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THE EMERGING BACKBONE OF CONTINGENT WORKFORCE MANAGEMENT SUCCESS

Executive Summary  

One of the greatest disruptions caused by the 
pandemic is the imbalance of contingent labor supply 
and demand. With a global staffing market that has 
grown 14% in 2021 and an estimated 9% in 2022, and 
a labor pool that has yet to recover to pre-pandemic 
levels, competition for candidates remains fierce. 
Power has shifted to contingent workers. Data from 
the U.S. Bureau of Labor Statistics highlights the
new normal where demand for workers significantly 
exceeds supply.

Figure 1 - Millions of job openings vs. unemployed seeking work

With labor demand far outstripping 
supply, power has shifted to contingent 
workers, driving a wave of innovation in 
the industry. "

"
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As its history has proven, the staffing industry reacts to challenges 
with innovation. Contingent DE&I programs, once seen as “nice to have,” 
have found increasing adoption, driven by worker demand and societal 
evolution. Direct sourcing, once considered primarily a niche cost play, 
is now widely accepted by industry leaders. And practices around talent 
attraction, recruiting, and retention are being reimagined to provide an 
edge in today’s cutthroat market.

Common to each of these innovations is a new, intense focus on data 
surrounding contingent workers.

This “talent intelligence” leverages emerging tools and a focus on 
extracting deep insights from expanded data streams. A holistic 
technology suite or fully integrated point solutions are the key enablers 
to this vision. As profiled in the pages ahead, those who adopt these 
new practices report significantly improved outcomes.

What are these best practices, and how can they be adopted within 
your organization? The aim of this report is to answer each of these 
questions.

Develop an Advanced Talent Strategy

Although many contingent workforce leaders have taken a
wait-and-see approach when it comes to implementing data-driven 
strategies and moving toward a total talent acquisition model, that is 
expected to change over the next few years as businesses opt to hire 
more contingent workers, including freelancers and remote workers, to 
deal with acute talent shortages and successfully execute key
growth strategies.

Moreover, organizations can no longer just "say" they take activities like 
DE&I seriously. Employees and external stakeholders want to see
real results. 

A data-driven approach is the key to attracting and retaining the right 
talent to meet business objectives — and acquiring them at the right 
price. And a fully realized approach integrates tracking with feedback 
and reporting to drive ongoing improvement.

Not only do organizations need to find the talent,
they also need to have the mechanisms in place to
track the data and report back the progress of
these initiatives. " 

Dustin Burgess, SVP of Magnit Strategic Advisory

"

Spending on HR/Recruiting 
Technology Explodes

Global investments in HR technology 
hit an all-time-high in 2021, exceeding 
$17.5 billion, with venture capital 
money flooding into the space as 
employers seek new ways to recruit, 
hire and retain their workforces. 
Specifically, 62% of companies 
increased their budgets for 
recruiting solutions and new hiring 
systems, especially during the Great 
Resignation.

Sources: HR Executive, Crunchbase and 
Aptitude Research
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Early Adopters Lead the Way

For contingent workforce leaders facing new types of challenges, rising 
demand and higher expectations, there is some good news.

Over the last few years, pioneering leaders have mined talent 
intelligence data from internal and external sources and analyzed it to 
gain insights into past, present and future performances and inform 
decisions on recruitment, retention and management. Their efforts 
have led to significant improvements in three key areas: direct sourcing, 
DE&I, and global talent pool identification, optimization and retention.

The purpose of this report is to help others benefit from the best 
practices and experiences of these early adopters and share learnings 
from organizations that are utilizing talent intelligence and analytics to 
gain access to untapped talent, drive program maturity, and shape a 
flexible workforce with the skills to deliver on business goals now and 
in the future.

Sources of Talent Intelligence/Labor 
Market Data

A great number of disparate sources offer talent intelligence data. Each 
should be reviewed with an eye toward data cleanliness, timeliness, 
comprehensiveness and potential biases, suggesting the need for 
quality assurance/quality control. These include:

→ Internal company data ATS/VMS/ HRIS/website analytics

→ Exit interviews

→ Government sources

→ Job postings data/LinkedIn

→ External vendors

→ Consulting firms

→ Salary aggregate sites

→ Market research studies

→ Third-party data validators

→ Benchmark data from similarly oriented organizations

Staffing Leader Priorities

→ 70% of contingent program leaders  
 cite direct sourcing and talent pool  
 curation as top priorities.

→ 63% of HR, procurement and other  
 workforce professionals expect  
 DE&I to become a higher priority.

→ 49% of contingent workforce   
 buyers plan to explore a direct  
 sourcing initiative in the next two years.

→ 55% of companies plan to prioritize  
 their talent strategy and focus on  
 talent optimization.

Sources: SIA Research; The Predictive 
Index: “The 2021 State of Talent 
Optimization Report”

What is Talent Intelligence?

Talent intelligence refers to the process 
of collecting, analyzing and marrying 
internal and external data and using the 
insights to turn workers (regardless of
status) into a competitive advantage. 
Put simply, talent intelligence helps 
companies understand the available 
talent pool, identify and select the best
talent at the best cost, and engage 
in the thoughtful development and 
execution of an integrated talent
sourcing and management strategy that 
actually delivers business results.

Sources include: Harver, LinkedIn, 
Human Capital Institute
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Key Findings and Takeaways

When contingent workforce leaders measure 
people data and apply the resulting insights, they’re 
empowered to make objective decisions rather than 
subjective ones. This increased rigor will likely result in 
improved outcomes. There are a variety of tools and
techniques talent optimizers can use to collect and 
measure people data.

Data-Driven Talent Strategies Are Table 
Stakes for Corporate Survival

An analytical approach is no longer optional. The 
ability to collect and analyze holistic talent data to 
derive insights and develop strategies exists today. 
Early adopters have graduated to more advanced 
practices and are transforming into talent-centric 
organizations that predict future demand and link 
contingent workforce attraction, recruiting and 
retention strategies to business objectives.

Talent Intelligence Is the Catalyst for 
DE&I Today

Game-changing contingent workforce leaders aren’t
just giving lip service to diversity. They measure 
beyond ownership diversity to the characteristics of 
the contingent workers themselves, and at a granular 
level by position, gender, race and others. This is 
compared to the local population and to direct hire 
results at each stage of the process to draw insights, 
establish a baseline, set goals, take action and 
measure progress. 

Analyzing talent intelligence not only tells you who 
left and why they left, but also who is most likely to 
leave in the future. It can identify patterns of bias 
within the organization and provide the impetus to 
redesign hiring processes, initiate activities that foster 
workplace inclusiveness, or eliminate pay inequities. 
DE&I champions are overcoming the challenges of data 
collection and looking at workforce data in new ways 
to develop new strategies.

Talent Intelligence Fuels Direct Sourcing 
Success

Without fail, early adopters of direct sourcing 
programs for contingent workers have gathered and 
analyzed internal and external data at every stage of 
the journey to ensure success. They start by creating 
a data-backed, visionary business case that illustrates 
the depth of the problem and captures the reasoning 
for initiating a direct sourcing program. They also 
gather and analyze talent intelligence to forecast 
demand for contingent talent, set realistic goals,
and find the “sweet spot” for a pilot program. 
Leveraging large datasets that might include keywords 
used, campaign timing and many other factors, they 
also measure the results, refine the process and 
engage in continuous improvement.

Optimize Talent Attraction, Recruiting 
and Retention

Sometimes, talent acquisition problems are not due 
to a talent shortage, but rather that your organization 
is not implementing the right strategies to attract, 
engage and retain the talent it needs.

Pathfinding leaders have overcome these challenges 
by engaging in talent optimization, a three-part 
process that utilizes quantitative data and analytics 
to forecast the demand for talent by role; identify the 
best, most-cost effective sources of talent; and come 
up with ways to attract and retain those workers and 
optimize their performance.
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About the Research

Staffing Industry Analysts (SIA) was commissioned 
by Magnit to conduct interviews among experts and 
pioneering contingent workforce leaders to collate
their experiences, best practices, processes, and 
roadmap to success when it comes to using data, 
talent intelligence and supporting analytics to develop 
and implement direct sourcing, diversity, equity and 
inclusion (DE&I), and talent optimization and
retention initiatives.

As part of the project, SIA also reviewed numerous 
proprietary research reports and customer outcome 
data to validate the anecdotal evidence, identify trends 
and confirm our conclusions. This report represents a 
summary of what we heard about the role of holistic 
workforce data, talent intelligence and analysis in 
driving program maturity and sourcing, as well as 
attracting and retaining next-generation contingent
talent.

Quotes from the interviews, case studies and 
supporting data have been included in this report. We 
would like to thank all interview participants for their 
contribution to this important topic.

Key Terms in This Report

Throughout this report, we use the following 
definitions sourced from SIA’s Lexicon, which in some 
cases have been abbreviated:

1 Contingent Workers 

Used to describe any person who works in or for a
business but who is not employed by that 
business or on their payroll. It may also be used 
to describe workers with an explicitly defined 
or limited tenure. Contingent workers include 
temporary employees provided by a staffing 
agency or staffing platform as well as independent 
contractors/consultants.

2 Direct Sourcing 

A term commonly used to refer to the process by 
which a company leverages its own candidate pool 
(e.g., former employees, retirees, silver medalist 
applicants from its own ATS) to place within the 
company, as contingent/temporary employees. 
Direct Sourcing does not necessarily mean that 
100% of a company’s hiring will be done in-house 
and with no relationships with intermediaries.

3 Diversity, Equity & Inclusion (DE&I) 

A phrase that refers to the awareness of, and the
efforts made by, an organization to create a more
welcoming environment for people of less-
privileged identities with the ambition to promote 
meaningful, systemic change toward more 
equitable working environments.

4 Freelancer 

This term can be used to refer to almost any
self-employed professional worker who performs 
jobs transiently and is unaffiliated with a particular 
employer organization. Freelancers are typically 
classified as independent contractors.

5 Workforce Solutions 

Workforce Solutions are third-party products and
services relating to the sourcing, engagement and
development of employed and non-employed
(including contingent) workers.
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Why the Time Has 
Come for a Data-Driven 
Approach
To navigate the changing landscape and win the 
war for talent, an analytical approach is no longer 
optional. Contingent workforce leaders need better 
decision making, new strategies and progress toward 
total talent acquisition. The collection, analysis and 
application of talent intelligence is the key component 
to get there.

The Data Advantage

Early adopters have graduated to more advanced 
practices and are reaping the benefits. Google, 
Microsoft, Wal-Mart, Royal Dutch Shell, and IBM are 
just some of the companies that are competing on 
talent intelligence and analytics and are winning.

Specifically, our research shows that collecting 
and analyzing data on the entire workforce — 
from sourcing to hire and beyond — and applying 
the results of the analysis transforms struggling 
companies into talent-centric organizations that
forecast future needs and build pools of diverse 
talent ahead of demand. In fact, leading companies 
use intelligence to source and nurture candidate 
relationships, not intuition.

Disciplined talent intelligence also provides insights 
into which talent sources are performing the best, and 
the effectiveness and cost of internal versus external
hiring. Most importantly, talent intelligence helps 
affect change and the successful implementation 
of DE&I and direct sourcing strategies that support 
program maturity and position companies for 
the future.

A well-known example of these principles is Billy 
Beane, the famed baseball general manager and 
subject of the book and subsequent movie, Moneyball. 
Beane pioneered the use of analytics in professional 
sports, and sums up his principle in the well-known 
quote, “Your eyes and your gut will fail you.”

Do leaders ultimately want to fill 50% or 80% of contract 
positions through direct sourcing? Where should the 
program sit? Are cost savings a priority? Generally,
leaders have found that access to talent, cost savings, 
leveraging the employer brand and speed of hire fuel the 
motivation to move forward.

With a complete picture of the workforce ecosystem at 
their fingertips, contingent workforce leaders can more 
easily and effectively meet the talent needs of the
organization.

Your eyes and your gut will fail you. " 

Billy Beane, EVP of The Oakland Athletics,
Trailblazer in the use of data mining
for talent identification

"
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Move Ahead or Get Left Behind

Despite robust investments in technology to solve challenges such as 
gathering workforce insights, building talent pools and managing talent 
pipelines, 83% of organizations have low people analytics maturity and 
are under-equipped to identify problem areas and potential solutions 
to their recruiting challenges, according to Deloitte. Moreover, a survey 
by PwC confirmed that HR/talent leaders are struggling to benefit from 
their technology implementations, especially when it comes to hiring.

However, efforts to speed things up are already underway and the 
window of opportunity is closing fast. Some 96% of senior executives 
in a recent survey by Deloitte feel that analytics will become more 
important to their organizations in the next three years. Data-driven, 
holistic talent acquisition and optimization strategies are becoming 
table stakes for corporate survival.

The ability to collect and analyze holistic talent data from internal 
and external sources to derive insights and develop strategies exists 
today. Contingent workforce leaders can also leverage industry-specific 
subject matter expertise and consultants to get started on the data and 
analytics journey. The era of data and analysis is here.

Top Technology Challenges 
Facing Talent and HR 
Leaders

→ Maximizing technology investments  
 and driving adoption 85%

→ HR insights/data analytics 39%

→ Recruiting and hiring systems 39%

→ Upskilling (talent optimization) 28%

→ Retention of key talent 27%

→ Diversity, equity and inclusion 19%

PwC’s Human Resources Technology 
Survey
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Talent Intelligence Is the 
Catalyst for DE&I
With 62% of enterprises perceiving contingent labor 
as a vital component of their overall workforce and a 
significant source of direct hires, a DE&I strategy must 
be extended to a company’s contingent workforce to 
attract quality workers.

Analysis supports the impact of DE&I in contingent 
workforce management (CWM). In a 2022 SIA study, 
we found that industry DE&I leaders significantly 
outperformed all others in access, fill rates and ability 
to attract talent, providing a significant competitive 
advantage in today’s highly competitive market.

However, “the business case is much broader for 
DE&I than traditional ROI,” noted Rebecca Perrault, VP, 
global leader, Diversity, Equity and Inclusion for Magnit.

“It’s also about developing brand equity in the 
marketplace and getting ahead of the trends,” she 
continued, “and competing for top talent when 48% of 
Generation Z are racial or ethnic minorities.”

Talent intelligence and analytics is the key to 
understanding the baseline and ways to improve DE&I 
for an extended workforce. Fortunately, the ability to 
track DE&I data already exists and can change the 
industry, Perrault noted.

The ability to track DE&I data
already exists and can change
the industry. " 

Rebecca Perrault, VP, Global Leader, Diversity,
Equity and Inclusion, Magnit

"
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Drill Down

Given what’s at stake, innovative contingent workforce leaders aren’t 
just giving lip service to diversity, they take a deep dive into the data to 
recognize and understand the trends, take action, track progress and 
improve.

“You need to measure diversity at a granular level by position, location and 
so forth and compare it to the local population to draw insights, establish 
a baseline, set goals and measure progress,” explained Wen Stenger, 
diversity & inclusion champion, CEO and co-founder of Omni Inclusive.

Perrault echoed that advice and added, “Quantitative data tells you 
what happened, qualitative data tells you why it happened and what the 
solution might be.”

For instance, if all of the contractors who quit before their contracts 
ended were women, the hard or numerical data tells you what happened. 
Analyzing feedback, perceptions, exit interviews, etc., gives you a clearer 
picture as to why they left.

Quantitative data tells you what happened,
qualitative data tells you why it happened and
what the solution might be. " 

Rebecca Perrault, VP, Global Leader, Diversity, Equity and Inclusion, Magnit

Analyzing talent intelligence can help contingent workforce leaders identify 
patterns of bias within their organization and redesign hiring processes 
or eliminate pay inequities. It can help determine the turnover rate and 
the drivers of turnover within various segments. Uncovering lurking pay 
equity gaps, cultural issues or projects being assigned to the same people 
requires digging below the surface.

"Ensuring global job parity and pay equity, especially in equal pay countries 
is becoming a C-suite focus,” said Dustin Burgess, senior vice president 
of Magnit Strategic Advisory. Beyond the threat of large class action 
lawsuits, Burgess explains, organizations that seek to realize DE&I goals 
have historically been hamstrung by lack of data. With new technology and 
access to data, organizations can ensure market-competitive rates that 
achieve the goal of equal pay for equal work across contractors and
full-time workers.

Ensuring global job parity and pay equity,
especially in equal pay countries, is becoming
a C-suite focus. " 

Dustin Burgess, SVP, Magnit Strategic Advisory

"

"

What to Measure

→ Diversity data (who are we hiring?)

→ Inclusion/retention data
 (who is leaving?)

→ Compare your performance against  
 the market

→ Compare your performance against  
 yourselves



www.magnitglobal.com  |  ©Magnit, All Rights Reserved12

THE EMERGING BACKBONE OF CONTINGENT WORKFORCE MANAGEMENT SUCCESS

Foster an Inclusive Culture

Diversity and inclusion have proved hard to achieve. 
Simply focusing on recruitment and checking boxes 
won’t change the culture or unconscious biases.
Progress requires a comprehensive, multifaceted 
approach that addresses hiring paradigms, like beliefs 
and views about gender or pedigrees from elite 
universities.

“DE&I comes from changing behaviors, educating hiring 
managers and eliminating unconscious bias,” Stenger 
said.

Isn’t it time the intangible became tangible? Regularly 
analyzing and monitoring DE&I data can help 
contingent workforce leaders advance change by 
revealing gaps in talent sourcing and the need for 
activities that foster more inclusive hiring practices 
and work environments.

For instance, in addition to training hiring managers 
on inclusive recruitment and hiring, and engaging 
in ongoing conversations about the importance of 
diversity, a global biopharmaceutical company has 
opened its employee resource groups and
disability support groups to contingent workers.

Leaders who integrate their traditional and contingent 
workforce DE&I programs achieve a competitive 
advantage by being better able to attract talent, having 
greater access to highly skilled talent, and receiving a 
higher ROI for contingent labor.

Leading-edge companies also create codes of conduct 
and policies that encourage inclusion. For example, 
they write inclusive job postings and use technology 
that removes certain identifiers from resumes, like 
names or locations that could create biases. A before-
and-after analysis shows that this feature helps 
companies hire from more diverse candidate pools.

They also involve contingent workers in team bonding 
activities, ban “cultural fit” as a reason for rejecting 
candidates, adopt structured interviewing processes 
and use real-time wage data to ensure pay is fair, 
equitable and market based. The bottom line: There 
are countless ways that contingent workforce leaders 
can improve DE&I through ongoing analysis of talent 
intelligence.

DE&I comes from changing behaviors, 
educating hiring managers and
eliminating unconscious bias. " 

Wen Stenger, Diversity & inclusion champion,
CEO and co-founder, Omni Inclusive

"
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Inclusive Hiring Roadmap

Collect and analyze data at each hiring stage

→ Identify gaps and barriers in pipelines, processes,  
 and procedures

→ Integrate contingent and fulltime DE&I strategies

Change the culture

→ Provide training and education

→ Explain the benefits of DE&I

→ Offer support and resources to contingent workers

Test and iterate

→ Measure progress

→ Track improvements in key outputs such as worker  
 quality and time to fill

Mini Case Study

Creating an Aligned DE&I Strategy 

Situation: Given that a global biopharmaceutical 
company coverts a high percentage of their 
contingent workers to full-time status, the 
company views diversity of their flexible 
workforce as dovetailing or supporting the 
company’s overall DE&I goals. Benchmarking 
therefore helps them identify gaps between the 
two programs and prioritize the areas they need 
to work on.

Action: To measure progress and identify 
opportunities to improve, the company’s 
contingent workforce strategist, views the
gender and racial composition of converted 
contingent workers and compares it to similar 
data for direct hires at each stage of the hiring 
process.

She considers whether the company is 
engaging enough diversity/disabled candidates 
for contingent positions to affect conversion 
outcomes. If not, she considers expanding 
direct sourcing for some positions, adjusting job 
descriptions, or giving staffing firms diversity 
targets. If some staffing firms are doing better 
than others, they receive more business. If 
women are leaving contracts early, why? Is it 
cultural? Are they getting paid less? Are only 
white males being converted to full time?

Results: DE&I champions ask questions and 
habitually look at workforce data in new 
ways to develop new strategies with the goal 
of increasing the diversity of the company’s 
contingent workforce and full-time staff.
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Overcome the Challenges of 
Data Collection

Whether diversity data is collected by staffing 
suppliers or provided directly by contingent workers 
during the sourcing or onboarding process, early 
adopters are pushing forward and using best practices 
to drive data collection and participation. Laggards 
are letting anxiety about co-employment, a lack of 
technology or a fragmented data collection effort hold 
them back. 

The leaders we spoke with universally agree that it 
takes a unified and unwavering commitment from all 
parties involved in the contingent worker procurement 
process and the “will to improve” to anonymously 
gather data on the age, gender, race, ethnicity, 
education and geographic location of contingent 
workers.

According to Perrault, explaining the importance and 
reasons for collecting the data and how it will be 
used is the key to overcoming fears of discrimination, 
privacy violations and achieving participation rates of 
nearly 80%.

If workers are going to feel safe enough to self-identify, 
they need the ability to maintain confidentiality by 
having a “separate” talent account and the ability to
“forget” or delete the data they enter. Moreover, all 
data should be anonymized and only used to report 
aggregate percentages.

Don't Wait

Even though it may take a while to see the results, 
contingent workforce leaders should start collecting 
DE&I data today.

In fact, many VMSs have enhanced their offerings to 
prevent bias at the hiring stage, to help to build and 
encourage diverse talent communities and to provide 
actionable insights on diversity using analytics.

“Start now, or you will find yourself trailing your 
competitors,” Perrault warned. “Find partners who 
can help and do what you can now to influence the 
culture.”
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Fuel Direct Sourcing 
Success
When it comes to crafting and implementing a 
direct sourcing strategy for contingent workers, the 
consensus is there is no one-size-fits-all solution.
However, without fail, early adopters have gathered 
and analyzed internal and external data at every stage 
of the journey to ensure success.

Create the Business Case for 
Change

The leaders we spoke with started by creating a data-
backed business case that illustrates the depth of the 
problem and captures the reasoning for initiating a 
direct sourcing program.

They use demand forecasting to analyze historical data 
and apply a growth factor, including the company’s 
business objectives, to project the future demand for
contingent talent. However, they don’t just measure 
data, they interpret it to draw conclusions.

For instance, they consider the current fulfillment rate 
from staffing suppliers, the state of the talent market, 
shifting worker preferences, real-time wage data and
forecasted skill shortages to uncover the extent of 
the talent shortfall and justify the need for a direct 
sourcing program.

Of course, they also project the potential benefits and 
ROI, including improvements in access to talent, speed 
of hire, contractor commitment and cost savings that 
result from leveraging the company’s employer brand 
to attract and engage independent workers. Many cite 
external sources as well, including SIA’s research
indicating that today’s direct sourcing leaders 
outperform others in fill rates, skilled talent access, 
attraction as a competitive advantage, and contingent 
workforce visibility.

Once you have visualized the results of the data 
analysis, the next step is to communicate something 
from the picture you created.

For example, early adopters have turned the graphical 
representation of information into a communication/
marketing tool to win executive support, build 
mindshare for change, and move a direct sourcing 
initiative from concept to reality. Executive support 
can mean the difference between the success and 
failure of a major change initiative like direct sourcing.

“You need executive sponsorship at the highest 
possible level, someone with the power to champion 
your program initiatives and effect change within the
organization,” advised Eric Osterhout, senior category 
specialist for a major pipeline company. 

The stronger you can make the connection between 
initiating direct sourcing and realizing benefits and 
ROI, the stronger your business case will be. Analysis 
of talent intelligence provides a solid foundation 
for the business case and the motivation to move 
forward.

You need executive sponsorship at the 
highest possible level, someone with
the power to champion your program 
initiatives and effect change within
the organization. " 

Eric Osterhout, Senior Category Specialist for
a major pipeline company

"
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Set Data-Driven Recruiting Goals

Early adopters also analyze market and labor force data to define what 
success looks like from the outset, establish priorities and baseline 
performance, and set recruiting goals that are realistic and attainable. 
In a nutshell, they analyze the location, the prevailing wage, supply and 
demand, and workforce demographics to answer the all-important 
question: How many positions can you realistically fill through direct 
sourcing? The idea is to pursue pockets of talent with low competition and 
high ROI and establish a target for each business unit and role you plan to 
fill through direct sourcing. 

Contrary to the prevailing opinion, direct sourcing has been successful 
in filling both high-volume/low-wage roles, as well as highly specialized, 
highly priced talent, with many of the “Big Four” accounting firms focusing 
of the latter.

They universally agree that meeting or exceeding stakeholder expectations 
is critical to building trust and acceptance for a promising but unproven 
method of sourcing contingent workers that are essential to
business performance.

“It’s better to under-promise and over-deliver on your recruiting goals, 
especially in the first year,” noted a talent acquisition executive at a
major airline.

Data Analysis Questions 
to Ask Before Launching a 
Direct Sourcing Initiative

→ What is the greatest projected need  
 for contingent workers?

→ What skills will they need?

→ What percentage of the overall  
 market are you currently reaching?

→ What is the competition/hiring  
 difficulty?

→ Where are the untapped talent  
 pools?

→ What is the market salary range?

→ Are there opportunities to improve  
 supply, time to hire and costs by  
 reallocating work, changing   
 locations or recruiting remote  
 contractors?
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For instance, filling 30% of engineering positions with 
directly sourced female, minority contractors might 
seem like an effective way to alleviate talent shortages
and diversify the existing staff. But is it achievable 
when women make up only 13% of the engineering 
workforce?

“It’s critical to ask and answer, what does success 
look like by country before launching a direct sourcing 
initiative,” noted John Poore, general manager of direct
sourcing for Magnit. 

Using talent intelligence and facts eliminates gut-feel 
decisions and helps contingent workforce leaders 
establish recruiting priorities, identify untapped talent
pools, establish a performance baseline for each 
country and measure success. It also allows curation 
teams to target recruitment marketing campaigns.

Find and Build Pools of 
Untapped Talent

Analysis of internal and external real-time, wage 
and labor market data helps teams identify the 
best markets to recruit for specific positions 
Direct sourcing leaders also analyze labor force 
characteristics, demographics, and key findings from 
SIA’s annual “Temporary Worker Survey” to tailor the 
company’s employer brand and offers toward worker 
preferences by job level or role. Leaders target ads and 
social campaigns toward specific worker groups, and 
rigorously compare success across brand campaigns 
and candidate outreach to optimize direct sourcing 
performance.

Employers with a robust employer brand should reach 
out to “silver medalists,” retirees, alumni, referrals, and 
even interns in order to instantly open their talent
pool. As an example, leveraging its strong employer 
brand and directly engaging contractors helped 
Capgemini build a database of 70,000 potential 
candidates in just over two years.

Although a strong, heavily promoted employer brand 
remains a significant source of underutilized talent, 
analysis of labor force demographics often presents 
additional opportunities to expand and diversify the 
talent pool by offering remote work arrangements, 
eliminating unnecessary requirements from job 
descriptions, reallocating tasks, or tapping overseas 
markets.

For instance, Justen Barber, manager, Global 
Contingent Solutions at ServiceNow, analyzed talent 
intelligence from a wide range of sources to expand 
the company’s talent pool and reach untapped talent. 
His analysis revealed opportunities to attract skilled 
workers outside the Bay Area, lower costs and connect 
with a more diverse mix of candidates simply by 
offering remote work to candidates in Texas, Florida, 
Atlanta, Chicago, and Washington D.C.

Through data analysis techniques, contingent 
workforce leaders can gain valuable insights that 
inform overall decision making and close talent gaps.

Measure twice, cut once to set initial 
fulfillment goals for directly sourced 
contingent talent that are realistic
and achievable. " 

John Poore, General Manager of Direct
Sourcing, Magnit

"
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Pilot, Refine and Expand 
Sequentially

The leaders we spoke with recommend testing the 
direct sourcing waters with a pilot program, rather 
than diving in headfirst.

“Don’t try to boil the ocean, take a phased approach,” 
says the airline talent acquisition executive. Increase 
your chances of success by launching a pilot program 
in an area where direct sourcing can make a significant 
impact or improvement without hurting the business.

How do direct sourcing leaders choose the best 
testing group? They figure out what areas balance 
degree of difficulty with supply and start there.

Don't try to boil the ocean, take a
phased approach. " 

Talent acquisition executive at a major airline

Mini Case Study

Designing Better Pilot Programs 
at a Major Airline 

Situation: Although the airline's initial analyses 
outlined the recruiting needs and rationale for 
implementing a direct sourcing strategy, it still 
needed to validate the assumptions as well as 
the benefits to win support for the idea. To
provide proof of concept with fewer risks, it 
needed to find the “sweet spot” for a pilot 
program, the place where the demand for 
talent, employer brand and stakeholder support 
for direct sourcing were strongest.

Action: The airline's talent acquisition team 
collected and analyzed talent intelligence from 
internal and external sources to identify areas 
that offered economies of scale in terms of 
recruiting and fulfillment, such as call centers. 
It then set specific goals for the pilot, reviewed 
them at regular intervals and fine-tuned 
performance before expanding logically and 
sequentially by skillset from one business unit 
to another.

Results: Today, over 50% of staff augmentation 
needs at the airline are filled through direct 
sourcing.

"
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Once the pilot begins, early adopters analyze conversion rates for each 
stage of the recruiting funnel as well as the quality of directly sourced 
contingent workers through encore assignments, extensions and 
conversions to full-time status to monitor performance and determine 
which sources are producing the best quality.

Leverage Data to Educate Line Managers
and Expand

Most direct sourcing teams present market and pay rate data and a short 
list of candidates to line managers during intake calls to educate them 
about the benefits of direct sourcing, with the option to select the best 
resource at the best rate for filling a role. Many hiring managers have 
learned to go with their gut when selecting workers in the absence of 
information. Research presented in HBR suggests that 85% to 97% of 
professionals rely, to some degree, on intuition or a mental synthesis of 
information to assess individuals. Emotion-based hiring lets biases creep 
in and can eliminate qualified candidates. When a full set of facts is 
available, data-driven decision making invariably yields the best results.

Talent demand

Stakeholder support

Employer brand

According to a survey of more than 
1,000 senior executives conducted by 
PwC, highly data-driven organizations 
are three times more likely to report 
significant improvements in decision 
making compared to those who rely 
less on data.

The Sweet Spot for Pilot Programs

The nexus where demand for talent, employer brand and 
stakeholder support are strongest.
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Optimize Talent Attraction, 
Recruiting and Retention
Finding the right mix of workers with the skillsets to facilitate rapid 
business growth is challenging in the best of times. With labor demand 
significantly exceeding supply, it’s more challenging than ever. Aligning 
talent and business strategies requires a holistic view of workforce data, 
labor market knowledge, and the ability to turn analysis into actionable 
insights and embrace new ways of thinking.

Industry leaders have overcome these challenges by engaging in talent 
optimization, a three-part process that utilizes quantitative data and 
analytics to forecast the demand for talent by role; identify the best, 
most-cost effective sources of talent; and come up with ways to attract 
and retain those workers and optimize their performance.

Forecasting requires data, and the often-limited integration among VMS, 
HRIS and ATS represents a formidable obstacle. The early adopters who 
were interviewed recognized this, yet have created integrations in order 
to enable the full talent optimization cycle. This has proved particularly 
valuable for those expanding geographies and seeking to map talent and 
standard job titles and responsibilities.

Talent Optimization

1 Forecast talent demand by role  
 through quantitative data

2 Identify cost-efficient talent   
 sources

3 Optimize targeted candidate   
 attraction, retention and   
 performance
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Talent Optimization Questions

A potential trap is analytics for analytics’ sake, a form 
of “boiling the ocean” that will hamstring the ability to 
fully optimize talent. Rather, leaders prioritize their
questions around the key program areas of quality, 
efficiency, cost, and risk (QECR). Viewed as an 
integrated framework, QECR provides a lens through 
which to view program performance of talent 
optimization.

Quality, Efficiency, Cost, and Risk 
(QECR) Framework

→ Quality: Quality of talent as measured through  
 manager ratings, assignment completion ratio,   
 quantifiable business impact, and other measures.

→ Efficiency: Speed of program components and  
 related metrics, including candidate submissions  
 and onboarding/offboarding, retention rate,   
 interview-to-hire ratio, fill rate, and other   
 performance metrics.

→ Cost: Total program cost, including bill rates, pay  
 rates and their consistent application,   
 program tools and resources, internal staff costs,  
 and opportunity costs of unfilled positions.

→ Risk: Overall risk profile and drivers, including   
 co-employment (both real and perceived),   
 misclassification risks, service delays, intellectual  
 property vulnerability, and invention and NDAs,  
 especially among professional positions.

As-Is State
Desired State

EFFICIENCY

QUALITY

RISK

COST

Leading practitioners and industry experts offered the following QECR questions most 
impactful on the journey toward talent optimization
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Quality

→ Where are the most pressing positions going   
 forward?

→ What are the critical skillsets?

→ What is the worker profile for each of these   
 positions?

→ How are the workers performing through   
 quantitative feedback/evaluations?

→ Why are our workers leaving? Can we better   
 measure attrition drivers through talent surveys?

→ What parts of the talent attraction, screening and
 onboarding process can we incrementally change  
 to improve results?

→ Where does the organization see quality issues,  
 and what is driving that?

Cost

→ Are we paying competitive rates for contingent
 workers?

→ Are worker pay rates and supplier margins   
 competitive or are we disincentivizing our   
 partners?

→ Have we fully leveraged internal program job and  
 bill rate data to reduce outliers?

→ How much do we need to pay to attract   
 contractors with in-demand skills but still   
 encourage them to accept a full-time offer?

→ remote work enables us broader geographic   
 sourcing flexibility, are we fully leveraging most  
 cost-efficient markets?

→ Is our turnover excessive?

→ Do we have a holistic view to all roles across all
 engagement types to understand if we are   
 optimally sourcing across all channels?

Efficiency

→ Can we speed time to fill by opening the talent  
 pool to broader geographies for remote-eligible  
 requisitions?

→ Can we leverage the data available at each stage  
 gate/ timestamp to understand the breakdown or  
 identify a best practice?

→ Do we provide an exclusive window for direct   
 sourcing prior to engaging suppliers?

→ Can we remove manual processes through the use  
 of bots and AI?

→ For roles/categories with challenges, where is the  
 time to fill/onboarding process breaking down?

Risk

→ Does the approach pose co-employment/  
 compliance risks? Are those acceptable?

→ Are you at risk of leaving positions unfilled?

→ Are you at risk of not being seen as the employer  
 of choice?

→ What governance models do you have deployed to
 ensure non-employee programs are aligned with  
 overall company strategies while complying with  
 all policies? What data points are being tracked to  
 ensure this?

→ Are you proactively identifying flight risks using  
 data and data science? How effective are these  
 models? Are they factoring sensitivity/the mission  
 critical nature of certain positions into severity of  
 risk?
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Start with a Blank Slate

Don’t let preconceived ideas cloud your judgement, 
advised Martin Thomas, head of Total Workforce 
Strategy for Philips. Compare the historical 
performance of directly sourced contingent workers to 
those provided by staffing firms and direct hires and
then benchmark the results against external cost data 
to identify the best sources of talent and the best 
ways to reach them.

For instance, Thomas also considered worker 
availability and the time needed to fill requisitions 
by geographic region to pinpoint the best sources 
of digital talent and help Philips transform into a 
healthcare technology company focused on improving
lives.

“Everything was on the table,” Thomas said.

After seeing the visualized results of the analysis, 
managers in talent acquisition and procurement 
brainstormed new ways of getting work done and 
engaged in a process he calls “right shoring/right 
resourcing.”

Essentially, they looked for opportunities to combine 
roles and source talent from different pools or 
locations. They also evaluated repetitive tasks and 
peak season staffing needs and distinguished between 
core and non-core work to find the optimum way and 
source of talent to get work done. The optimization 
action plan was initially piloted for six months with 
significant results.

Everything was on the table. " 

Martin Thomas, Head of Total Workforce Strategy,
Philips

Mini Case Study

Scaling a Successful Talent 
Optimization Pilot Program 

Situation: Advancing beyond the pilot stage is 
still a daunting challenge. How could Thomas 
educate stakeholders and assist them in 
discovering opportunities to “right resource,” or 
optimize the sourcing, attraction and utilization 
of talent?

Action: Thomas created a case study and 
decision tree for line managers based on the 
results of the pilot. Decision trees simplify the 
data-driven decision-making process and help 
managers work through the process.

Results: Ultimately, Thomas expanded the 
program across the entire company, saving 
Philips $7 million in staffing costs in 2019. The 
optimized contingent worker program is now 
active in 24 countries and direct sourcing
has been implemented in the largest markets. 
The program has proved durable, with savings 
on track to double in 2022 over the prior year.

"
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At ServiceNow, Justen Barber initially focused on 
the quality aspect of QECR through working with 
stakeholders to develop profiles or “blueprints” of the 
ideal contractors. To further vet quality, Barber’s team 
leverages specialized assessments and coding tests to 
ensure they find the right people for the job. They also 
engaged machine learning-based tools to assess hard 
and soft skills and make increasingly better selections 
from agency and directly sourced pools.

Because the quest to optimize the recruiting, 
engagement and retention of talent should have no 
boundaries, it is important to engage the direct hire 
team, HR and key stakeholders from the outset.

The contingent workforce
management team needs to work
in lockstep with the full-time
acquisition team. " 

Justen Barber, Manager, Global Contingent
Solutions ServiceNow

Mini Case Study

Using Talent Intelligence to 
Bridge Gaps and Optimize Talent 
at ServiceNow 

Situation: Justen Barber of ServiceNow 
discovered that contractors were most often 
converted to full-time status after 6 to 8 
months on assignment. The problem was that 
many started looking for other work as they 
neared the end of projects or the limit for how 
long they can remain on assignment, within 4 to 
6 months. Barber also found that the company’s 
staffing vendor pricing model resulted in 
contractors being paid below the full-time rate 
for similar positions which limited selection and 
retention especially in areas of high inflation.

Action: After evaluating the churn rates and 
reasons for incomplete assignments, Barber’s 
team expanded the tenure limits for contractors 
from 12 to 18 months and improved the 
contractor experience including enhanced
onboarding. They also integrated real-time 
pay data into the contingent talent acquisition 
process and now strive to pay contractors close 
to the full-time pay rate, which is just enough to 
get them onboard while still incentivizing
them to convert to full-time. They also created 
customized dashboards to compare actual 
conversion rates to their goals month over 
month.

Results: Analyzing data and talent intelligence 
exposes gaps and moments of truth across the 
talent acquisition journey that require solutions. 
Contractor attrition is down and conversions are 
up 5%.

"
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Conclusions
What we know is that the status quo isn't going to be 
good enough to meet the rising demand for contingent 
workers or support initiatives that drive the strategic 
growth of an organization. Increased competition 
calls for innovative, advanced approaches to DE&I, 
improvements in direct sourcing, and enhanced 
attraction, recruiting and retention of contingent 
workers. Talent intelligence is a key component to get 
there.

Mining and analyzing a treasure trove of internal and 
external talent data is the key to identifying, attracting 
and keeping the right talent needed to meet business 
objectives. It’s the difference between making 
decisions on gut feeling and making them based on
facts. What contingent workforce leaders need is a 
seamless way to connect all data — from sourcing to 
hire and beyond — and a way to analyze the data with 
the goal of extracting useful information. With this 
complete picture at their fingertips, contingent
workforce leaders can more easily and effectively 
meet the demands of the organization.
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Getting Started With 
Talent Intelligence 
Analytics
Now’s the time to start building your talent analytics 
capabilities and literacy. Following these steps in the 
data analysis process leads to better decisions and 
smoother implementations, because your choices are 
backed by holistic talent data from internal and
external sources that has been robustly collected and 
analyzed.

1 Start Small, But Start
 The ability to collect and analyze holistic data   
 exists. Find a contingent workforce talent problem  
 that needs solving, a business objective that   
 needs to be met, or an initiative that needs to be  
 implemented, and start learning the process.

2 Begin with a Clean Slate
 Avoid preconceived notions and the most   
 dangerous phrase in business: “We’ve always done  
 it this way.” Go where the analysis takes you. Use  
 the results to confront problems in atypical ways  
 and find innovative solutions to talent problems.

3 Define Your Questions
 Asking the right questions that are clear, concise  
 and measurable is the key to an effective analysis.  
 The process of asking questions also helps you  
 determine what data you need to answer them.

4 Align Your Efforts
 Involve talent acquisition, HR and appropriate line
 managers from the outset. Engaging well-informed
 stakeholders develops a deeper understanding  
 of the issue, improves the efficacy of the analysis,  
 inspires innovative solutions and builds consensus  
 toward implementation and sustained problem  
 solving.

5 Select the Right Partners and Tools
 Thomas’ team analyzed so much data that they
 “practically broke Excel” and ended up switching  
 to a BI tool. Hiring the right data analytics   
 consultant or inhouse team can help you select  
 the right data and tools to get the best results and  
 ROI from your analysis.

6 Collect and Analyze the Data
 Determine what internal and external data you  
 need to analyze to answer your questions.   
 Then, ensure its reliability and conduct a deep dive  
 analysis to predict outcomes, the underlying   
 causes of problems and opportunities to improve.

7 Interpret the Results
 Data analysis and interpretation is the process of
 assigning meaning to the collected information
 and determining the conclusions, significance and
 implications of the findings. Use the visualized   
 results of the analysis as a communication vehicle  
 to garner support for a solution, process change or  
 initiative, and springboard for ideas and   
 discussions.

8 Pilot, Refine and Expand
 Researchers from MIT Sloan refer to pilot   
 programs as “an evolving experiment with an   
 attitude.” Use data analysis to find the “sweet   
 spot” to pilot direct sourcing, DE&I or recruiting  
 optimization initiatives and set realistic and   
 achievable goals. Then, use ongoing data collection  
 and analysis to benchmark progress, refine or   
 tweak processes, build support for change and  
 continuously improve.
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About Staffing Industry Analysts 
(SIA)

Founded in 1989, SIA is the global advisor on staffing 
and workforce solutions. Our proprietary research 
covers all categories of employed and non-employed 
work including temporary staffing, independent 
contracting and other types of contingent labor.

SIA’s independent and objective analysis provides 
insights into the services and suppliers operating in 
the workforce solutions ecosystem including staffing 
firms, managed service providers, recruitment process 
outsourcers, payrolling/compliance firms and talent 
acquisition technology specialists such as vendor 
management systems, online staffing platforms, 
crowdsourcing and online work services. We also 
provide training and accreditation with our unique 
Certified Contingent Workforce Professional 
(CCWP) program.

Known for our award-winning content, data, support 
tools, publications, executive conferences and events, 
we help both suppliers and buyers of workforce 
solutions make better-informed decisions that 
improve business results and minimize risk. As a 
division of the international business media company, 
Crain Communications Inc., SIA is headquartered in 
Mountain View, California, with offices in 
London, England.

About SIA and Magnit

For more information: www.staffingindustry.com
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About Magnit

Magnit is a global leader and pioneer in contingent 
workforce management. Our industry-leading 
Integrated Workforce Management (IWM) Platform, 
supported by 30+ years of innovation, modern 
software, proven expertise and world-class data and 
intelligence, enables companies to optimize talent 
and diversity goals while achieving operational and 
financial success.

With Magnit, companies can adapt quickly to the 
evolution of work to grow their extended workforce 
with greater agility, efficiency, transparency and speed.

The Evolution of Work
To learn more, visit us at

magnitglobal.com

https://magnitglobal.com/us/en/company/contact-us.html

