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Introduction
HR and Finance. Not exactly a famous double act. 

Both departments are critical to business success, yet they often 
speak entirely different professional languages. 

HR leads with people priorities. Finance leads with numbers. But 
here’s the twist. HR and Finance always share the same mission 
and work toward the same goals: Help the business grow, adapt, 
and thrive.

So why is there such a disconnect? 

Misaligned goals often start with misaligned data. When HR and 

Finance can’t agree on what “headcount” means, let alone how 
to measure productivity or workforce ROI, collaboration can 
break down fast. 

In one study, nearly 60 percent of HR and Finance leaders 
reported friction caused by inconsistent definitions of key 
metrics. This isn’t just a matter of miscommunication. It’s a 
missed opportunity with real strategic costs.

Disjointed systems and siloed workflows make it hard to 
plan with confidence. The result? Budget gaps, misallocated 
resources, and missed opportunities to connect people strategy 
with financial performance.

The impact adds up.

Organizations that don’t integrate their people and financial 
planning are more likely to miss growth targets and are less 
equipped to adapt in uncertain times.

But before you start thinking this all sounds very doom and 
gloom, there’s an upside.

https://www.hibob.com/resources/
https://www.hibob.com/hr-glossary/headcount/
https://www.onedigital.com/blog/why-hr-finance-teams-struggle-align-what-to-do-about-it
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When HR and Finance align, the gains are tangible. Ernst & 

Young research shows that companies that build a strong HR-
Finance partnership are 41 percent more likely to see double-

digit EBITDA (earnings before interest, tax, depreciation, and 
amortization) growth . And 44 percent report significantly higher 

employee engagement and productivity .

HR is uniquely positioned to turn this challenge into a 
breakthrough.

When HR takes the lead in defining joint KPIs, using integrated 
systems, and working from a single source of truth, it does more 
than improve planning. It lays the foundation for a strategic 
partnership that drives better outcomes for people and the 
business.

In this guide, we’ll show you how HR can build trust, credibility, 
and real alignment with Finance—not by overhauling everything 
overnight, but by reframing goals in a shared language and using 
everyday tech to turn insight into action.

Let’s dig into what’s behind the HR-Finance divide and how you 
can help close it for good.

https://www.hibob.com/resources/
https://ecofin.es/wp-content/uploads/2014/06/The-Master-CFO-Collection-VI.-Partnering-for-performance-Part-2.pdf
https://ecofin.es/wp-content/uploads/2014/06/The-Master-CFO-Collection-VI.-Partnering-for-performance-Part-2.pdf
https://www.investopedia.com/terms/e/ebitda.asp
https://www.hibob.com/hr-glossary/employee-engagement/
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Ask HR and Finance for a headcount report. You’ll probably get 
two very different sets of numbers.

• HR might say: “We have 100 people on the team.”

• Finance might say: “That’s 85.4 FTEs.”

Both are technically correct, but they tell very different stories. 
And when definitions don’t align, planning grinds to a halt. 

Let’s break it down:

• HR’s count (aka “noses”) reflects actual people—those 
contributing to team culture, engagement, and performance

The data dilemma: 
Why “headcount” 
doesn’t mean the same 
thing to everyone

• Finance’s count (FTEs) reflects budget—based on hours 
worked, benefits eligibility, and cost

Where do these discrepancies stem from?

• Different systems. HR often pulls from HCM (HR) platforms. 
Finance pulls from ERPs or FP&A (finance) tools.

• Different hierarchies. HR might use organizational 
structures. Finance maps by cost centers. 

• Different inclusion criteria. Who counts? Do you count new 
hires who haven’t started yet? What about people on leave 
(parental, long-term health, etc.) or those who’ve resigned 
but haven’t left yet? And how do you account for contractors, 
whose cost profile is very different from FTEs?

https://www.hibob.com/resources/
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Even “headcount” isn’t always a shared metric:

• HR might report ending headcount, a snapshot of how many 
people are on the team at a specific moment

• Finance might use average headcount, a smoother, period-
based view used in forecasting and performance modeling.

As always, both are valid. But if you’re not aligned on which 
number to use (and when), budgets, forecasts, and hiring plans 
can fall apart fast. 

Without clear definitions, HR loses the ability to tell a credible, 
consistent story. Leaders get mixed messages. Budget planning 
becomes reactive. Trust takes a hit. 

Finance feels the fallout, too. Forecasts become unreliable, cost 
models break down, and strategic decisions get made based 
on outdated or inconsistent data. That doesn’t just slow things 
down. It increases financial risk.

That’s why shared definitions have to come first. 

Start by agreeing on a standard headcount definition: What 
does it include and exclude? What systems does it pull 
from? Which hierarchy takes priority? Align on when to use 
organizational vs. cost structures. 

Then, document it all. Build a shared, living data dictionary that 
HR and Finance can rely on together.

This is how to build the foundation of shared planning. Because 
you can’t align on strategy until you align definitions. To align, 
first, you need to agree on what your data really means. 

https://www.hibob.com/resources/


7Guides by HiBob | Visit our Resource Center

Create shared KPIs 
that connect people 
strategy to business 
impact
To build credibility with Finance, HR has to speak their language: 
metrics.

That doesn’t mean giving up on people-first goals. It means 
reframing them in terms of business outcomes that matter to 
both teams. That’s where KPIs come in.

Shared KPIs help teams move beyond siloed priorities. They 
align people strategy with financial performance, building 
accountability on both sides. 

These metrics align HR’s focus on engagement, retention, and 
development with Finance’s priorities around cost, efficiency, 
and return on investment (ROI). They bridge two different but 
equally essential perspectives, creating alignment without 
sacrificing what each team values.

https://www.hibob.com/resources/
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So, what makes a KPI truly shared?

• Balanced metrics. They blend people-first outcomes with 
financial measures, like linking time-to-productivity to 
onboarding investments or turnover to replacement costs.

• Business alignment. Shared KPIs tie directly to company 
goals like growth, resilience, operational efficiency, and agility.

• Actionable scorecards. Create a common scorecard that 
informs real decisions, not just reporting cycles.

• Mutual accountability. HR and Finance both influence these 
metrics, so both teams are invested in their success.

Examples might include:

• Retention of top performers vs. cost of turnover

• Time-to-productivity vs. onboarding investment

• Internal mobility rate vs. cost of external hiring

The point isn’t to replace HR metrics with financial ones.  
It’s to connect the dots between them. 

When HR can say, “Here’s how our retention strategy improves 
productivity and protects our budget,” it doesn’t just land better 
with Finance. It opens the door to real collaboration.

Getting this right means starting early. Don’t wait until the 

budget review to bring Finance in. Co-create goals from the 
start. The best KPIs are built together, not handed off for 
approval after the fact.

Because when HR and Finance align on what success looks like, 
they’re more likely to reach it together.

https://www.hibob.com/resources/
https://www.hibob.com/hr-glossary/employee-retention-rate/
https://www.hibob.com/guides/mid-year-planning-hr-finance/
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Turn HR tech into your 
strategic connector
Myth buster: HR tech isn’t just for HR. 

In fact, HR tech is more than just a tool. When used optimally, it 
becomes the backbone of joint planning.

When HR and Finance use integrated systems—like HCM, ERP, 
and FP&A tools—they eliminate data discrepancies and unlock 
real-time planning. It creates a single source of truth that both 
teams can trust.

And trust matters.

Without connected systems, HR data has to be pulled, cleaned, 
and re-uploaded into Finance models (often by a financial 
analyst acting as a go-between). That slows everything down 
and introduces errors. It also turns every planning cycle into a 
manual scramble.

But when HR’s output becomes Finance’s direct input, the 
friction disappears. There are no more conflicting headcount 
numbers, no more spreadsheet ping-pong between 
departments, and no more forecasting in silos. Time to value 
improves, and collaboration becomes the default. Not the 
exception.

https://www.hibob.com/resources/
https://www.hibob.com/blog/best-hcm-software-systems/
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When systems are synced:

• Headcount is reconciled. No more HR saying there are 1,052 
employees while Finance says there are 1,013.

• Budgets get built together. No more emailing spreadsheets 
back and forth during compensation cycles.

• Forecasts are aligned. Hiring plans and cost models update in 
the same environment in real time.

It’s not just about the tech. It’s about removing barriers to trust, 
speed, and smarter decisions. Because HR tech is more than 
operational software. It’s the connective tissue that enables joint 
planning, cross-functional visibility, and workforce agility.

When HR leads the charge to integrate systems, it builds 
credibility across the business and drives better outcomes for 
everyone.

https://www.hibob.com/resources/
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Real planning wins 
from HR and Finance
Want to see what collaboration looks like in practice? 

Here are four everyday challenges where HR and Finance can 
win as a team, powered by real-time collaboration and the right 
tools:

Strategic workforce planning

BEFORE AFTER

HR created hiring plans based 

on growth goals. 

Finance approved headcount 

separately, often leading to 

mismatched expectations 

and misaligned budgets and 

timelines.

HR and Finance model 

headcount, start dates, and 

role types together from the 

start. 

Growth projections, hiring 

timelines, and compensation 

data update in real time, 

keeping both sides aligned 

and agile.

https://www.hibob.com/resources/
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Compensation modeling

BEFORE AFTER

HR recommended merit 

increases while Finance 

manually reviewed the 

numbers, causing delays, 

confusion, data discrepancies, 

and spreadsheet chaos.

Both teams use shared 

dashboards to track budgets, 

pay bands, and equity 

allocations throughout the 

merit cycle.

Decisions get made faster, 

with fewer surprises … and 

stronger accountability from 

both teams.

Turnover forecasting

BEFORE AFTER

Attrition caught everyone 

by surprise. HR scrambled to 

fill gaps, and Finance rushed 

to update budgets and 

forecasts.

With predictive analytics, 

HR flags potential turnover 

risks early. Finance adjusts 

scenarios proactively, 

minimizing costs and 

avoiding operational 

slowdowns.

https://www.hibob.com/resources/
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Performance-linked incentives

BEFORE AFTER

Goals were set in HR systems. Finance 

tracked bonus payouts separately. 

No one had a full view of performance 

vs. budget impact.

Both teams co-create goals and 

track outcomes in one place, 

tying individual performance 

directly to financial impact.

Compensation planning becomes 

more transparent, strategic, and 

aligned with business results.

These aren’t one-off wins. 

They’re everyday proof points of what’s possible 
when HR and Finance align around shared 
systems, goals, and data.

https://www.hibob.com/resources/
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Build a single source 
of truth (and trust): 
A playbook for HR-
Finance partnership
So, how do you go from siloed to synced? 

Creating alignment between HR and Finance doesn’t require  
a full system overhaul. It starts with shared foundations and  
a shift in how planning happens.

Here’s your four-step playbook on how to turn siloed processes 
into one aligned strategy:

14

https://www.hibob.com/resources/


15Guides by HiBob | Visit our Resource Center

Step 1: Align on definitions and 
hierarchies

Before you can collaborate, you need a shared foundation. That 
starts with consistent definitions and structures.  

• Standardize your terminology. Align on key terms like 
headcount, FTE, attrition, and turnover.

• Choose the right hierarchy. Decide when to use org structure 
vs. cost center, depending on context.

• Align on who’s included. Are you talking about contractors, 
FTEs, future hires, people on leave, etc.?

• Document it all. Create a living data dictionary with your 
shared definitions. Update them as needed.

Why it matters:  
Misaligned definitions = mixed signals = credibility loss

Step 2: Co-create business-
relevant goals

Start talking to each other at the very beginning. Reframing 
goals together can help HR teams build credibility with Finance 
by speaking the same language: shared, measurable KPIs that 
bridge people metrics and financial results.  

• Start with shared business priorities. Focus on growth, 
efficiency, and resilience.

• Build KPIs in context. Tie people initiatives directly to 
business outcomes. 

• Lead with HR insights. Use data like attrition trends, 
performance metrics, compensation data, and cost modeling 
to inform joint goals.

• Speak Finance’s language. Frame strategies in terms of ROI, 
cost avoidance, and long-term value.

• Build alignment habits. Schedule quarterly syncs and shared 
dashboard reviews.

Why it matters:  
Joint ownership builds buy-in and better planning.

https://www.hibob.com/resources/
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Step 3: Define what shared 
KPIs really look like

Great shared KPIs blend people-first outcomes 
with financial accountability. They’re measurable, 
relevant to both teams, and tied directly to 
business impact.

Why it matters:  
Shared KPIs keep both teams accountable to 
each other.

HR KPI Finance KPI Shared goal/alignment 
opportunity

Cost per hire Recruiting budget adherence
Align hiring volume, cost, and quality 
to hit hiring timelines without over-

budgeting

Quality of hire Time to productivity
Show how strong hires contribute 

faster to business outcomes

Turnover rate Turnover cost
Link attrition to financial impact and 
prioritize retention in key revenue-

driving roles

Internal mobility rate
Cost avoidance from external 

hires
Highlight savings from promoting 
internally and reducing ramp time

Employee engagement score
Profit margin/revenue per 

employee

Connect high engagement to 
productivity, performance, and 

innovation

Training hours per employee ROI on L&D investment
Justify training investments with 
performance and retention data

Time to fill 
Opportunity cost of 

vacancies
Emphasize how long vacancies delay 

revenue, projects, or growth

DE&I representation metrics
Brand reputation/market 

growth
Tie inclusive hiring to customer 

alignment and long-term brand value

Manager effectiveness 
(survey)

Team productivity metrics
Show that strong leadership = better 

results and retention

Absenteeism/burnout 
indicators

Overtime costs/lost 
productivity

Make the case for wellbeing programs 
as cost-saving levers

https://www.hibob.com/resources/
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Step 4: Make it real—use shared 
dashboards for daily collaboration

This is where alignment turns into action. Shared systems 
and dashboards allow HR and Finance to solve real business 
problems together. 

• Forecast side by side. Model headcount and labor costs 
together in one place.

• Sync on comp planning. Track merit increases, equity, and 
performance pay in real time.

• Plan reorgs collaboratively. Project the cost impact of 
structural changes instantly.

• Measure program ROI. Evaluate initiatives like leadership 
development with retention, performance, and budget data.

Why it matters:  
Shared tools and rituals drive real-time trust and transparency.

When HR leads the charge to create a single source of truth, 
it’s not just a data upgrade. It’s a trust-building strategy that 
drives smarter decisions, faster planning, and better business 
outcomes.

https://www.hibob.com/resources/
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It’s time to lead the 
alignment
HR and Finance want the same things: growth, efficiency, 
resilience, and impact. 

The disconnect isn’t in the goal. It’s in the approach.

When HR takes the lead on shared definitions, joint KPIs, and 
integrated planning, alignment becomes a genuine business 
advantage.

It doesn’t take a tech overhaul or huge transformation to get 
started.

It simply requires a willingness to initiate the conversation and 
establish a shared understanding of reality. It begins with a 
shared definition, a unified goal, and a system that everyone can 
trust.

LET HR 
BE THE 
BRIDGE. 

https://www.hibob.com/resources/
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Meet Bob
At HiBob, we’ve built a modern HR platform designed  
for modern business needs—today and beyond. 

We focused on building something that is robust yet intuitive 
and easy-to-use, which has led Bob to be the platform of choice 
for thousands of fast-growing modern, mid-sized organizations. 

For managers
It provides access to data and 

insights to help them lead more 
effectively and streamline processes.

For HR
It delivers automation of many common 

processes, allows greater oversight and visibility 
of the business, and centralizes all people data  

in a secure, user-friendly environment.

For employees
It’s the tools and information they 

need to connect, develop, and 
grow throughout their journey.  

In a short time, Bob can be deployed to enable communication, collaboration, and 
connectivity that drives stronger engagement, productivity, and business outcomes.

https://www.hibob.com/resources/
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Now is the time to make smarter 
decisions when it comes to  
your people and organization
To learn more about HiBob and our data-driven tools, get in touch 
with us at contact@hibob.com

SCHEDULE A DEMO

NEW YORK
275 7th Ave,  
New York,  
NY 10001

AMSTERDAM
Vijzelstraat 68,  
1017 HL Amsterdam 
Netherlands

TEL AVIV
28 Ben Avigdor St.
Tel Aviv 6721848
Israel

LISBON
Avenida Liberdade 
36, Piso 7, 1250-147 
Lisboa, Portugal

BERLIN
HiBob GmbH
Karl-Liebknecht-Str. 
29A, 10178 Berlin

SYDNEY
Redlich, Level 65 19 
Martin Place Sydney 
NSW 2000

LONDON
The Buckley Building, 
49 Clerkenwell Green, 
London EC1R 0EB

https://www.hibob.com/resources/
mailto:contact%40hibob.com?subject=
https://www.hibob.com/book-a-demo/
https://www.hibob.com/book-a-demo/
https://www.hibob.com/book-a-demo/

