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Scott McCormick of Deloitte LLP 
explores how to harness the data in 
your mobility programme and use it to 
effectively guide international mobility 
strategy, cost control and the holy grail 
of Return on Investment.

For a data analytics practitioner, data 
is the solution, not the problem. But 
obtaining the data in the first place is 
typically the greatest problem facing 
organisations whether they have analyt-
ics on the agenda or not. Often, avail-
ability of data within an international 
mobility programme is poor, usually 
because the data is spread across dis-
parate sources, can be unreliable and, 
critically, there tends to be no medium 
through which to interpret, understand, 
and importantly, communicate that data 
back to the business.

Within most organisations there has 
been a patchy attempt to harness core 
HR and Financials data through busi-
ness intelligence systems, typically sit-
ting on top of a data warehouse drawn 
from enterprise solutions such as SAP 
or Peoplesoft. These business intel-
ligence repositories tend to be useful 
when a mobility, HR or other profes-
sional wishes to understand the answer 
to a discrete question or simple reporting 
requirement. This reporting-style func-
tionality also exists in the main enter-
prise mobility platforms, in which some 
statistical analysis is available on assign-
ment demographics, cost profiles and, 
typically, vendor KPIs.

Critically, however, organisations 
should understand that access to data in 
itself and the limited ability to report on 
it is only a very early step on the Analytics 
maturity curve. This curve is not unique 
to international mobility departments, 
indeed it exists enterprise-wide for most 
organisations. For mobility profession-
als, it can be summarised as above.

For most organisations, a current state 
analysis would place them somewhere in 
either stage 1 or on the transition to stage 
2 in relation to international mobility. In 
the rest of this article, we explore how 
organisations can leverage data analyt-
ics to deliver incremental value to the 
mobility programme and, importantly, 
the wider business.

Core disciplines – Hypothesis 
Analysis & Data Visualisation
In analytics terms, beyond international 
mobility, most value is gained through two 
complementary data analytics disciplines:

Hypothesis Analysis - The art of using 
data to prove, disprove or inform a spe-
cific question or statement, for example, 
“the business’ perception is that we do not 
manage assignment repatriation well, and 
that the ROI on assignments is unclear”.

Whether one agrees with the statement, 
few organisations set about to scientifi-
cally track and report on the data which 
would provide an informed basis of opin-
ion back to the business. It may well be 
that the statement is untrue and therefore 
the international mobility function may 
sell itself short to the business. Alterna-
tively, the statement may be true, but the 
opportunity is not taken to gather the data 
which would help the business understand 
how best to effect change in managing the 
mobile population in future.

To set about proving or informing a 
hypothesis, there are usually 5 key stages 
in the analytical workplan:

Challenge –•	  challenge the hypothesis: 
does the business already have an opin-
ion of the answer to the question? What 
is driving the need for analysis? 
Source the data –•	  “easier said than done” 
might be the reaction of most seasoned 
professionals. However, with modern data 
mining and search techniques, organisa-
tions should not be afraid of harvesting 

valuable data from internal systems
Clean the data –•	  it is worthless to draw 
strategic conclusions from data which 
is flawed, skewed or inaccurate. Again, 
interpretative techniques exist to root 
out poor data, highlight corrections and 
allow accurate data to shine through to 
the business from which to draw accu-
rate conclusions
Analyse and visualise –•	  potentially 
hundreds of thousands of lines of raw 
data across multiple sources and time 
periods are impossible to draw conclu-
sions from. Humans react best to visual 
stimuli, therefore leading edge analytics 
techniques seek to present conclusions 
in a very visual, interactive way. Business 
leaders are today most likely tablet users 
– why not allow them to interact and 
“touch” their data in their own time?
The “So What?” stage –•	  data analytics is 
only useful in so far that it informs action. 
Mobility professionals therefore should 
use their analytics suite to focus on 3 prin-
cipal outputs from the analysis:

We can strategically change what we •	
are doing because analytics informs 
of us what we can realistically change
Analytics actively pushes us in a direc-•	
tion which would be difficult to see 
without its intervention and insight
Our analytics strategy predicts future •	
trends and allows us to be ahead of 
the game.

The second analytics discipline, having 
applied data analytics to your hypotheses, 

Data Analytics - The Art Of The Possible 
In International Mobility Management

Figure 1: Deloitte Data Analytics Maturity Curve
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is to visualise the data and insights and 
make these freely available right across the 
business - “democratising” your data.

Visualisation - The art of visualising data 
is threefold:

Making abstract and disconnected data •	
feel real to the end user
Democratising access to the data and •	
allowing it be interactive, real-time and 
insightful
Allowing a user to predict what will •	
happen next and therefore to inform, 
rather than react to, business strategy.

Typically the output of a visualisation 
project is to link organisational and exter-
nal data to a very visual, immersive dash-
board which is then made freely available 
to those stakeholders who would find 
value in the insights shown. For a mobil-
ity programme, this may mean present-
ing a live view of vendor KPIs, costs, risks 
and, ultimately, predictive insights into 
the programme to help drive change.

Applying Data Analytics to 
the mobility programme – the 
Deloitte approach
The Deloitte approach to Data Analyt-
ics in international mobility unites both 
Hypothesis and Visualisation disciplines 
to drive 3 main areas of value for interna-
tional mobility functions:

International Mobility Strategy -•	  
Data analytics allows an international 
mobility function to view all key demo-
graphics, live policy segmentation and 
key trends on a live and historic basis. 
Pushing the envelope, analytics predicts 
where best to invest in mobile talent, 
highlight underperforming sectors or 
assignee groups and model future glo-
bal talent deployment.
Cost & Risk Control -•	  Data analytics 
provides up to the minute cost profiling, 
early warning capability on both tax and 
cost risks, whilst enabling vendor KPIs 
to be shared openly and accurately. As 
an example – instead of viewing short 
term mobility only through the lens of 
unmanageable risk, we have developed 
a multi-lens visual dashboard of short-
term mobility which allows a mobility 
department not only to manage tax and 
immigration alerts but permits positive 
value creation through informed pro-
curement strategies around travel and 
subsistence costs.
The Holy Grail - Return on Investment -•	  
Much has been written on whether Return 
on Investment is a viable strategic aim of 

international mobility departments. The 
consensus in written material appears to be 
that ROI is in the “too difficult” category 
for international mobility given the very 
diverse character of international assign-
ments and their sponsoring businesses.
The focus, however, on a single financial 
measure of ROI or other ROI index may 
be misguided and inevitably therefore 
prone to failure. Using data analytics 
techniques developed by us, it is instead 
possible to visualise and share with the 
business an interactive dashboard of key 
positive and negative indicators along 
a balanced scorecard approach, which, 
taken together, are likely to influence 
directional ROI from a mobility perspec-
tive for a particular assignee / assignee 
group / policy segment / country com-
bination or business unit. As an example, 
it is helpful to be able to compare post-
repatriation attrition rates between busi-
ness units to help underperforming busi-
ness units understand what can be done 
to improve their relative performance to 
peers. Using information and data in this 
way allows mobility functions to take a 
strategic advisory role with the business in 
disseminating and encouraging best prac-
tice, backed up by confident use of data 
analytics to enrich the conversation.
In this way, ROI using data analytics 
becomes a holistic balanced scorecard 
approach to improving the impact of 
international assignments rather than a 
focus on a single financial metric.

Scott McCormick 
is a Director in 
Deloitte LLP’s 
Global Employer 
Services business, 
with a specific 
focus on help-
ing organisations 
to manage, and 

gain insights into, the data in their 
international mobility and reward 
programmes. International Mobility 
is just one strand of Deloitte’s wider 
approach to Workforce Analytics, itself 
part of Deloitte’s global focus on Data 
Analytics across all business functions 
& industries.
If you would like to understand how 
Deloitte’s approach to Data Analyt-
ics could unlock value in your inter-
national mobility programme, please 
contact scmccormick@deloitte.co.uk 
or on +44 (0) 207 007 0151.
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