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The benefits of an integrated talent management strategy for 

all workforce categories across geographic boundaries have 

been well documented. Broadly, integrated talent 

management is defined as the use of a single provider to 

manage permanent and contingent recruitment as an 

integrated service, and is important because it provides an 

company with a clearer understanding of its talent, the ability 

to make adjustments to its current approach based on that 

understanding, and the information necessary to plan for the 

future.

The growing ubiquity of geographically-distributed 

workforces also increases the need for connectivity between 

processes such as career management and learning and 

development. If global career paths are tightly knit with a 

learning and development strategy, the company can improve 

the success rate of expatriate assignments and other 

leadership development initiatives, resulting in better-

prepared leaders and the more efficient use of talent 

management investments. Essentially, integrated talent 

management fuses human resources processes together in 

the right places, leading to tangible benefits for the company.

It is possible for the model to work with multiple providers, 

although there are clear advantages to be gained by only 

working with one. Despite this, the movement to take 

advantage of integrated talent management has been slower 

than expected, although we are now seeing evidence of 

growing interest in this approach.

This paper attempts to answer the following questions:

• Why is full integration critical?

• What challenges must be overcome by buyers and 

providers to unlock the benefits?

• How can these challenges be overcome?



This is the era of talent supply and demand. Access to 

available talent has become misaligned with how a company 

chooses to engage with that talent, i.e. as an employee or 

through a contingent workforce solution. Viewing the 

workforce in terms of talent supply and demand planning 

paves the way for businesses to evolve their thinking to 

consider all accessible talent as part of their planning 

exercise, because not all types of talent are available in all 

geographies.

There are companies that implement this type of system 

using multiple providers. However, such an approach can 

introduce additional and often unnecessary complexity, 

reduce economies and cost savings, resulting in the 

duplication of effort and cost for both the buyer and supplier.

While some of these issues can be ameliorated through 

strong management, simplified objectives and the 

deployment and adoption of single global processes and 

enabling technologies, the scalability, efficiencies and 

economies that are gained from a single-partner strategy 

should be given significant weight when considering the two 

options.

Another issue is reporting and analytics, in which the use of 

multiple vendors for different types of hires reduces accuracy 

and increases complexity. Consolidation with a single 

provider for both permanent and contingent recruitment 

across markets makes it easier to develop a helicopter view of 

the company’s talent movements, leading to improved and 

insightful business intelligence that opens the door for 

predictive analytics.

Although substantial benefits can be gained from choosing a 

multi-partner strategy combined with the new operating 

model, technology and processes, an integrated approach to 

Recruitment Process Outsourcing (RPO) and Managed 

Service Provider (MSP) procurement can unlock additional 

value levers. Sustainable cost benefits, beyond those 

achievable through a multi-partner strategy, may be secured 

through single ownership of targets for each source, driving 

down agency usage through gain share and a truly global 

focus on talent pools. We would estimate the tangible savings 

to be in the range of 4-8%; less tangible benefits include 

simplified governance, performance metrics and cost 

modeling.

Full integration is critical
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These advantages are now being identified. According to the 

April 2014 Everest Group report Business Case for 

Procurement and HR Collaboration, an integrated approach 

can unlock value with more balance from a cost or quality 

perspective, increased vendor justification, spend 

consolidation and  better spend visibility. These savings flow 

from improved usage, better demand management and lower 

services and vendor management costs. The group’s report 

cites the following benefits:

IMPROVED WORKFORCE BALANCE LEADING  

TO COST SAVINGS.  

This results from a more integrated service that enables 

companies to improve workforce productivity, leading to 

greater substitution of permanent hires by contingent hires. A 

single provider can help the buyer understand and identify 

positions that can be filled with contingent hires or internal 

talent rather than permanent hires. The report states that 

since the ownership of temporary hires is 20-30% less than 

permanent hires, this can generate significant cost savings. 

Furthermore, increased visibility of internal talent leads to its 

higher usage. Overall, Everest Group estimates that external 

hiring is reduced by 5-10%.

BETTER DEMAND MANAGEMENT AND MORE  

ACCURATE WORKFORCE PLANNING.  

This reduces the probability of unplanned hiring for the 

company and the agency spend.

LOWER SERVICE AND VENDOR MANAGEMENT COSTS.  

This results from higher volume discounts and lower vendor 

management costs in an integrated solution.

FASTER DEPLOYMENT.  

From a deployment perspective, a single-partner relationship 

would accelerate the deployment timeline, allowing both 

parties to build global deployment teams, benefiting from 

lessons learnt and leveraging these resources across all 

deployments. Generally speaking, there will be a lower 

implementation cost overall. This could also support the 

concentration of certain skills and increase opportunities to 

leverage offshore locations.

CONSIDERABLE EFFICIENCIES IN MANAGEMENT VERSUS 

THE ADDITIONAL COSTS AND TIME FOR MANAGING 

SEPARATE RPO AND MSP CONTRACTS. 

 This frees up additional HR and vendor management time 

internally to focus on more strategic talent issues.

SCALABILITY ADVANTAGES.  

The solution becomes more scalable when engaging a global 

partner with increased ability to share and flex resources and 

capacity globally; this provides career choices for supplier 

talent within the partnership, enabling the solution to retain 

Intellectual Property (IP) and expertise.

INCREASED BUYER LEVERAGE.  

By bundling spend and increasing supplier skin in the game 

the buyer’s leverage is boosted. There is also significant 

incentive for the partner to build up resources that can 

support cross-border activity, shared intelligence and 

administrative tasks.
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Siloed approach to talent

Two different departments within an company have 

historically undertaken hiring needs assessment: HR has 

focused on determining the need to hire full-time and 

part-time employees, while procurement and supply chain 

management have worked on determining needs for 

permanent or contingent workforce. It is immediately 

apparent that until recently, hiring planning has been largely 

disjointed, but today tools and technologies exist to help 

companies focus on talent rather than silos of contingent 

workers and permanent employees.

A fear of too many eggs in one basket

On the face of it, this seems to make sense - put all our eggs 

in one basket and a single accident can destroy them all. But 

as Mark Twain pointed out in Pudd’nhead Wilson, there is an 

alternative strategy:

Behold the fool saith: “Put not all thine eggs in the one 

basket” - which is but a manner of saying, “Scatter your 

money and your attention”; but the wise man saith: “Put all 

your eggs in the one basket and WATCH THAT BASKET”.

For this argument to hold true, the likelihood of the risk 

occurring and the costs of failure would need to outweigh 

the benefits. So which is better - the old proverb or Mark 

Twain’s approach?

The single-basket view is to be preferred when we can really 

watch the basket. In this case, risk is reduced through careful 

selection and clear governance of the supplier.  And, of 

course, this governance oversight will also be less with one 

supplier than multiple providers - generally we find that with 

multiple suppliers, clients are forced into duplicating 

governance frameworks.

The key risks associated with an integrated approach centre 

on contracting all recruitment activity through one focus and 

the potential that they then prove to be stronger in certain 

regions in either RPO or MSP related services. However, these 

risks are mitigated through the contracting process, ensuring 

the supplier can segment any part of the service that does not 

meet future needs, effectively moving back to a multi-partner 

strategy.

Challenges
that must
be overcome
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Begin with workforce planning

The essential first step for a company is to define the needs 

and gaps in its workforce planning. Once this is done, it may be 

clear that there is a need to acquire specific skills, or perhaps 

more talent is required to achieve your goals and objectives.

There are various pools for acquiring new employees, 

including:

• Internal employees

• External candidates

• Contingent workers

• Offshore workforce

• Project and statement of work-based labour

If your company takes a wide view on talent and is able to 

draw from various sources, you should be able to acquire 

better talent than your competitors. At Allegis Global 

Solutions (AGS) we believe that total talent acquisition means 

that anyone doing work for the company should be 

considered as talent, and therefore should be integrated into 

the total talent management strategy.

Today, many companies do not have a comprehensive 

perspective on their workforce. HR is often only focused on 

their full-time employees having a company badge and too 

often excludes significant numbers of external employees. 

Meanwhile, contingent workers in IT or business departments 

are often managed by these departments directly without 

central oversight from HR. This can lead to a disconnect in 

workforce management - something integration can solve.

Overcoming the 
challenges
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Make the case for 
integration

For HR to create a robust business case for an integrated 

service, it is important to undertake the following steps

• Build a comprehensive fact base across existing 

operations, covering both centralised and decentralised 

spend.

• Understand the dependency between procurement, HR 

and other business units.

• Identify opportunities for value beyond the immediate 

cost reduction related to business objectives. Align and 

create balance between the objectives of cost versus 

quality and short-term benefits versus longer-term 

payback periods.

• Suppliers also have a role to play in increasing the 

percentage of total talent management solutions. They 

need to be more consultative in supporting buyers to 

build business cases and ensure that the need for 

change becomes more compelling. This requires 

building diagnostic tools and framework methodologies 

to help articulate the value of an integrated approach.
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About Us 
Allegis Global Solutions is a leader in global talent solutions. To date,  

we support clients in more than 60 countries both on-site and through 

regional hubs, matching our great people with companies seeking to 

augment their permanent and contingent workforce.

 

We deliver scalable, flexible and tailored solutions, shaped around our 

clients’ unique business requirements and culture. We draw upon decades 

of industry expertise and market insight to design strategies that work. We 

develop innovative tools, products and processes that deliver results.

 

Our passion for talent is the driving force behind everything we do. We 

live to match exceptional companies with outstanding people. By creating 

a culture devoted to great talent, we can deliver client-focused solutions 

that make a difference for businesses across the globe.

www.allegisglobalsolutions.com


