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Navigating Trust and
Power in the Age of
People Analytics

A strategic playbook for organizational leaders
challenging the vendor-driven narrative of
algorithmic management.
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Mainstream Adoption | The Pivot

OECD 2025 research confirms People Analytics has moved from Accelerated by remote work, organizations shifted from basic
experimental novelty to standard practice across developed HR metrics to continuous digital behavioral monitoring.
economies, particularly in professional services, tech, and finance.
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| HarveSting the Communication Nodes

= = Email response latency, instant
messaging sentiment, meeting

‘ I g I a x a u S ‘ attendance rates.

—

Temporal Nodes

Calendar usage, after-hours activity,
time-stamped interactions.

|

Physical Nodes
Keystroke dynamics and active screen
time.

Key Takeaway:

Key Takeaway: Modern PA algorithms analyze these longitudinal behavioral traces to predict productivity,
burnout risk, flight risk, and collaboration bottlenecks.
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Reversing the Principal-Agent Power Dynamic

Traditionally, workers knew more about their effort than management.
People Analytics upends this, granting leaders insights that workers can
neither access nor contest.

Pre-PA (Status Quo) Post-PA (The Shift)

Employee holds superior knowledge of their own effort, Management holds granular, algorithmic behavioral insights.
processes, and productivity. Manager relies on trust and Employee is unaware of how they are being measured.

output evaluation.
Manager
Manager Algorithmic Insights
Output View
Employee
Information Weight
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The Two Faces of People Analytics

Individual
Empowerment
Resource Algorithmic Surveillance

Time for a break! Focus time Flight Risk: 84% | Performance Velocity:
suggested. -12% | Network Bottleneck Detected

The architectural separation of interfaces creates a fundamental information
asymmetry—workers are analyzed, but only managers see the insights.
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Vendor Promises vs. Employee Realities

Vendor Claim Psychological Reality

Anticipatory Conformity

Burnout Detection & Workers preemptively adjust behavior to
Wellness Support L=\ satisfy perceived algorithmic preferences,
reducing authenticity.

— False Precision
Objective Performance Invisible, valuable work like mentoring is

Measurement L=\ ignored in favor of easily quantifiable digital
proxies.

Optimized Organizational Eroded Employment Relationships

Efficiency /1 \ The privacy calculus skews negative, driving
stress and resentment.
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The Core Finding: The Paradox of Transparency

Moderate
Trust

Employee-Facing Interface Only Full Managerial Dashboard Exposed Turnover Intent

"When employees become aware of the granular behavioral insights management
receives, trust erodes and turnover intentions rise. Relying on ‘ignorance is bliss' is
is a fragile foundation for an employment relationship."

Key Takeaway: Transparency about algorithmic monitoring paradoxically
undermines trust when it highlights an inescapable power imbalance.
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The Root Cause: Power, Not Algorithmic Complexity

High ; Bidirectional PA
(Shared access/Parity)

Asymmetric PA
(Manager-only access)

Employee Trust & Acceptance

Descriptive Statistics Predictive ML Prescriptive Al
System Sophistication

Key Insight:
The Power Imbalance

Employees perceive basic
descriptive statistics just
as negatively as advanced
predictive algorithms.

The friction stems entirely
from information
asymmetry, not technical
complexity.
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The Stuck Worker Loop

1. Forced Algorithmic
Monitoring
(No opt-out possible)

2. Anticipatory Conformity &
Privacy Exhaustion G

3. High Intention to Leave
(Turnover intent spikes)

4, Inability to Unilaterally
Opt-Out or Resign

| MEBIEBIBIRE

5. Destructive Behaviors
(Increased absenteeism, emotional
exhaustion, reduced performance)

Based on Allen et al.'s research: When PA creates a desire to leave but the worker remains embedded,
optimization gains are completely wiped out by covert engagement losses.
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The Blueprint for Bidirectional Trust

High-Trust Algorithmic Organization
—_—— E=— =

I
|

1. Shared Access &
Transparent
Communication
Meaningful Consent
Capability-Building
4. Operating Model
Adjustments &
Governance
5. Compensation &
Benefit Sharing

2. Procedural Justice &
3. Algorithmic

\
[
I

People Analytics must be redesigned from a tool of unilateral surveillance into a distributed, socio-technical asset.
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Pillars 1 & 2: System Parity and Procedural Justice

[ [

Henkel Schneider
Electric

Shared Access Meaningful Consent

Team leaders get efficiency Established a Digital Rights
metrics, but individual contributors Committee of workers, data

get access to their own detailed officers, and business leaders
performance data, algorithmic that must approve any new PA
factors, and the right to request deployment. Employees can
request explanations for petition the committee to review
inaccurate ratings. problematic use cases.
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The Blueprint for Bidirectional Trust

Pillars 3 & 4: Algorithmic Literacy and Strict Governance

Human Algorithmic

\| Oversight \ Output

Capability-Building Governance Boundaries

Managers must pass a three-module training program on Established People Analytics Principles. Mandates annual
algorithmic literacy, bias detection, and ethical application. independent bias audits, requires works council approval, and
Failure to pass revokes access to granular PA dashboards. strictly prohibits using PA for individual termination decisions.

Accenture | Siemens AG
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Pillar 5: Benefit Sharing and The Data Dividend

Mastercard Case Study

The Action:

Deployed collaboration analytics to reduce
meeting bloat.

The Exchange:

Tracked the estimated time saved through
PA-informed efficiencies and converted those
savings directly into additional Paid Time Off
(PTO) for participating employees.

Additional
PTO

Employee
Data

Efficiency
Gains

i

Time
Savings

i

Key Takeaway: Reframes PA from an uncompensated extraction of digital exhaust into a

collective, mutually beneficial asset.
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The Next-Gen PA Matrix: Asymmetric vs. Bidirectional
Architectural and Humanistic Shifts in People Analytics

Dimension

The Status Quo
(Toxic)

The Future State
(High-Trust)

Architecture

Manager-only dashboards

Symmetric shared
dashboards

Consent

Forced, pro-forma legal
consent

Participatory design and
Digital Rights Committees

Usage Limits

Unlimited, opaque
application

Sunset provisions and
termination prohibitions

Value Capture

Uncompensated optimization

Data dividends and reduced
working hours

Psychological Output

Anticipatory conformity

Authentic engagement
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From Surveillance to Synthesis

People
Analytics

Labor & Works & \ ‘ : S '
Councils O%—’ ‘ Management

People
Analytics

Data-Driven Organizing: When workers and unions (e.g., IG Metall) possess analytical capability
comparable to management, PA becomes a democratizing technology used to document
inequities and advocate for conditions.

Final Takeaway: People Analytics must be built as a socio-technical bridge, not a black box.
Datafication cannot substitute for the human relationships essential to organizational success.
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