%

40%
38%

40%

32%

42%
44%

41%
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Using ER Data Proactively

In looking at your ER data, have you identified 
behaviors, incidents or events that ultimately 
lead to (or are predictors of) issues?

21% 15%

25%

8%
31%

57%

10%

33%

The findings highlight a growing trend: 
Organizations are increasingly leveraging 
employee relations data to predict and 
prevent future issues. From identifying early-
warning flags to addressing trends and spikes, 
the sharp rise in using ER data for proactive 
interventions underscores the critical role of 
data in safeguarding workplace culture and 
mitigating risks before they escalate.

Data-driven predictions reduce 
risk and demonstrate the 
value of employee relations.

Established Norm for: Additional Responsibilities: Employee Relations Analytics (see page 6)

How are you analyzing that information to minimize risk and prevent future issues?

Implementing initiatives 
to address trends or 

spikes in issues

Identifying early warning 
flags, in order to offer 

targeted early interventions

Measuring impact of 
initiatives on issue volume 

and trend lines

Forecasting outcomes 
and anticipated cost 

avoidance

Constructing models 
based on issue trends to 

predict employee behavior

Gathering the data, 
but not really analyzing 

or using the data

Not 
sure

35%

13%

9%

1%

76%

60%

11%

+16

Change from 2023

+10

+7

Yes Don’t knowNo
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How organizations are using data for meaningful outcomes

Enhancing people leader competencies
•	 “ER and survey data are the primary drivers 

for our 2025-2027 roadmap for Manager 
Effectiveness; Primary focus is to improve 
manager capabilities and development, 
launching Manager Essentials and standing up 
the new People Consultant model dedicated 
solely to supporting mid-level management.”

•	 “Identified issue trends for a particular business 
area and developed scenario-based training 
to educate managers on how to handle issues 
effectively so they don’t escalate; Saw a 
reduction in cases compared to historical data 
for specific events within the organization.”

•	 “Trained 180 store managers and regional 
directors (15K employees) on fostering positive 
work environments and addressing ER trends; 
Resulted in a 30% drop in hourly turnover, 
25% fewer ER cases and improved manager 
handling of lower-risk issues without ER 
support.”

New initiatives to prevent risk and 
reduce case volumes
•	 “Mental health case data resulted in 

sponsorship of mental health certification for 
targeted teams.”

•	 “Received a significant number of complaints 
about employee conduct in one location that 

did not rise to the level of policy violations but 
raised concerns about interpersonal conflict 
and communication; Introduced a facilitated 
conversations program and partnered with 
a community mediation provider to help 
employees resolve one-on-one conflicts to 
de-escalate and minimize risk of more serious 
policy concerns.”

•	 “Found alcohol use was involved in 70% of 
sexual harassment claims; Created training and 
clarified the workplace definitions and where 
policies apply.”

•	 “Noticed a spike in social media policy 
violations; Used data to provide a refresher 
course on our policy and saw an immediate 
drop in cases.”

•	 “Spotted a trend in complexity of ADA and 
mental health cases; HRBPs were spending 
extensive time as “social workers”; Data led to 
creating a new position to support complex, 
high needs medical cases in cooperation with 
benefits.”

Data-driven solutions to shape 
employee relations strategies
•	 “Tracking performance case data has shown 

a positive trend of increasingly proactive 
performance management, in alignment with 
our company’s key goals.”

•	 “Data shows that case increases match hiring 

increases; It has also shown that separating 
duties has been effective in focusing the team 
on employee relations during a time of student 
hiring.”

•	 “Used data to track benefits and LOA cases; 
Created a new, more efficient LOA process that 
also saves time for employees.”

•	 “Analyzed performance data to dig into 
unregretted attrition to uncover causes for 
turnover – i.e., low annual cycle ratings, mid-
year review ratings, new hires; Helped us make 
educated assumptions to increase talent density 
on a regular basis.”

•	 “Experienced a salting event by a local union; 
Used data to communicate and educate 
employees and minimize card signing.”

•	 “Analyzed tenure data on disciplinary actions 
and substantiation rates to understand the 
impact on productivity; Leveraged the insights 
to build a compelling case for aftercare and 
secured the CHRO’s support for implementing 
the program.”

•	 “Determined that nearly 50% of cases could be 
handled locally with proper guidance; Created 
an intake system to ensure leaders complete all 
steps before escalating cases.”

•	 “Uncovered frequent behavioral challenges 
and implemented fixes to rectify, saving the 
company money.”
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Artificial Intelligence | Current Interest for AI in Employee Relations

AI is still in the earliest stages of adoption for use in employee relations 
and investigations for most of organizations. Nearly half of respondents 
characterized their organization’s AI use as non-existent and only 
one-third of organizations are piloting and experimenting. 

Legal, ethical and compliance concerns, coupled with the sensitive nature 
of employee issues, is likely causing organizations to tread carefully and 
develop an approach that safeguards intellectual property and protects 
employee and customer information.

AI’s potential remains largely untapped in employee relations.

Piloting AI

In piloting phase

AI adoption

FORTUNE 100 GLOBAL 500
Participants Participants

83% 81%
1,000-3,499 
employees

42%

20,000+ 
employees

67%

Which statement best describes your organization’s 
approach to AI for employee relations?

44%

35%

6%

1%

1%

13%

Non-Existent: No active 
projects or discussion

Don’t know

Advanced Integration with 
Business Processes: Deeply 

embedded to improve and scale

Widely-Used: Integrated 
into ER processes and 

applications

Limited Deployment: Used 
for specific efficiencies or 

customer service needs

Experimenting/Piloting: 
Isolated projects, learning 

about capabilities

Required investigation processes drive higher AI adoption

Required process

More mature approach to AI

Suggested process

56%

44%

Deploying AI (deployed, widely 
used or integrated)

Required process

Suggested process

20%

10% 2x
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Using AI in Employee Relations

The 2023 Benchmark findings showed strong 
interest in using AI to gain value from data and 
accelerate staff productivity. This year’s Study 
revealed that while interest in AI for employee 
relations remains high, most organizations 
have yet to fully harness its potential. Writing 
assistance led current applications, but broader 
adoption lagged as organizations struggle to 
adopt clear strategies and safeguards.

To unlock AI benefits such as enhanced 
productivity and data-driven insights, 
organizations must define ethical, responsible 
use, implement guardrails and prioritize tools 
that complement, not replace, the human 
element of employee relations. As AI adoption 
evolves, the Benchmark Study will continue to 
spotlight best practices and success stories to 
guide the way forward.

Use of AI for employee relations and investigations in 2024

Not using AI currently for employee relations and investigations63%

28% Writing assistance

9% Policy recommendations

8% Transcribe case interviews

7% Analyze case data

2023 Results: Top areas of interest for AI

Analyze data to uncover trends/insights

Workflow analysis, process efficiency recommendations

Analyze case data, ensure compliance

Predictive analytics

Transcribe case interviews

Create case summaries

90%

84%

82%

77%

76%

75%

Unlocking the benefits of AI 
requires thoughtful adoption.



How organizations are enhancing employee relations with AI
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“We’ve integrated AI and 
will continue to focus on use 
improvements this year. We’ve 
drafted questions, templates, scripts, 
timetables, etc., saving time for the 
team from doing this manually.”

“We are piloting the 
ethical use of artificial 
intelligence within the 
investigative process, and 
it is on our 2025 roadmap. 
We see great promise.”

“AI has increased our efficiency, but 
not everyone has adopted it. It is 
used more often at the manager 
level and above. We plan to roll out 
more AI guidelines to remove some 
administrative lift on the team.”

“Summarizing interview notes 
into a case summary is one 
area of artificial intelligence 
our team is interested in 
exploring, in order to reduce 
administrative work.”

“AI is allowing for automated 
case entry, eliminating a large 
intake team and, thus, reducing 
resources. AI is improving report 
writing which saves time for our 
employee relations team.”

“We are taking a measured 
approach to ensure data privacy 
and integrity is built into all AI uses 
within investigations. We anticipate 
increased use of AI for case 
management and data insights.”

“AI has allowed us to gather 
information more quickly and 
efficiently. We use machine 
learning and other tools for 
investigation transcripts, workflow 
analysis, trending and analytics.”

“AI has streamlined consistent 
messaging in investigative conclusion 
memos and corrective action templates.”



hracuity.com 41

Building Trust | Prioritizing a Culture of Trust

Building employee trust is an ongoing priority for nearly all organizations, with this year’s findings echoing those of 2023. A stronger prioritization of employee 
trust correlates to operational practices such as sharing investigation/ER data and a standardized investigation process. 

Organizations with stricter processes 
place greater emphasis on building trust

“Building trust with employees is a priority for our organization”

2023 2024

Strongly 
agree

Strongly 
disagree

Agree Neither agree 
nor disagree

Disagree

56%

33%
36%

8%
6%

0%
3% 3% 2%

54%

1.2x

Share aggregated 
anonymous outcomes 

with employees

Investigation 
process

Share data with employees

Do not share data

Required, structured process

Suggested process

58%

1.1x

62%

54%

48%

Standard processes and transparency create a strong foundation for a trusted workplace.
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ER/Q Maturity Model | Trends in Maturity

The ER/Q model was designed to help organizations understand the current maturity level of their 
employee relations function based on its purpose, processes and influence on the organization and 
provide insights to enhance impact. ER/Q scores for organizations that participated in the Benchmark 
Study mirror the pattern of overall ER/Q scores, with most organizations at Level 2 or Level 3 in their 
ER/Q Maturity. 

hracuity.com

The employee relations maturity 
model provides a means to establish a 
baseline and serves as a guide to help 
organizations next level their employee 
relations with simple, practical, actionable 
steps to improve employee experience, 
build transparency across the organization 
and further elevate the function.

Organizations with a high ER/Q rely on 
industry standard practices, data-driven 
insights and proactive decision-making 
across the organization.

To learn more about ER/Q or take the 
assessment, visit www.hracuity.com/erq

What is ER/Q?

Level 1

Level 2
Level 3

Level 4

ER/Q score among study participants

47%

Level 1 
Dedicated 
Defenders

Level 2 
Reliable 

Investigators

Level 3 
Trusted ER 
Veterans

Level 4 
Strategic 

ER Advisors

11% 12% 12%

38%
40%

34%

7%

2023 2024

https://www.hracuity.com/erq/?utm_campaign=13927762-2025%209BM%20-%20Benchmark%20Study&utm_source=9BM%20Report
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Correlation of ER/Q to Practices and Processes

Organizations with a level 3-4 ER/Q are more likely to use their data for a variety of actions and initiatives, including policy creation, identifying predictors of 
ER issues and developing initiatives to minimize risk and prevent future issues.  

A higher ER/Q correlates to more comprehensive use of employee relations data.

ER data-related metrics Level 1 or 2 ER/Q Level 3 or 4 ER/Q

Have a centralized ER model 58% 72%

Use data to...

Create better employee relations policies 40% 53%

Identify at-risk populations 36% 45%

Identify potential issues related to inclusion and equity 20% 34%

Identify predictors (behaviors, incidents, events) of ER issues 55% 65%

Implement initiatives to address trends, issue spikes 70% 79%

Identify early-warning flags, offer targeted early interventions 30% 65%

Measure the impact of initiatives on issue volume, trend 22% 50%

Only gathering data, not analyzing or using 22% 9%



HR	Acuity	is	the	only	technology	platform	specifically	built	for	
employee	relations	and	investigations	management,	helping	
organizations	protect	their	reputations	and	build	better	workplaces.

We	empower	customers	with	built-in	intelligence,	templates	
and	reporting	so	they	can	equitably	and	appropriately	manage	
employee	relations	issues;	uncover	trends	and	patterns	through	
forward-looking	data	and	analytics;	and	provide	trusted,	consistent	
experiences	for	their	people.

Welcome to the next generation of employee relations.
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