
This white paper provides outcomes from an industry roundtable conducted in 
May, 2017. The event, sponsored by Entity Solutions, was a discussion forum relating 
to the challenges and opportunities associated with managing talent pools within 
a contingent workforce.

The event was attended by business and industry leaders including; Australian-
Super, BHP Billiton, Avanade, Accenture and LightsApp, a contingent technology 
platform with Entity Solutions representing the Contingent Workforce industry. 

Our participants shared viewpoints spanning various industry sectors specifically 
covering Financial Services, Mining, Technology, as well as Management Consulting 
and Professional Services.
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"As the CEO of a Contractor Management Organisation (CMO), I know that 
Entity Solutions owes its existence to the ‘New World of Work’ (NWOW) 
and the way it continues to shape the manner in which organisations and 
Independent Professionals respond to this evolving environment.  
  
It is undeniable that workforces are increasingly moving toward project 
and assignment based engagements. Technology, globalisation, diversity, 
economic changes are some of the factors contributing to the shift. 

To accommodate the shift, access to talent cannot be limited. We see 
more organisations self-sourcing, placing greater emphasis via in-house 
recruitment capability, networks of their key personnel, referrals and aug-
mented with specialist niche agencies.

Flexibility is fundamental in meeting the project/assignment based envi-
ronment. Flexibility needs not be random, but a cost contained managed 
program. A program that finds talent via self-sourcing, facilitated and paid 
with speed and compliance in an environment that enables access to criti-
cal information and ultimately talent reuse. 

In my experience, implementing a well-defined contingent workforce man-
agement plan will provide organisations a solid foundation which can be 
built upon. Without this, realising the full potential of a contingent work-
force will be difficult.”

- Neil Merola
CEO Entity Solutions
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HOW DO WE MAXIMISE ITS POTENTIAL?THE CONTINGENT WORKFORCE
IS ON THE RISE



Our panel for the Roundtable discussion included the following participants:

 ‣ Michelle Carr, Roundtable facilitator, Director iSimplify (Former Head of Strategy 

and Operations, Careers-Global Talent at Telstra)

 ‣ Jake Pickard, AustralianSuper, Resourcing Manager

 ‣ Lorraine Callus, Accenture, Procurement Category Lead

 ‣ Lorenza Cianflone, Avanade, Group Manager Resources Operations

 ‣ Kanchan Angural, BHP Billiton, Global Category Management Supply

 ‣ Jacqueline Custodio, CEO of Lightsapp - online talent management platform 

for contractors

 ‣ Neil Merola, CEO of Entity Solutions

 ‣ Joanne Nixon, Customer Development Director of Entity Solutions

1  The Emergence of the Gig Economy, August 2016, AI Group Workforce Development 
2  Deloitte’s Global Business Driven HR Transformation The Journey Continues
3 Seek, The rise of the contingent workforce – attracting, managing and engaging transient staff
4 Manpower Ministry’s 2015 Labour Force Report
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INTRODUCTION
As has been the trend for many years from multiple global studies, the most 
recent 2016 workforce development report1 estimates that by 2020, 40% of the 
workforce in Australia will be comprised of contingent workers. 

In such a short space of time, the world of work has evolved significantly and will 
continue to do so at rapid speed. Given the pace of change, it is therefore natural 
that we will begin to face obstacles that need to be overcome as society and the 
workforce adapts. 

There are various motivations for an organisation to utilise a contingent work-
force, one of the main incentives discussed among the group was their ability to 
address short term business demands. It enables an organisation the flexibility to 
upscale or downscale as needed in a cost effective way. 

According to Deloitte2 , companies have increased the use of contingent workers 
to bridge the critical skills gap as it is essential businesses supplement internal 
talent in order to create an environment that is flexible and responsive to the market. 

When coupling the cost of recruitment and the ability to save money by the re-
use of talent, organisations are compelled to align their talent management and 
retention strategies to their organisational policy, goals, behaviors and culture.

In this report, we seek to assist organisations in the development of their strate-
gies around contingent talent attraction and management, allowing them to max-
imise the business benefits of engaging a contingent workforce, regardless of 
the size of the organisation. We will achieve this by understanding the challenges 
companies are dealing with and present some recommendations that would be 
beneficial to both the contractors and the organisations engaging them.

Current contingent 
workforce makeup
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WE ASKED OUR
PANELLISTS...

COST
CONTAINMENT

Why do organisations want to reuse or reassign content 
talent?01

02
03

Our panel of industry leaders, HR, Recruitment and Procurement specialists iden-
tified the top key drivers for the reuse and retention of contingent talent across 
their businesses.

Cost Containment

Intellectual Property (IP)

01
02
Cost of recruitment includes all the processes associated with the recruit (or pro-
cure) to pay process. It includes the tangible costs of people, process, systems, 
service providers, plus the intangible costs associated with not having efficient 
processes in place which impacts the brand immediately due to a poor customer 
and user experience. 

Compliance compels new talent to be resourced with due diligence, then engaged 
compliantly, on-boarded, inducted, paid and culturally aligned to the objectives of 
the organisation.

This is a major driver in their pursuit to reuse and retain contingent talent. Al-
though the same can be said regarding a permanent workforce, a contingent 
workforce is fluid and individuals are engaged in response to short term demand. 
In order for the contingent workforce option to remain an economic alternative 
to employing permanent headcount, costs need to be contained in the ‘recruit to 
pay’ process and strategies set around talent management and retention. 

When sourcing talent, the marketplace is competitive, talent has choice, and speed 
is paramount. Yet the process can be long and detailed.  Each engagement needs 

The panellists agreed that the prospect of being able 
to fill positions with talent previously engaged is an 
attractive one. Reusing suitable contingent talent 
would result in a significant reduction in time, mon-
ey, disruption within an organisation as there is less 
risk due to the candidate being “tried and tested”.

INTELLECTUAL
PROPERTY

IP was cited as the second most significant driver for the retention of con-
tingent talent. Often when we refer to IP we think trademarks, copyright and 
patents; however a considerable portion of IP is the knowledge within your 
workforce. 

to go through a rigorous interview process, is subjected 
to background checks and assessed for behavioral and 
cultural fit. Jake from AustralianSuper describes it as a 
procedure that companies don’t want to have to repeat

too often saying;

"There is a risk in recruiting , going out each 
time and finding the right person. Recruit-
ment's hard work, it's never going to change 
- the risk is enormous. For us it's about 
identifying the right skills, behaviors and a 
good cultural fit, so when we get 3 ticks in 
a row we want to be able to either retain 
that person or to hire them at a later date."

- Jake Pickard
AustralianSuper

How can organisations overcome the challenges presented 
by the management of contingent talent?

What are the main obstacles organisation needs to 
overcome in managing contingent talent pools?

Why do organisations want to reuse or reassign contin-
gent talent?WHY...



It is inevitable that your contingent workforce will develop specialist technical un-
derstanding and customer intelligence forming part of your organisations IP.

When a contractor is engaged on a short  or maximum term project, they are privy 
to valuable information about the (end) client’s strategies and can become em-
bedded in the intimate details of projects and technology. By retaining contractors 
familiar with the detail, organisations can increase productivity on similar pipeline 
projects. However, unless there is an immediate need to reassign this talent the 
IP may be lost.

The problem becomes greater with the specialised niche skill set, as these indi-
viduals cannot be replaced as easily due to industry competition. The loss of valu-
able IP can cause a flow on effect, as organisations then have to reassess future 
projects which would rely on this particular skill set. According to PWC, “…40% 
of the technology respondents reported that they have had to cancel or delay a 
strategic initiative due to talent limitations”5.

The impact of losing IP can be difficult to measure due to the ripple effects 
throughout the business, though it is safe to say that organisations should be 
taking action to retain and reuse their contingent talent where possible in order to 
protect IP.

Another important facet of the discussion focused on identifying how these driv-
ers fit into the overall talent management/workforce strategy of an organisation. 
It was evident that the strategies varied depending on the size of the business and 
how long it had been established. 

One of the businesses involved in the discussion identified that in recent forecast 
and projection meetings, a workforce strategy was decided upon due to the com-
pany approaching critical mass in terms of permanent staff. The company’s rep-
resentative believed that they were moving more towards the contingent model 
and currently experimenting with what is the appropriate mix of contingent and 
permanent workers.

All approaches to workforce strategy were at different stages of maturity. A com-
mon theme was that the strategy was formulated and then reassessed as re-
quired. Some had initiated long term projects to establish more formal policies 
and procedures around talent management in their workforce, however all agreed 
that this was usually adapted based on demand.

According to the PWC, 
“...40% of the technology 
respondents reported that 
they have had to cancel or 
delay a strategic initiative 
due to talent limitations”

5 Take your mark; how technology companies can use workforce planning strategies for a smarter business 
PWC technology Institute, December 2012, Page 3

WHAT... What are the main obstacles an organisation needs to 
overcome in managing contingent talent pools?

The group discussed what they believed were the major challengers they faced in 
the management of contingent talent pools and key observations included;



In procurement and sourcing roles, it is vital to retain visibility of contractors 
during the various stages of their tenure in order for individuals to be considered 
for pipeline work. Whilst many of the panellists admitted they did not have set 
strategies around retaining ongoing visibility, they expressed keen interest in the 
attainment of a program or system that encapsulates and addresses this spe-
cific need. Many organisations choose to manage their permanent and contin-
gent workforces separately; however among our attendees there was a balanced 
spread of people managing resource requirements for both workforce categories.

In many cases, the permanent workforce is visible through a centralised internal 
system, whilst the contingent talent pool is often managed by individual depart-
ments and/or managers. Two of the participating organisations had overall visi-
bility regarding their contingent workforce including contract durations, number 
of times a contractor has been engaged, rates, skills etc. These organisations 
utilise an internal workforce management tool but they do not retain visibility of 
the contractors once they are off-boarded.

Departments too often advertise for job openings without realising that there is 
a pool of talent available to them with contractors who were familiar with the 
organisation, had already been on-boarded at some point, possessed the appro-
priate skill set and therefore would be the most suitable and cost effective option.

Through discussions it came evident that there would be great benefit in the 
merging of the two areas where permanent and contingent workforces were vis-
ible in the one view. This would provide an overall outlook of the supply of skills 
available versus the demand of skills required by the business, and therefore lead 
to greater efficiency of talent reuse and utilisation.

VISIBILITY AND
MOBILITY OF 
ALL TALENT

ORGANISATIONAL
POLICY

Visibility and Mobility

Organisational Policy

01
02

A common challenge faced by the panellists was dealing with their organisation’s 
hiring policies and working within these boundaries to minimise risks posed by 
recruitment. 

A common procedure across the organisations was that when the decision is 
made that a skill set is needed, there can be an organisational directive or policy 
in place which recommends a permanent option first before engaging contin-
gent workers. However, organisations often need the skill short term which would 
therefore align the requirement to a contingent role.

Most of the panellists agreed that there was a lack of clarity around engagement 
types in their organisations and this lack of definition could be hindering the effi-
cient management of contingent talent pools.  With labour laws varying from coun-
try to country, a global organisation would have great difficulty in providing these 
definitions in a set of overall guidelines.

It follows then that we must also look at how commu-
nications between departments are managed in an or-
ganisation regarding contracts that are coming to an 
end and openings in other areas of the business where 
the same skill sets can be utilised. The trend across the 
board was that there wasn’t an ideal system in place 
that allowed full visibility of permanent workers, as-
signed contingent workers and an available contingent 
talent pool. 

"The crux of total workforce management lies 
within its ability to engage talent in real-time, ir-
respective of the source, and align it effectively 
with internal projects and initiatives” 6.

The Modern Guide to Total 
Workforce Management

6  The Modern Guide to Total Workforce Management - Ardent Partners Ltd 2017



In this situation, global guidelines should be developed to begin with and then lo-
calised for each country according to the laws within each state, territory or region. 
Michelle (iSimplify) agrees, saying;

The conclusion drawn from this aspect of the discus-
sion is that both the sheer size of the organisation can 
sometimes impede communications between depart-
ments, which results in a higher risk of processes not 
being followed correctly along the way. This impacts 
preferences in regards to the use of referrals.

HOW... How can organisations overcome the challenges pre-
sented by the management of contingent pools?
Given that competition for niche skill sets has increased in recent years, the or-
ganisations involved in the discussion were looking at implementing strategies 
around contingent talent attraction and retention, where previously it had not 
been of great concern due to the nature of the engagement type. The primary 
focus of the discussion was around:

Specific guidelines should be set for the use of the var-
ious engagement types (e.g. Permanent, Maximum 
term contractors and short term contractors) and 
which type is appropriate to each possible scenario. 

"You do need to have some kind of global 
policy but also needs to be flexible. There 
should be compliance and governance 
around this."

“From my perspective, Telstra is quite ma-
ture in their contingent processes; there are 
specific business rules in place to support 
referred contractors being placed quicker 
compared to an ‘unknown’ individual."

Workforce planning strategy to include contingent talent

Technology

Contractor retention programs

01
02
03

WORKFORCE
PLANNING

It is clear that more resources and effort need to be directed towards a detailed 
strategy around contingent workforce talent retention. The PWC report, “Take 
your mark: how technology companies can use workforce planning strategies for 
a smarter business”, cites a lack of planning and investment in this area as the 
underpinning problem. 

All agreed that if a definition framework was in place, organisations could quickly 
identify the types of contractors or employees needed for a role and search for  
them accordingly, thus speeding up the process and having the roles filled sooner.

In the case of one global organisation in the discussion, the Managers often di-
rectly hire the contractors. The challenge this creates is that it has been known to 
fall into a grey area with regard to conflict of interest, compliance, due diligence 
and safety for such a global company where this is harder to keep track of. 

On the other hand, it can be beneficial to the organisation when the Hiring Manag-
er knows the contractor they have chosen to engage as they have most likely been 
engaged for a previous project. It can speed up the engagement process when all 
background checks and due diligence has been carried out for the contractor at 
an earlier stage, particularly when they are moving from project to project within 
the organisation.  Michelle, reflected on her experience with Telstra, explaining; 



CONTRACTOR
EXPERIENCE

TECHNOLOGY

"Often…these efforts are isolated and reactive, and most are focused on filling 
immediate headcount needs. And companies may lack both the routines and the 
tools and methods necessary to assess the talent implications of their business 
strategy and monitor progress towards enterprise-wide goals. What they lack is 
a workforce plan” 7.

To overcome the challenges we need to begin at the workforce planning stage, 
whereby organisations make the transition from regarding the contingent work-
force with nonchalance, to incorporating this necessary element into a long term 
workforce plan and budget with a detailed, actionable strategy in place.

Contractor Management Organisations are frequently engaged to alleviate prob-
lems being faced by organisations wanting to utilise a contingent workforce as 
part of this strategy. The fundamentals of contract management (compliance, 
speed of on-boarding, payroll assurance) need to be considered before any other 
talent management strategy can become successful. 

Investment in technology solutions that provide full visibility over both permanent 
and contingent workforces will be crucial to overcoming the obstacles discussed.  

For many organisations, it can be challenging to accept that attraction and re-
tention efforts also need to be extended to the contingent workforce; however 
the statistics and trends are showing that it is now more important than ever. 
According to recent research, “…utilisation of these platforms is expected to grow 
by nearly 72% over the next two years, which means that businesses will require 
solutions that can tap into the new world of on-demand talent”8.

Investment in technology to assist in the management of contingent talent was 
high on the list of priorities for all of the panellists, although the organisations 
that hadn’t invested in this aspect of the business previously were seeing this 
as a long term project, which needed to be developed and managed carefully to 
ensure maximum return on investment.

The general consensus was that creating a contractor experience that made current 
contractors feel valued was one of the most important factors in retaining con-
tractors for future requirements. 

The power of association is not only an effective marketing tactic for consumers 
but works extremely well for attracting and retaining contingent talent.

Creating an environment where contractors can develop an appreciation of your 
brand and culture will do a lot to enhance the contractor experience. There are a 
number of ways you can set out to achieve this, such as, providing opportunity 
to access dedicated contractor benefits, paying attractive rates and developing 
strategies that allow you to stay connected to these individuals after contracts 
have ended.

In order to do this, it is vital to ensure compliance of engagement is in place. A 
contractor and an employee are different, the risk is different, the objective of hir-
ing a contingent worker is different, and so the engagement needs to be different.

7 Take your mark; how technology companies can use workforce planning strategies for a smarter business    
PWC technology Institute, December 2012
8  The Age of Self-Sourcing in Contingent Workforce Management and the Role of Online Talent Platforms and
VMS technology - Ardent Partners Ltd (Christopher Dwyer) Beeline, January 2016



SUMMARY There are many business benefits to the above mentioned suggestions. Firstly, a 
customised technology solution that holds information about both types of work-
forces concurrently and provides overall visibility, would allow organisations to 
retain valuable IP where possible and enable greater control around workforce 
spend. Return on investment increases once the organisation is able to identify 
ways to reuse and retain skilled workers and has less need to rely only on expen-
sive recruitment process. The retained talent has already been on-boarded, has 
background checks, meets compliance requirements and knows the business ex-
perientially, resulting in a reduced lead up time for works to begins.

Including a comprehensive contractor service offering will also serve to enhance 
the organisation's brand, positioning the company as one that care about the ex-
perience of contingent workers and places a high value on what they contribute 
to the organisation.

An additional business benefit is that the implementation of these changes en-
courages a shift in the culture and mindset of the organisation with regard to 
contingent talent, as more energy is invested in nurturing the relationship. 

Over the course of this roundtable discussion, it became evident that the key to 
solving the above mentioned problems lies in the balancing of an organisation’s 
cultural behaviour with respect to how contractors are treated with the use of ap-
propriate customised technology solutions to improve visibility and interdepart-
mental communications.

A notable example of this was the Associate Network 
program recently launched by Avanade. The goal of the 
program is to build a contingent talent pool that allows
them to maintain ongoing visibility of talent via regular 
networking events, product demonstrations and pro-
fessional development opportunities.

This program assists with its contingent talent pool 
management plan. By improving the contractor’s

	

 

experience and perception of a particular brand, an organisation is reducing its 
competition in relation to sharing contingent talent with other organisations. 

According to the McKinsey 
& Co study9 : By 2020, 
advanced economies are 
predicting a shortage of 
highly skilled workers of 
approx. 16 - 18 million.SUPPLY (HIGHLY SKILLED WORKERS)

150 MILLION

166-168 MILLION
DEMAND (HIGHLY SKILLED JOBS)

WAR ON TALENT

Then offering your contractors lifestyle enhancement and income maximisation 
services such as tax and accounting, salary sacrificing, insurance and profession-
al development opportunities can provide benefits which surpass the additional 
benefits offered to permanent employees.

With highly sought after skill sets often belonging to independent professionals 
who willingly choose to remain independent, it has become necessary to look at 
ways to incentivise independent talent. 

"Contractors can go anywhere, but at Ava-
nade we want to give them a memorable 
experience so that in 6 months' time, if a 
contract comes up, I can give them a call 
and they will be excited to come back.”

- Lorenza Cianflone
Avanade

9  McKinsey & Co Study Report June 2012



Over the next few years, the global workforce will be increasingly comprised of 
contingent talent. Embracing this next phase of the New World of Work will be 
crucial to making it work for your organisation and formulating solid strategies 
around your contingent workforce as with the permanent workforce. In summary, 
our proposed recommendations are as follows:

Go back to the basics and assess your current contractor management processes.

RECOMMENDATIONS

 
 

OPEN UP YOUR ACCESS TO TALENT: Utilise internal recruitment functions, 
Referrals programs, Network programs and augmented these avenues with 
specialist niche agencies to ensure you are not limiting your access to talent.

ACCELERATED ON BOARDING PROCESS: Ensure you have a streamlined 
process to manage fast on-boarding of your contractors from obtaining 
background screening and entitlement to work checks to system set up 
such as payroll and web portals.

COMPLIANCE: Ensure you have full engagement compliance and no en-
gagement risks, whereby employees and contingent workers are clearly de-
lineated.  As reuse and retention of contingent workers is the objective, there 
can be no contingent risk. Make sure all statutory, regulatory ownership and 
management including, Payroll Tax, Workers Compensation and OHS obliga-
tions are clearly defined.

ENSURE YOUR CORE CONTRACTOR MANAGEMENT PROCESSES ARE WORKING

UTILISE TECHNOLOGY SUCH AS A SKILLS AND CALENDAR PORTAL THAT WILL
HELP PROVIDE VISIBILITY

IMPLEMENT ATTRACTION AND RETENTION STRATEGIES

REVIEW AND INCLUDE CONTINGENT WORKFORCE REQUIREMENTS IN THE OVERALL 
WORKFORCE PLANNING STRATEGY

ENSURE YOUR CORE CONTRACTOR MANAGEMENT PROCESSES ARE WORKING

REPORTING AND ANALYTICS: Reporting is essential for an organisation 
to effectively manage a contingent workforce. At a minimum, organisations 
need visibility to costs, contract tenure and headcount.

PAYMENT PROCESSES: Ensuring your contractors are accurately paid on 
time, every time, increases your attraction and retention of talent.



 
 

Formulate a complete, long term strategy for the reuse and retention of con-
tingent talent as well as an overall strategy for your contingent workforce.  
Review relevant policies that govern the hiring process, for instance, im-
plementing a definition framework to help organisations identify appropri-
ate engagement types would help speed up the per-recruitment process.

The development or investment of a skills and calendar technology portal will 
centralise all information relating to your contractor workforce.

Utilising such tools will improve visibility to the various stages of tenure and post 
assignment availability. By enhancing inter-departmental communications, talent 
reassignment, cost and reporting real-time intelligence capabilities, businesses 
can make predictive, more educated talent-based decisions. A fully functioning 
tool to manage the reuse and retention of contingent talent pools will prove to be 
a worthwhile investment, providing cost savings and efficient use of resources. 

In order to hold a strong position in the race to nab the top contingent talent, 
investment in talent attraction is essential. As highly skilled contractors progres-
sively become more selective with projects they choose to undertake, they will be 
far more likely to work with brands that actively seek to improve conditions for 
them and offer a well-rounded program to heighten the contractor experience.

Implement a program of benefits to aid in the attraction and retention of top con-
tingent talent by enhancing the Contractor Experience with your brand. 

Setting up attraction and retention programs can be an arduous process and can 
take time to get up and running.  It can be made easier by a Contractor Manage-
ment Organisation with talent attraction and retention offerings already in place, 
which can act as an incentive with which to entice the best talent. 

Organisations that fail to take action towards change in this aspect of their busi-
nesses will find that they are not maximising the potential rewards made possible 
by the utilisation of a contingent workforce. 

REVIEW AND INCLUDE CONTINGENT WORKFORCE REQUIREMENTS IN THE OVERALL 
WORKFORCE PLANNING STRATEGY

UTILISE TECHNOLOGY SUCH AS A SKILLS AND CALENDAR PORTAL THAT WILL
HELP PROVIDE VISIBILITY

IMPLEMENT ATTRACTION AND RETENTION STRATEGIES

twitter.com/entityworld linkedin.com/entitysolutions facebook.com/entitysolutions1
Connect with us

We can discuss your organisation's contingent workforce and help you
get the most out of your workforce strategy

Talk to us about your needs

 (03) 9600 0333 enquiries@entitysolutions.com.au entitysolutionsgroup.com.au

https://twitter.com/entityworld
https://www.linkedin.com/company-beta/34800/
https://www.facebook.com/entitysolutions1
entitysolutionsgroup.com

