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workforce becomes a source of leverage, not risk. 
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As enterprise workforces grow more complex with contingent labor, Employer of Record (EOR),

independent contractors, and Statement of Work (SOW), many organizations still manage them in

disconnected silos.

While the workforce program still functions, a major risk is quietly growing: fragmentation. The slow,

cumulative spread of work across vendors, tools, contracts, and owners until programs become

harder to operate, riskier to manage, and slower to scale.

The Workforce Unification Framework introduces a scalable and compliant solution to align

Human Resources, Talent Acquisition, Procurement, Finance, Operations, and Legal together under

one strategy to increase visibility, reduce risk, and boost workforce performance.

Executive Summary

What’s broken in contingent workforce programs today

The framework: people, process, platform

Stakeholder value map

Proof of performance by stakeholder group

A self-assessment checklist

What’s next

WHAT’S INSIDE:



Siloed Systems
HR, procurement, and legal
teams often operate on
disconnected systems, leading to
duplicate work and misalignment

Lack of Visibility
Fragmented data hinders real-
time insight into spending, risk,
and performance

Manual Workflows
Spreadsheets and one-off
processes slow operations and
increase errors

Disjointed Tech + Vendors
No central source of truth
creates gaps in accountability
and spend control

Scalability Gaps 
Global expansion is slow and
risky without a centralized
structure

What’s Broken Today

Fragmentation rarely shows up as a dramatic
failure. It shows up as rational, incremental
decisions: another vendor for another geography, a
point solution for a specific workflow, a
workaround to bridge systems that weren’t
designed to work together.

From the outside, the program still looks
“functional.” But at scale, the unintended
consequences become consistent:

Limited insight into cost, compliance, and
performance
Risk of errors and misclassification from manual
processes
Inconsistent contracts reduce oversight and
compliance
Fragmented vendor ecosystems hinder
coordination
Inability to scale workforce programs with
confidence

Why Contingent Workforce
Models Break As They Scale

Traditional workforce models weren’t built for
today’s complexity. The cracks are showing.



People: Governance and Accountability

When managing a contingent workforce at scale, most breakdowns stem from governance failures, not
operational ones. Strong programs put structure around ownership without slowing the business. That
usually includes:

A single, accountable program owner for end-to-end outcomes
Alignment between HR, TA, Procurement, Finance, Legal, and Operations, with defined decision
rights
A shared scorecard with stakeholder-specific KPIs

The goal isn’t more meetings; it’s fewer surprises, because decisions and accountability live in the same
place.

Process: Standard Workflows That Scale

Fragmentation is often a process problem disguised as a tooling problem. At minimum, a scalable
workforce unification framework standardizes:

Operating rhythms: monthly reviews and QBRs
Clear SLAs for policy, compliance, and operational exceptions
Onboarding and access provisioning, including policy acknowledgments where needed
Offboarding, asset recovery, and documentation retention

This is where compliance becomes operational, built into the workflow rather than handled as a
scramble later.

Platform: A True System of Record

Technology becomes powerful when it’s implemented as a system of record, not an additional layer. A
unified platform should enable:

Centralized worker and supplier data across engagement types
Compliance controls for classification, documentation, insurance, and regional requirements
Real-time reporting on spend, risk, and performance using shared definitions

If your platform can’t answer basic questions reliably (who’s engaged, where, through whom, at what
rate, under what terms), it’s not a system of record. It’s another silo.

The Framework: People, Process, Platform



Human Resources: Real-time workforce
data for proactive planning

Talent Acquisition: Faster hiring to
reduce time-to-fill and improve
candidate quality and experience

Procurement: Improved vendor
management and negotiation through
consolidated data

Finance: Clear visibility into spend for
accurate forecasting 

Operations: Simplified planning,
timekeeping, and execution 

Legal: Global compliance, contract
alignment, and reduced legal risk 

A workforce unification strategy sticks
when every stakeholder wins, without
tradeoffs that create resistance. This
may seem obvious, but it’s rarely
operationalized.

Stakeholder Value Map 



Ease of platform use (UX feedback)
Worker productivity post-placement
Operational escalations and resolution
time
Workforce readiness by location or
function
Adoption of standardized workflows

Operations

Rate and contract compliance audits
Supplier performance scoring
PO accuracy and tracking
Program cost savings and rogue spend
reduction
Supplier expertise and adoption rates

Procurement

Budget variance and accuracy
Workforce cost forecasting
Pay cycle efficiency
Consolidated invoicing accuracy
ROI tracking by talent category and cost
center

Finance

Misclassification resolution tracking
Audit outcomes and findings
Compliance with labor law updates
Timeliness of regulatory filings
Documentation consistency across
regions
Supplier insurance limits and coverage

Legal

Time to fill
Quality of hire / retention rate
Offer acceptance rate
Supplier quality
Onboarding completion rate
Candidate experience feedback

Talent Acquisition

Stakeholder satisfaction tracking
Accurate and timely onboarding
Payroll error rate
Engagement and retention metrics
Policy and documentation compliance
Program adoption

Human ResourcesHuman Resources

Proof of Performance: Stakeholder KPIs





workwellna.com connect@workwellna.com | 800-778-0190

Workwell North America is a leading provider of human capital management (HCM), Employer of

Record (EOR), Managed Service Provider (MSP), and Vendor Management Systems (VMS) services.

With a comprehensive portfolio of solutions designed to help businesses navigate the complexities

of global and flexible workforce management, we serve a diverse range of clients, from small

businesses to large multinational enterprises. By providing flexible, compliant, tech-enabled and

scalable workforce solutions, we empower businesses to thrive in today’s dynamic labor market.

About Workwell North America

Fragmentation may not feel like the most urgent risk in your program today, but for many

organizations, it’s already the most consequential one.  

Let’s assess your current state, benchmark performance, and show how unification improves speed,

compliance, and ROI. 

Schedule your consultation and start transforming your workforce management strategy. 

Ready to Unify Your Workforce Strategy?

https://workwellna.com/
https://workwellna.com/
tel:800-778-0190
https://workwellna.com/get-in-touch
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