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Attrition remains one of the most persistent and
underappreciated sources of enterprise disruption. Its
impact extends beyond hiring costs, affecting
operational continuity, eroding institutional knowledge
and placing sustained pressure on productivity and
customer experience. Yet, treating attrition as a single,
uniform metric often masks the crucial reality that not all
exits are equal.

A closer look reveals that a significant share of workforce
exits is shaped by factors within the control of an
organization. Decisions around role design, manager
effectiveness, career progression and workload distribution
influence whether employees choose to stay or leave.
Recent industry research suggests that about 42 percent
of this turnover is preventable, challenging the long-held
assumption that attrition is largely inevitable.!

At the same time, workforce expectations have undergone

a structural shift. Employees today are not simply
responding to compensation or external opportunities;
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they are reassessing what they want from work itself.
Latest insights on employee retention and attraction
trends show that engagement levels remain fragile, and
a large segment of the workforce continues to be either
disengaged or actively seeking change, even in more
stable hiring conditions.2 This signals a deeper, more
persistent form of workforce volatility, one that cannot
be explained by market cycles alone.

Despite this, attrition is still managed through a
retrospective approach, relying on exit interviews, periodic
surveys and lagging indicators that explain departures
only after they occur. By the time patterns are identified,
the opportunity to intervene has often passed.

To move from reaction to prevention, organizations must
treat workforce stability as a proactive operational
capability. This whitepaper introduces the transition to
predictive attrition management, a leak-safe,
closed-loop forecasting system that transforms routine
data into actionable intelligence.

'https:/ /www.gallup.com/workplace/646538/employee-turnover-preventable-often-ignored.aspx
2https://www.gallup.com/467702/indicator-employee-retention-attraction.aspx
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Measuring the True Cost of Attrition

Attrition is widely acknowledged as a cost center, yet in most organizations, its true impact remains only partially
understood. While leadership teams recognize the financial implications of workforce exits, few can quantify the full
cost at an enterprise level. The focus often remains on immediate, visible expenses, which include recruitment,
onboarding and training, while the broader consequences remain diffused and under-measured.

Organizations tend to underestimate these costs until employee turnover rates reach a tipping point. According to a
leading 2024 Global Workforce Survey, 28 percent of employees say they are likely to switch employers within the
next 12 months — higher than during the peak of the Great Resignation in 20223 Attrition, in this context, is not an
episodic challenge but a persistent structural force, continuously reshaping workforce stability and cost dynamics.

The impact of attrition unfolds across three tiers:

. 1 m .
@ Visible Costs ‘ ( Hidden Costs
L~—"1 &

1. The Visible Costs: Transactional
but Immediate

The most commonly tracked costs include recruitment
expenses, hiring cycles, onboarding and training
investments. These are relatively easy to quantify and
are often built into workforce planning models. Estimates
from the Society for Human Resource Management
(SHRM) suggest that replacing an employee can cost 50
to 200 percent of their annual salary, depending on role
complexity.* While significant, these costs primarily
capture replacement activity, not the broader disruption
caused by workforce exits.

2. The Hidden Costs: Operational
Disruption Beneath the Surface

The departure of experienced employees creates a
temporary but material decline in productivity. New hires
require time to reach full effectiveness, while existing teams
absorb additional responsibilities, often stretching capacity
and slowing execution. This challenge is compounded by
broader workplace pressures — 45 percent of employees
report increased workloads and 62 percent report an
accelerated pace of change, making teams highly
vulnerable to disruption when attrition occurs.® The loss
of institutional knowledge, embedded in day-to-day
decisions, informal workflows and stakeholder relationships,
introduces inefficiencies that manifest as rework, delays
and increased dependency on key individuals.
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3. The Strategic Costs: Long-Term
Impact on Business Performance

At a broader level, attrition begins to influence outcomes
that extend beyond internal operations. Disruptions in
experienced teams can affect customer interactions,
delay key initiatives and weaken execution consistency.
In environments undergoing transformation, these effects
become more pronounced. The loss of experienced
talent can slow the translation of strategic investments
into measurable outcomes, as execution becomes
fragmented and continuity breaks across workflows.

What emerges is a vast gap between how attrition is
measured and how it is experienced. Most organizations
account for immediate, transaction costs while
underestimating second-order effects like lost productivity,
disrupted collaboration and delayed value realization.

Higher attrition multiplies operational risks and drags
down enterprise performance. To stop this, organizations
can no longer rely on measuring the cost of those who
have already left; they must build the capability to
predict who will leave next.


https://www.pwc.com/gx/en/news-room/press-releases/2024/global-hopes-and-fears-survey.html
https://www.shrm.org/in/executive-network/insights/myth-replaceability-preparing-loss-key-employees
https://www.pwc.com/gx/en/news-room/press-releases/2024/global-hopes-and-fears-survey.html

The Execution Gap in Traditional
Retention Approaches

Despite the growing impact of attrition, many organizations
continue to rely on traditional retention strategies that
lack precision and prioritization. Retention initiatives are
frequently implemented as broad organizational
programs, such as engagement surveys, generic training
initiatives or company-wide policy changes, without
clear visibility into where attrition risk is concentrated.

This approach often produces limited results because
attrition rarely occurs evenly across an organization. In
practice, employee exits tend to cluster around specific
teams, roles or locations where operational pressures,
workload patterns or career expectations differ from the
broader workforce.

Without the ability to identify these emerging risk
concentrations early, leadership teams are forced to
react to attrition after it has already occurred. Managers
may recognize patterns in hindsight, but they lack the
predictive insight necessary to intervene before
employees decide to leave.

The result is a cycle of reactive workforce management
in which organizations continuously respond to attrition
rather than proactively managing it.




Operationalizing Foresight: The Closed-loop
Attrition Forecasting System

Proactive attrition management focuses on the direct conversion of data into actionable leadership insight. By translating
complex datasets into clear operational decisions, the predictive attrition model operates as a structured operational
capability rather than a standalone algorithm. It integrates workforce data, predictive analytics and leadership routines
into a continuous forecasting cycle that enables organizations to anticipate risk and respond proactively.

To drive actual business outcomes, the model must function as a closed-loop operating capability.

Ingestion & Curation

At a fixed monthly cutoff, the The model scores the workforce and
system securely ingests categorizes employees into simple,
routine, leak-safe workforce actionable risk buckets (Very High,
data, including tenure, High, Medium, Low). This ensures
attendance, performance managers know exactly where to
and engagement signals. Lo focus their limited time, rather than

Predl.c.tlve attempting to save everyone.

Attrition
Management:
p Closed-!oop -

Operating
Continuous Validation Model Visualization & Prioritization
Each cycle compares predicted A risk score without context is useless.
outcomes with actual exits. This < : The capability translates data
loop monitors performance, (@) into plain-language narratives.
maintains stakeholder ' Managers receive a dashboard
credibility and ensures the telling them not just who is at risk and
model evolves alongside why, empowering them to process
real-world workforce dynamics. targeted retention initiatives.
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The Adoption Pathway

Operationalizing predictive attrition management is not a one-step transition. Organizations have to progress
through a series of maturity stages as they move from fragmented visibility to proactive workforce strategy. Each
stage builds on the last, aligning analytical capability with management practices and organizational readiness.

Stage Focus Outcome
Visibility Establish a consistent, + Leadership moves from fragmented,
data-driven view of attrition perception-based assessments to a unified
across the organization. understanding of attrition patterns.

» Workforce exits are viewed as measurable trends
distributed across roles, teams and locations
rather than isolated events.

Integration Embed predictive insights « Attrition risk becomes part of day-to-day
into routine management decision-making.

practices. « Managers incorporate predictive signals into

conversations around engagement, workload and
team structure.

« Retention is no longer an isolated HR initiative, but
a shared operational responsibility with defined
ownership and accountability.

Strategy Integrate attrition insights - Attrition forecasting informs workforce planning,
into enterprise planning hiring strategies and capacity models
and long-term strategy

« Organizations transition from managing attrition
as an operational issue to leveraging workforce
stability as a factor in sustained performance and
strategic execution.
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Progress across these stages is evaluated across three dimensions:

Operational
Adoption

The extent to which predictive
insights are embedded into
managerial workflows,
reflected in consistent usage,
intervention activity and Business
Model decision alignment Outcomes

Performance .
Measurable impact on

The ability of the model to workforce stability, including
accurately differentiate risk, reduced attrition within
prioritize high-probability identified high-risk groups,
cases and maintain improved tenure and lower
calibration over time replacement demand

This approach moves beyond a narrow focus on overall attrition rates, instead comparing targeted groups and
tracking both leading and lagging indicators. To operationalize this, firms must adopt a phased engagement model
that balances immediate action with long-term capability building. The approach delivers early wins while
establishing a scalable foundation for sustained maturity.

Typical Duration What Leaders Get

Discovery and Alignment 2-4 weeks Clear objectives, definitions, governance and
intervention levers; data collection points identified

Pilot Build and Validation 4-8 weeks Leak-safe monthly scoring, dashboards and
performance monitoring

Operationalization 6-12 weeks Playbooks, routines, intervention tracking and
adoption measurement

Scale Continuous Automation, rollout, continuous improvement and
cross-sector expansion
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Real-World Application: Turning Predictive
Insight into Workforce Stability

The following case study examines a large-scale service operation that faced systemic attrition, demonstrating the
impact of predictive intelligence in a high-stakes environment.

The Challenge

A leading UK-based utility service provider faced persistent attrition across their customer service operations, with
55-65 percent concentrated in early tenure (first 6 months). This drove staffing volatility, hiring and training costs, and
put service continuity at risk. Leaders needed earlier warning signals sand sharper prioritization to target retention
actions where they would have the greatest impact.

While the organization had visibility into attrition after it occurred, it lacked a reliable way to identify which individuals
and cohorts were most likely to exit in the next cycle. The objective was to create a clear intervention window and
deliver measurable improvement in retention outcomes.

The Tailored Solution

As a domain-led digital transformation partner, WNS collaborated with the service operator to configure and deploy
our attrition model aligned to the specific dynamics of its workforce. This included:

Tenure-based segmentation Leak-safe monthly cut-offs
@ (<6 months and >6 months) to reflect == aligned to leadership reporting
different drivers and action levers cycles

Monitored performance reporting

Dashboard-first delivery involvin
ol [] simple risk buckets hotsgots trengs elgpelinst nelusiiy Eenehimalle [ el ey
. N ' lift, calibration and so forth, to build trust
L and driver narratives

and auditability

Key Benefits Delivered

The model transformed attrition management from a broad, reactive effort into a targeted operational strategy.

Outcome Lens Forecast Signal (Model Result) Observed Impact

Targeting effectiveness ~77 percent of future leavers captured Manager outreach prioritized for targeted
across Very High and High risk groups groups to drive higher-yield outcomes

Lift vs baseline Top focus bucket predicted to be Retention resources shifted from broad
~2.9x more likely to leave than baseline programs to focused cohorts

Credibility Strong separation: Model consistently Stakeholder trust improved; model
distinguishes between higher and adopted in review routines
lower-risk cases, producing reliable
probabilities

Intervention window Risk signals escalated weeks before Earlier coaching and check-ins
resignations were submitted compared to reactive reporting
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Strategic Insights

The value of the model extended beyond gaining forecasts on “who may leave next.” It enabled earlier engagement
and provided the leadership with a new lens to view their entire operation:

Hotspot Management:
Leadership could identify
specific sites and teams
where risk was systemic,

allowing investigation into

local leadership or cultural

issues before they had any
adverse impact.

wns.com

Seasonality and
Stress Mapping:
The model identified
calendar-driven risk
spikes, such as
post-holiday
dynamics, allowing the
business to proactively
adjust staffing buffers.
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Program ROI:

By tracking which
interventions
(coaching, scheduling
changes, etc.) lowered
the risk scores, the
client could finally
measure which
retention initiatives
actually worked.

Attrition forecasts were
directly integrated into
hiring and training
pipelines, ensuring
recruitment was always
one step ahead of
anticipated vacancies.
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Implementing Predictive Attrition
Management: The Need for Strategic
Partnerships

Predictive attrition management is a fundamental shift in how an organization manages its most valuable asset: its
people. However, it only creates value when the organization is culturally and operationally prepared to act on its insights
and confront five hard truths:

Talent and Time Are the True Currency @ Cross-functional Alignment Delivers
Sustained ownership is required across Sl OO e
analytics, HR and operations. HR, operations and finance must agree on
what success looks like. If HR is focused on
> . . .
— Governance Is Non-negotiable engageme'nt‘ while <.)perqt|on.s is focused
.I'I on productivity, the intervention strategy
— Access controls, data definitions and ethical will fracture.
guardrails must be established before the
first prediction is run. In.conS|stency in data @ Transparency Builds Trust
leads to a lack of trust in the output. [@j
Change management is essential. When
@_ . . employees and managers understand
Workflow Change Is the Final Mile that predictive tools are being used for
ﬁ] Managers are the frontline of retention. supportive rather than punitive actions,
If they lack the capacity, accountability it fosters a culture of stability.

or playbooks to intervene when the model
flags a risk, the predictive signal is wasted.

A practical way to address these truths is to define “who does what” early: who owns the monthly cycle, who validates
performance, who triggers interventions and how outcomes are measured. When this operating model is clear, the
predictive capability becomes sustainable.

In practice, many organization implement this through strategic partnerships that accelerate time-to-value. The right
partner combines deep domain expertise, advanced analytics and operational execution, shifting the focus from
insight generation to sustained business impact through structured adoption, governance and scalable delivery. Key
value-adds they bring must include:

Extend the capability
across sites, roles
and sectors with
repeatable
templates

Shorten the time Translate risk
from idea to into consistent,
deployed supportive
monthly manager
actions

forecasting

Rapid Intervention
Mobilization Playbooks
- Convert Maintain
— analytics into () confidentiality, —l/l
o leadership-ready E7 transparency I_—'
narratives and and trust

dashboards



The Governance Charter: Safe, Fair and Defensible

C-suite leaders, particularly legal and HR, frequently ask, “Is it safe to use predictive analytics on employee data?”
Experienced implantation partners treat the predictive attrition model as a decision-support tool rather than an
automated decision engine. Hence, a strong collaboration must have a clear governance charter, covering:

Permitted Ingestion: Usage Transparency: Bias Monitoring: Human Accountability:

Strict control over Clear guidelines on Continuous auditing Leaders retain responsibility for all
data sources, access how insights inform for model stability interventions, ensuring alignment
control and privacy supportive actions and unintended bias with corporate culture and policy

From Cost Avoidance to Competitive Differentiation

Even modest percentage reductions in avoidable attrition can translate into meaningful financial and operational
benefits. Our work in this area has illustrated the following relative impact and benefits of moving from reactive to
proactive management:

lllustrative Attrition Reduction = o)./ /o1 {1 1F g e [ [i]e]y) Leadership Benefit

10 percent Reduced replacement demand More stable staffing in
in the highest-risk cohort critical teams

15-25 percent Material reduction in Managers regain time for
hiring/training load coaching and performance

30-40 percent Noticeable service continuity Better productivity and CX
improvement consistency

Over 50 percent Transformational stabilization Enables growth support and

workforce strategy
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Elevating Attrition Management to a
Strategic Enterprise Capability

Attrition represents a significant yet manageable factor influencing organizational costs, service stability and the
quality of customer outcomes. By leveraging predictive analytics, organizations can anticipate workforce risks earlier
and intervene more effectively, leading to improved workforce planning and operational results.

This approach marks a meaningful transition away
from traditional, retrospective reporting toward a
proactive, governed and scalable workforce
management system. The predictive model
empowers leaders with clear insights — identifying
employees at risk, understanding the underlying
causes of attrition and pinpointing where targeted
action can drive measurable improvements. These
capabilities directly address the initial objectives of
the model: enabling consistent, supportive manager
interventions; ensuring governance, confidentiality
and transparency; and providing a scalable
framework that adapts across sites, roles and sectors.

To maximize impact, organizations should begin
with focused pilots in areas where attrition is
highest, such as early tenure employees or
high-turnover locations. Embedding actionable
insights into leadership routines, systematically
tracking interventions and scaling initiatives with
robust governance ensures that the predictive
model not only meets but sustains its objectives.
With the right operating model and collaborative
partnership, predictive attrition management
evolves into a lasting competitive advantage,
driving longer employee tenure, reducing
operational costs and consistently enhancing
customer experience.

About WNS

WNS, part of Capgemini, is an Agentic Al-powered intelligent operations and transformation company. We combine deep
domain expertise with talent, technology, and Al to co-create innovative solutions for over 700 clients across various industries.
WNS delivers an entire spectrum of solutions, including industry-specific offerings, customer experience services, finance and
accounting, human resources, procurement, and research and analytics to re-imagine the digital future of businesses. WNS has
66,000+ professionals across 65 delivery centers worldwide, including facilities in Canada, China, Costa Rica, India, Malaysia, the
Philippines, Poland, Romania, South Africa, Sri Lanka, Turkey, the

United Kingdom, and the United States.
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