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1. ABSTRACT
The workplace has changed—and to be successful in this new environment, employers and 
managers must change, too. Over the past few years, factors like the shift  to remote work, digital 
transformati on, increased turnover, the Great Resignati on and rising infl ati on have led to an 
increase in the use of conti ngent labor markets to meet business needs. 

Today, the conti ngent workforce accounts for 44% of workforce spending, and the percentage 
is expected to increase. Meanwhile, the costs of third-party labor sources are expected to rise. 
Infl ati on conti nues to climb and cost of labor (COLA) increases are inevitable. In the fi rst quarter 
of 2022, worker producti vity fell 7.5%, the fastest decline since 1947. At the same ti me, labor costs 
as measured against producti vity soared 11.6%. 

As companies increasingly rely upon their conti ngent workforce, any return (or loss) on the 
investment will be multi plied—making it more criti cal than ever to ensure teams are producti ve 
and effi  cient. However, the value propositi on is about more than spending. It’s also about strategy. 
In a recent survey, 62% of executi ves said that the conti ngent workforce is important or extremely 
important to meeti ng business needs for specialized new IT and digital skills.  A greater reliance 
on conti ngent workers means roles are shift ing from temporary workers performing simple, 
maintenance-oriented tasks to knowledge workers focusing on more strategic work ti ed to the 
top line, bott om line, and company innovati on. Conti ngent workers are no longer a stopgap. They 
are an integral part of the workforce. 

As this is a large and increasingly costly investment in human capital, employers need clarity around 
how to eff ecti vely manage the return realized from this valuable porti on of their workforce. Only 
25% of C-suite executi ves say they are highly informed when it comes to managing their conti ngent 
workforce, and only 23% have visibility into progress of milestones and deliverables.  
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CNBC. htt ps://www.cnbc.com/2022/05/05/labor-producti vity-fell-7point5percent-in-the-fi rst-quarter-the-fastest-rate-since-1947.html. 
Accessed 25 May 2022.
ISG, 2021 / Fieldglass, Conti ngent Workforce Insights 2019: Experti se in Full Force



2. DIFFERENT MOTIVATIONS CALL
FOR DIFFERENT MEASURES
In a survey of companies who source conti ngent workers, only 18% of executi ves said their 
organizati on has highly eff ecti ve cross-functi onal collaborati on in managing performance of their 
conti ngent workforce.  So, what happens when we start doing things diff erently? 

For centuries, companies have relied on full-ti me employees to get work done—and for the most 
part, this arrangement has worked. Employees are moti vated to do their best work because their 
conti nued employment requires it. They also know that when they produce high quality work, 
they are more likely to receive pay raises, promoti ons, and the respect that comes with these 
accomplishments. The built-in mechanisms in the employer-employee relati onship create a win-
win scenario. Businesses do bett er when their employees perform at their best—and employees 
do, too. 

However, this natural governance and win-win relati onship is noti ceably absent in the conti ngent 
workforce environment. Conti ngent workers are contractors rather than employees, so incenti ves 
like pay raises and performance reviews are missing from the moti vati on toolbox. In additi on, 
workers are oft en in diff erent offi  ces—or even diff erent countries—from their employers. This 
puts physical and metaphoric distance between managers and workers, creati ng an arms-length 
relati onship. As a result, many companies struggle with how to encourage collaborati on and build 
engagement in their conti ngent workforce. 

Accountability is another concern. In order to remotely supervise conti ngent workers, managers 
oft en rely solely on self-reported hours and work data—but how do you know the reports you are 
receiving are accurate? Sapience data refl ects trillions of work hours revealing an alarming greater 
than 20% gap between hours invoiced by suppliers and the hours worked on core acti viti es as 
specifi ed in contracts. Having a clear, unbiased, and accurate view into work acti vity is a necessary 
fi rst step toward improving work output.

Rather than relying on manual ti mesheets and self-reported data, analyti cs platf orms gather data 
automati cally, tracking work eff ort and output. This improves transparency and eliminates any 
doubt about how work hours are spent.

As a result, many companies are searching for solutions to get more value from 
outsourced vendors. It is time to rethink contingent workforce management, with a 
focus on data and results. The potential for transformation is great.

In this whitepaper, we will consider the unique challenges and explore how companies 
can use data and insights to get more value from this vital workforce segment. Data 
shows that companies who use analytics, insights and decision support platforms 
typically reduce the cost of their contingent workforce by an average of 20% or more, 
while maintaining or even increasing productivity. 



3. THE PROBLEM OF (NO) ACCOUNTABILITY
Accountability in the conti ngent workforce extends beyond workers and managers. Companies and 
suppliers should also be held accountable. However, for most enterprises today, the responsibility 
to opti mize the human capital investment in conti ngent work remains unclear. 

To examine this problem, let’s start with individuals in charge of conti ngent workforce management, 
which varies from one business to another, and could include the Chief Procurement Offi  cer (CPO), 
Chief Technology Offi  cer (CTO), Chief Informati on Offi  cer (CIO), or Chief Operati ons Offi  cer (COO). 
Regardless of who is responsible for managing conti ngent work, the role usually begins with 
procurement. This includes selecti ng a vendor and setti  ng up contracts. While this is an important 
role in conti ngent workforce management, it is focused on sourcing rather than results. 

Next, the HR department sets policies to ensure compliance with 
labor laws. This can be complex, because laws regarding full-ti me 
employees are diff erent from those governing conti ngent workers—
and laws vary greatly from state to state and country to country. 
The HR role is more about legal compliance than conti ngent worker 
management. 

Companies who hire conti ngent workers are limited in their ability 
to provide hands-on management due to factors including distance, 
language barriers, ti me zone diff erences, legal restricti ons, and 
the sheer scale of managing large teams. While most successful 
businesses place a strong focus on internal company culture and 
bring a rigorous performance management approach to their 
employee populati on, their conti ngent workforce may not be fully 
integrated into the culture. Companies are highly moti vated to 
improve the eff ecti veness of their conti ngent workers. They simply 
lack eff ecti ve internal processes and clear accountabiliti es to do so 
consistently at scale.

Suppliers, on the other hand, have even less moti vati on to increase 
the effi  ciency of the conti ngent worker they place on assignment. In the case of ti me and materials 
(T&M) contracts, once workers are placed, the suppliers take litt le (if any) responsibility for day-
to-day work of the resources under contract. Instead, the supplier focuses on its own company 
objecti ves and their economic models that place a premium on hours billed based on a clock ti me 
versus hours actually worked or outcomes achieved. The approved ti mecard underpins the invoice 
placing responsibility for outcome directly on the supplier’s customer and zero on the supplier. 
The obvious questi on becomes, in today’s virtual workplace, void of work acti vity data, how does 
a company confi rm the actual hours worked by their conti ngent workforce? A ti mecard, issued by 
a supplier that is moti vated to invoice for a full day’s work, is clearly insuffi  cient. 

Using an analyti cs, insights and decision support platf orm brings more accountability to 
conti ngent workforce contracts, and helps companies analyze workforce effi  ciency. It also makes 
recommendati ons when companies could save money or improve results. 

In the absence of such a platf orm, no one is truly held accountable to ensure the value of the 
conti ngent workforce investment is opti mized. As a result, the conti ngent workers are broadly 
unmanaged. At best, the value of the investment is subopti mized. At worst, resources are wasted 
on a grand scale.



4. THE GAP BETWEEN 
PERFORMANCE
AND EXPECTATIONS
So, what happens when no one is watching? Exactly what one might 
expect. Teams work fewer hours, project ti melines are missed, 
causing company goals to be missed, overti me may increase, and 
work producti vity goes down even as the cost of labor goes up. As 
a result, there is a gap between performance and expectati ons—
the greater than 20% gap menti oned earlier in this report, to be 
specifi c. This results in overpayment for services that were never 
received. 

Without detailed visibility into conti ngent workforce acti viti es, 
companies oft en rely on manual processes to track ti me spent on 
core tasks. This means they must trust workers and suppliers to be 
honest and accurate when reporti ng hours. Unfortunately, manual 
reporti ng can oft en be unreliable. 

Advanced reporti ng technology holds conti ngent teams 
accountable for performance, 
helps prevent overbilling, and 
improves producti vity, which 
makes it easier for teams to 
meet deadlines and achieve 
milestones. 

When enterprises lack transparency into worker eff orts, they 
have no choice but to pay their suppliers’ invoices, regardless of 
outcomes achieved or validati on that hours billed were actually 
worked. With no way to hold conti ngent workforce suppliers 
accountable, they are oft en retained based on familiarity rather 
than performance. 

This gap between what was expected and what actually takes place 
represents a lost opportunity—and as the size of the conti ngent 
workforce increases, that lost value is magnifi ed. However, in this 
gap is also a Golden Opportunity. By gaining access to your own 
data, you will gain a clear picture of the value you are receiving for 
your money. You can then use that data to: 

• Identi fy billing discrepancies
• Negoti ate bett er contracts
• Improve vendor selecti on
• Request performance improvements
• Increase the value of every conti ngent worker on your team. 

THE HIDDEN COST
OF DELAYS
Suppose an enterprise resource 
planning (ERP) project is planned to 
improve manufacturing. Projecti ons 
show that the project will reduce 
costs once complete. Now, suppose 
the project is delayed because the 
conti ngent workforce team assigned 
to it failed to meet its deadlines. The 
company will be negati vely impacted 
as a result of this delay and lack 
insight into why the delay occurred.

Analyti cs engines help businesses 
avoid losses like these by tracking 
eff orts in real ti me, making it easier to 
monitor progress toward deadlines, 
and identi fy potenti al obstacles. 
Using data, managers can predict 
when goals will be met, and work 
with teams to improve effi  ciency if 
milestones are in jeopardy.   

One Sapience Vue client recently 

discovered that their supplier, a 

top-tier IT service provider, was 

billing them for on-the-job training 

and talent development. At some 

intervals, up to 30% of total work time 

was spent in training. Essentially, the 

client was paying for development 

work hours, instead of the developer 

work hours they had contracted. 

Work pattern data provided proof 

and enabled the client to hold the 

supplier responsible to realign work 

eff orts to the contract obligations. 



5. CLOSING THE GAP WITH SAPIENCE 
CONTINGENT WORKFORCE VUE
Sapience Conti ngent Workforce Vue is a data, insights and decision support platf orm designed 
to ensure the highest return on your conti ngent workforce investment.  The Vue platf orm 
automati cally collects near real-ti me data that enables transparency into work acti viti es across 
your enti re conti ngent workforce, giving you a clear view into the daily eff ort and work patt erns 
of your conti ngent resources. Companies who use the Vue platf orm’s acti onable insights can 
materially improve supplier performance and realize signifi cant cost savings. 

The Sapience Vue platf orm reveals the gap between ti me billed by the vendor versus the 
amount of ti me in which work was actually performed.  Typical Vue customers uncover deltas 
of at least 10% on the low end and greater than 30% on the high end.  By way of example, in a 
conti ngent workforce environment of 5,000 resources with an average per person cost of $50,000, 
vendor overbilling ranges from a staggering $25 million to over $75 million dollars annually; the 
equivalent of 500 to 1,500+ FTEs of underuti lized capacity.  Imagine the powerful transformati ve 
implicati ons realizable by Sapience customers armed with the informati on from Vue to address 
vendor inequiti es.

Using Vue insights, Sapience customers confi dently and successfully re-negoti ate sourcing 
contracts and present vendors with billing discrepancies for reconciliati on. As a result, Sapience 
clients have been able to save millions. 

In additi on, Vue customers asserti vely use the Sapience data-driven recommendati on engine 
to improve vendor selecti on and reduce vendor sprawl. Working at both the vendor and skill 
level, they establish new key performance indicators (KPIs) to drive higher producti vity, consistent 
workdays, and reduce variati on among vendors. 

Using uti lizati on insights, Vue customers manage vendor capacity to opti mize their cost structure 
by confi dently reallocati ng workload amongst existi ng staff  or across vendors, ti ghtening overti me 
controls, and dynamically reducing or increasing resource levels to meet project demands. 

Sapience Vue clients also benefi t from the ability to quickly identi fy and address situati ons where 
premium rates are being paid for work that could/should be done by non-niche or less experienced 
resources.  The result is rate savings and the ability to maximize the value received from the higher 
skilled people, which can be especially valuable in situati ons where the niche or more experienced 
people are in short supply. 

Sapience Vue further enhances business value for its customers by reducing business risks. 
Improper applicati on access, inappropriate URL access, unacceptable acti viti es, and restricted fi le 
access can all be managed through Vue. Reports and insights automati cally identi fy compliance 
gaps and vulnerabiliti es, revealing who has improperly accessed what, and when.



NUMBERS DON’T LIE: CASE STUDIES
Read a few examples that demonstrate how data can transform conti ngent workforce management. 

$6.8 Million Saved by Leading U.S. Bank
In one recent case, management at a leading fi nancial insti tuti on wanted to acquire evidence of 
work performance to validate billing, increase accountability, and make more strategic conti ngent 
workforce staffi  ng decisions. Sapience Vue revealed that resources were working for 5.1 hours, 
versus the expected 7 hours. Even more concerning, 20% of resources were working only 2.7 
hours per day. Aft er implementi ng Vue, 292 resources were removed from projects, creati ng 
an immediate annual cost benefi t, and daily producti ve work ti me increased by 1.5 hours. This 
resulted in $6.8 million in savings.

$12 Million Refunded to Fortune 500 Company
In another example, a Fortune 500 fi nancial technology company suspected overbilling from their 
conti ngent workforce vendor, but needed proof. They wanted to determine how many workers 
logged in each day, and the number of hours worked. Aft er implementi ng Sapience Vue, the 
company quickly learned that only 30% of employees were logging in each day. The company was 
billed for more than three ti mes the number of workers engaged in projects. They approached 
their vendor with this evidence and received a $12 million refund, in just six weeks.

$18 Million Cut in Costs by Global Bank
A global bank consulted Sapience out of concern that they were being overbilled by their vendor. 
They wanted to validate work acti vity against invoiced hours, identi fy opportuniti es for cost 
savings, and increase producti vity. Within a three-month ti me frame, using data and insights 
from Sapience Vue, the bank recouped approximately $18 million in excess charges. Bank leaders 
also gained valuable insights from their business soft ware, and used Sapience data to create an 
improved work environment.

TIME FOR CHANGE
In a ti ght labor market with a growing gig economy, the role of conti ngent workers will conti nue to 
grow—and in the face of this change, investi ng in data-driven conti ngent workforce management is 
criti cal. With the benefi t of this technology, businesses will understand how workers are spending 
their ti me, and they will have the data and insights needed to improve performance. Companies 
that embrace the transformati on potenti al from access to data and insights can move beyond the 
transacti onal and achieve real transformati on throughout their conti ngent workforce.

Your company deserves visibility into the daily eff ort of your conti ngent workforce, insights to 
improve producti vity and collaborati on, a single source of truth to help you negoti ate bett er 
contracts with vendors, and gain greater value from your conti ngent workforce team. It’s ti me for 
Sapience Conti ngent Workforce Vue.

WHITEPAPER

VUE how your business REALLY works.



WHITEPAPER

VUE how your business REALLY works.

ABOUT SAPIENCE
Founded in 2009, Sapience amplifi es workplace producti vity across people, processes, and 
technology. We focus on work eff ort data trends using Vue analyti cs, our fl agship analyti cs, 
insights, and decision support platf orm to provide the scalable capabiliti es leaders need to 
understand, manage, and transform the human capital potenti al of their business. With 
trillions of hours of work data collected and analyzed, Vue enables executi ves and managers 
to stop guessing and start knowing what’s really happening across their enterprise in today’s 
modern work environment.

Partnering with companies around the world, Sapience provides access to data that will 
have a positi ve impact at all levels. We deliver data & insights stakeholders, including the 
executi ve suite, managers, and human resources, fi nd essenti al in increasingly complex 
work environments.

Simply put, Sapience enables you to Vue how their business really works. Our soluti ons 
and decision support for enterprise and conti ngent workforces serve as a cost-eff ecti ve 
“insurance policy” that provides the informati on and control mechanisms businesses need 
to confi rm the maximum value
from their workforce investment.

Transform Conti ngent Workforce Management at Your Company. 

For more informati on about the Sapience Vue platf orm, case studies, or to 
schedule a demo, visit www.sapienceanalyti cs.com.   
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