As an industry membership organization, we have the unique opportunity to interact with sourcing
leaders across all industries on a regular basis. One of the things we are regularly asked by our
members is about the latest and most innovative technology available for procurement. We push our
technology providers to bring us their best products and let our members decide what serves their
needs. Since most of our member companies are large global entities, the mass majority of the products
they look for are enterprise systems.
Lately, however, we have seen a shift in both our member companies and the most innovative products.
A number of our more recent members are considered small to medium-sized businesses (SMBs);
generally, those organizations are under $1 billion in revenue. These companies are growing fast and
are now a major part of the economic recovery we have experienced since the great recession. The
providers are seeing this market as another opportunity for their products. SMBs have to be more
versatile and nimble and cannot depend on large-scale IT department involvement or rollouts. Now, we
are seeing software as a service (SaaS) and cloud-based systems that serve similar functions as their
enterprise counterparts. These tools do the job at the level needed for SMBs and provide a significant
competitive advantage.
One such long-standing technology provider member is SAP Fieldglass. Their external workforce
management solution has been an industry leader for nearly a decade and has helped hundreds of
enterprise clients get their arms around this complex workforce space. When SAP purchased
Fieldglass, most of their customers—and the market in general—expected more enterprise system
advances. When they approached us to conduct some research on the SMB market, we were pleased
to see them show such interest. We were equally as pleased that their product could scale to serve the
SMB market.
For this paper, we spoke to a number of our SMB members and looked at their challenges in procuring
an external workforce. We found that they all depend on non-employees and smaller service providers.
By working with the Workforce Sourcing Council and our subject matter experts at Compass Rose
Advisory, we have prepared a paper that will help SMBs understand how an external workforce
management solution can help them gain visibility and control and provide access to a talent pool they
have grown increasingly dependent on.
We are pleased to offer this report and look forward to showcasing this innovative SAP Fieldglass
product to our members.
Dawn Tiura, President & CEO – Sourcing Industry Group (SIG)

To compete in the increasingly dynamic digital world, small and medium-sized businesses (SMBs) must
innovate and operate with agility, speed and efficiency. The use of contingent talent is a key lever for
SMBs to remain agile and successfully compete in a tight talent market and an unpredictable economy.
Leveraging external talent, SMBs can flexibly scale up or down with shifting business demands while
minimizing overhead costs and layoffs. They can also quickly pivot to capitalize on new business
opportunities.
SMBs are therefore seeking an external workforce management technology solution to help source the
right talent at the right price, when and where needed, and efficiently manage the full lifecycle of that
talent. The timing is right for the delivery of an external workforce management technology solution in
the SMB market with the current economy and overall business priorities to better manage and deliver
more value; the growing need and increased spend on technology solutions in the market; and the
readiness of the market for digital transformation and greater automation.
Focused on outcomes, SMBs are seeking the simplest, most effective technology solution. Enterprise
solutions in the industry are generally designed for large and global businesses with more complex
requirements and integrations. They are beyond the scope of an SMB’s needs and tend to be a costprohibitive effort for them.
SMBs are very ready for an external workforce management solution configured for the mid-market¾a
solution that is designed for simplicity, speed of implementation, ease of use and adoption, and
immediate impact and return on investment. And with the availability of cloud-based technologies and
software as a service (SaaS), we can deliver on those needs today.
Arun Srinivasan, Senior VP, Strategy/Customer Operations - SAP Fieldglass

The world economy today is being driven by the growth in small and medium-sized businesses (SMBs).
According to Gartner:
“A small and midsize business (SMB) is a business which, due to its size, has different
IT requirements—the attribute used most often is number of employees; small
businesses are usually defined as organizations with fewer than 100 employees; midsize
enterprises are those organizations with 100 to 999 employees. The second most popular
attribute used to define the SMB market is annual revenue: small business is usually
defined as organizations with less than $50 million in annual revenue; midsize enterprise
is defined as organizations that make more than $50 million, but less than $1 billion in
1
annual revenue.”
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The World Bank Group claims that SMBs employ half of the world’s workforce. Why then have the
widely-used technology solutions for external workforce management eluded SMBs? Leading, global
enterprises have operated external workforce management technology solutions, often referred to as
vendor management systems or contingent workforce management platforms, for over a decade.
SMBs have surely embraced the use of temporary workers, consultants and freelancers. Most depend
on their contingent workforce or, as we will refer to this category from hereon, their external workforce.
Their dependency is growing with the flexibility and accessibility that using external talent offers¾but its
use comes with a risk and cost if not managed properly.
In this paper, we will address the reasons external workforce management solutions have eluded the
SMB market and why it is important for SMBs to explore the solutions available now. Unlocking these
keys to managing an external workforce will enable SMBs to reap the benefits of a new, more agile and
efficient model¾benefits that larger enterprises have enjoyed for some time now.
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SMB CHALLENGES
Competition is fierce out there, and the need to innovate and operate with agility has never been more
important. For any size of business, the workforce is the most valuable asset in their ability to
compete¾and the largest expense. So, it is no wonder that the external workforce is an increasingly
vital part of any human resources strategy.
SMBs have always faced challenges with this strategy. As a company grows and hires more
employees, the expectation is that they will remain loyal and want to grow with the company as it grows.
To afford skilled workers, SMBs have depended on organic employee growth¾promoting from within,
investing in training and adding headcount incrementally.
Leveraging an external workforce therefore seemed to offer a counter-intuitive solution to their resource
demands. That notion, however, is rapidly changing. A growing number of workers are seeking
independent work arrangements, and the SMB has had to respond accordingly. In using an external
workforce, SMBs have also subsequently found a great new source of talent they may want to consider
employing in a traditional sense at some point. While building loyalty remains important, being an
employer or client of choice is equally important.
Since the recovery began in 2010, SMBs have played a significant role in fueling the growth of the
staffing industry, which includes those firms providing temporary and contract workers. The optimum
use of these workers takes more than the willingness to engage them. SMBs are just starting to realize
that they need to be more pragmatic and deliberate in how they engage external workers and
specifically what tools and processes they need to employ.
Since many SMBs generally have no centralized external talent procurement or management, it is
everyone’s responsibility. Each user manager has had to fend for themselves, which can lead to some
risk. Co-employment is the most common risk. When the line between internal and external workers
gets blurry, this risk escalates. Treating temps like employees can create unemployment claims,
benefits eligibility and employee relations issues.
Quite often, a manager will find a favorite temp staffing firm that supplies them with good candidates,
but their contracts are not consistent or well administered. Over time, their contractual rates tend to
surpass market rates. Lacking full visibility into external talent spending, this approach can result in
higher than necessary costs. Moreover, managers are very protective of these firms and tend to resist
any effort to consolidate suppliers or lower their rates for fear of losing them.

There are also growing regulatory and compliance concerns in some industries. Temp worker
agreements need specific provisions in highly regulated industries like healthcare, utilities, financial
services and insurance, and manufacturing. Major concerns regarding the security of facilities and
systems are escalated with a contractor population as they have not usually been vetted like regular
employees. Even the taxations and statutory costs to employ an external workforce require
considerations that ultimately are the responsibility of the company where the work is performed.
Consideration for overtime laws, unemployment taxes, workers’ compensation insurance and other
burdens can get overlooked when there is no corporate governance and visibility into this workforce.
Compliance management can become a total nightmare scenario if external workforce management is
not centralized and regularly monitored with a system specifically designed to help mitigate the risks.
When an SMB believes that they need some type of system to help them manage their external
workforce, they often try to use an existing technology such as their human resources information
system (HRIS), applicant tracking system (ATS) or even their procurement system. Commonly,
managers tasked with this responsibility will direct their administrative assistants to use Microsoft Excel
spreadsheets and timesheet logs to keep track of the most basic functions like invoice approvals,
budgeting and open requirements. Although this is far from optimal, it may seem more attractive than
investing in a new system that may take several months to implement and require far more dedicated
resources than are available.
Technology providers in the external workforce management space are also much more focused on
larger enterprise clients that generate higher revenue via current pricing models. That charge is
generally based on a small percentage of the total transaction cost or the spend under management in
their systems. SMBs, on the other hand, do not generate enough to cover the costs of implementing
and supporting programs that spend under $20 million through the system.

CLOUD TO THE RESCUE
With most of the attention to date focused on enterprise solutions for large and global businesses with
more complex requirements and integrations, solutions developed were generally beyond the scope of
need for SMBs. Like so many industries, the answer to this scale problem is in the cloud.
Using cloud-based technologies and software as a service (SaaS), the SMB can leverage the power of
the systems designed for far bigger applications but on a scale suited to their usage needs. Over the
past 15-to-20 years, best practices, common templates and a whole new array of common language
operating standards and practical policies have emerged. By embedding these in a SaaS product, the

SMB has immediate access to best practices¾and more importantly, they do not need to host or
license the software. They can pay for a subscription to gain access to best-of-breed technologies.
During the last decade and since the recession certainly, the business environment has improved and
workforce dynamics have changed. The companies that have survived and thrived have learned that
they need to streamline their costs and operations in the increasingly competitive environment.
Loosened financing terms are attractive to SMBs, enabling them to be nimbler and accelerate growth. A
variable workforce model that utilizes contract workers appeals to SMBs. Resources brought on for a
project or to augment staff during busy or expansion periods not only makes sense for the SMB but for
workers too. Using contractors, SMBs benefit from the flexibility to obtain the resources needed¾and
when and where they are needed.

WHEN AN EXTERNAL WORKFORCE MANAGEMENT SOLUTION IS
RIGHT FOR YOUR SMB
The rising millennial workforce tends to look for more flexibility in their work and better rates. They are
willing to give up salaried compensation and benefits if they feel they are learning and earning market
rates. So, it makes complete sense that SMBs are ready for a dedicated software solution to help
manage this critical component of their workforce demands.
Now that the SMB market is committed to leveraging the external workforce, it is possible to offer a
simpler and more versatile, plug-and-play solution designed to address the market’s level of needs.
When it comes to determining if an SMB is ready and can benefit from an external workforce
management solution, the first consideration is to evaluate its usage and dependency on contingent
talent.
Seasonal and occasional use may not be enough to warrant a change in process. Although, it may be if
the volume is in the millions of dollars and usage is core to the business. If one department or one
location is the major user, maybe that is all that needs to be included in the scope. In most SMBs that
use an external workforce, it is probably a combination of seasonal usage, unique locations,
departments with big spikes in activity and general staff augmentation.
If the SMB considers using temp workers as a means to “try before they buy” or acquire their regular
workers from this pool, this type of use must be considered in the evaluation as well. Human resources

departments generally endorse such a commitment as it aids talent acquisition. They are also worried
about ever-changing healthcare requirements. There is an ongoing concern that when benefit costs go
up and regulations change, employers may have an increasing cost burden that is hard to forecast for
the long term.
The SMB then needs to look at how its external workforce is supported, including sourcing, on and offboarding, supervision, payment and so on. Commonly, an SMB does not have the bandwidth in HR to
support external workforce management. Procurement may be able to source the vendors but hardly
has the time to look after all the intricacies of the regular engagement of these workers.
Achieving full visibility into the external workforce is difficult for most SMBs, but the benefits can be well
worth the extra effort, especially if the capability can be enabled with a simple system. Gaining complete
control over contingent spend, whether it is $5 million or $20 million, can offer great value. Ensuring
corporate and government compliance is essential for mitigating potential risks and fines for those
SMBs operating in a regulated industry. Determining when it makes sense to convert contingent talent
to employees or when it is more beneficial to staff with a contingent worker rather than hire an employee
is a real challenge without good benchmarks or a workforce specialist managing the process.
Overall visibility is also important for making strategic decisions to support growth. Relying on disparate,
inefficient, manual processes, however, will only slow or stifle growth potential. An SMB therefore needs
to centralize, streamline and automate its processes to work smarter and increase efficiency. Only then
can the external workforce offer SMBs the value it does in the larger enterprise organizations.
Readiness and value creation go hand in hand when the solution addresses these needs while adding
competitive advantages along with soft and hard dollar savings.

GETTING STARTED
Once an organization has evaluated its current usage and determined that it can benefit from some
form of external workforce management solution, a team of stakeholders needs to be assembled. The
team’s mission is to serve as the owners of solution selection and execution. This is a small team of
procurement, HR, legal and finance leaders that are charged with this project.
They must start by building a business case and establishing the requirements and objectives for the
solution, which includes developing a comprehensive understanding of the current state of usage.

When the data is not centralized and the processes are disparate, this task can prove more difficult than
it seems.
Usually, the accounts payable department can help identify the suppliers, and they can help identify
where the usage is and has been over the past year or two. An outside council¾like a provider,
consultant or trusted supplier¾can use an assessment tool to help determine what usage is critical,
appropriate and fits the objectives with a focus on optimization and cost savings. This is where it is also
important to consider compliance requirements, including contracts, labor laws, company policies and
industry standards.
Ultimately, the team will list all suppliers and the spend amount by supplier and department, which will
serve as the basis for the business case to proceed with a solution search and selection. The business
case needs to show where the return on investment will come from and what long-term benefits can be
obtained, including cost savings and improved efficiencies. Providing a compelling case to executive
leadership is the primary goal in the process, and gaining sponsorship from an internal stakeholder with
clout will move the process to selection.
Before the selection process is initiated, it is important to get educated on best practices in the industry
and what technology solution providers offer. SMBs looking to follow what their enterprise counterparts
are doing in their industry is a great start. See if they are using a cloud-based solution and keep in mind
that processes used today will differ from processes in a year so flexibility is key. Find out what they did
to remain flexible and mitigate their change management challenges. Any new solution in an SMB
needs to be sensitive to business disruption and financial terms. Look for short-term agreements that
don’t require an upfront cash outlay and an implementation process that requires little resource
allocation.
Whitepapers and Industry associations are good sources of education. For example, the Sourcing
Industry Group (SIG) has a Workforce Sourcing Council with members who share experiences and
knowledge. They also have provider members participating and adding their expertise. In recent years,
all of the major procurement associations and analysts have begun to focus on external workforce
solutions so they can offer templates, whitepapers and current research on solutions and practices. Pay
close attention to those industry leadership award winners as they can be not only a good technology
solution provider, but also may be willing to help develop the business case and executive
communications to socialize a new solution.

WHAT TO LOOK FOR IN A SOLUTION
By getting educated and seeking expert advice, an SMB can obtain a very good grasp of what is
available in the market¾but when it comes to the final selection, keep in mind that every company is
different. That is why the most critical piece of the overall evaluation is the assessment of current use
and the demands for the future when this solution is adopted by those who need it most. There are,
however, some basic expectations of what to look for in an external workforce management solution for
the SMB.
•

First and foremost, the solution must be cloud-based for software as a service (SaaS) with
mobile functionality and single sign-on capability, making it far more flexible and adoptable. You
cannot expect busy managers that need access to on-demand talent to work with tools that are
neither user-friendly nor accessible on all their devices.

•

One of the most valuable advantages to the solutions available now for SMBs is implementation
speed. Unlike the enterprise solutions that are tied into and integrated with a company’s IT
systems, SaaS software can be fast and easy to implement and does not require much IT or
other resources to install. Let’s face it, an SMB is always operating with less than optimal staff,
and everyone has multiple jobs. Any solution that requires extra bandwidth is not going to be
accepted by senior leadership. Any successful new platform will need to be as easy to use as
common commercial applications people depend on in their regular lives, like Amazon or Uber.

•

Another key requirement in an SMB is scalability. SMBs are all about growth and change. The
solution therefore needs to be highly configurable to address external talent needs for today as
well as tomorrow, offering the flexibility to quickly and efficiently adapt and stay in tune with an
ever-evolving, dynamic market.

•

The quest for a solution is usually initiated when the leadership of an SMB asks for reports or
data on the use of its external workforce. Without the use of an automated solution, reporting
can prove to be cumbersome, time-consuming and oftentimes inaccurate. An automated
reporting capability that supports internal tracking and operational needs, like timekeeping,
invoicing and contracting, is essential. From a compliance standpoint, most of the headaches
that initially inspire the demand for a system come from external requests, like audits and
regulatory reports. Some highly-regulated industries have extreme demands for reporting, and it
is all important to have a complete and accurate audit trail.

•

Lastly, if the external workforce is going to have an intricate part of the overall human resource
strategy, workforce planning will need to coexist with the analytics that HR maintains for their
regular employees. A good business analytics package will help managers utilize these
resources. When managing for growth and making strategic HR decisions, there is a need to
account for the use of these resources.

Once the objective for the external workforce management solution is well defined and the requirements
are matched to a provider, the SMB is ready to make its selection. Every organization has a process for
engaging an important solution provider, but many SMBs have not defined a formal selection process.
Commonly, a request for information is sent to the providers that meets the basic requirements. Those
providers which offer the most appropriate responses will then get the more specific and detailed
request for proposal. Since this is a relatively specialized space, there are not that many providers that
offer a solution tailored for the SMB. It is recommended that an abbreviated process be used in this
case.
When the two or three providers are identified, it will be helpful to share with them the most important
criteria determined by the objective and requirement set by the team of stakeholders. By being open
and direct in the expectations of the team, the right provider will be ready to speak to those expectations
specifically rather than focusing on random, generic features to try and sell their product.
Start the deeper dive with a demo of their system and pay particular attention to its user experience and
ease of operation. If the system requires hours of training and instructional manuals, there will probably
be resistance to adopting it. During the demo, see if the software can quickly move from operating
functions like initiating a request for a resource and entering and approving time to more managementoriented information like headcount tracking, supplier performance and spend analysis. Ask about what
best practices are built into the configuration as well as what can be customized specifically for your
SMB. Some configurability is good. But if there are too many decisions to make and inputs required to
make it perform properly, it may not be the right solution after all.
Plan to have your stakeholder team interview the provider and ask to meet the principals or senior
leadership as well as the individual who will be responsible for the account once it is ready to
implement. Look for commitments to support change management and grow with your SMB. Also, ask
for case studies where satisfied clients have described how they moved from a manual process to the
automated solution being presented. Make sure it is their SMB-specific solution versus their enterprise
solution as some technology providers offer both. This will make for a more informed comparison and
give the team better benchmarks to evaluate it.

Even if you get a good and relevant case study, ask for some references from their similar accounts.
You will want to speak with the lead stakeholder as well as major users if possible. Let the reference
recount their experience during their journey and judge their level of satisfaction. Like any reference,
you have to take the comments with a grain of salt, but there will be similar experiences and some
elements of the solution that will resonate. Probe those actual issues, including how the provider
resolved them as well as how they support their business long term.
One often overlooked reference is that of the supply chain. Suppliers are a critical component of a welldesigned solution, and it is good to know how the staffing companies feel about the software. Does it
help them? Have they increased their share of the business? These are good signs that the solution is
delivering as it should in terms of filling requirements faster, processing payments more efficiently and
facilitating decisions on hires, extensions and future business.
The final step in the selection process will be the contract negotiation. Be sure there are terms in the
contract that cover support and the possible need for professional services that may ensue. Some
providers may charge for added integrations or even configuration modifications. Get a project schedule
with a timeline and a communication plan that details how and when the new solution will go live. This
implementation plan should also include a detailed roll-out schedule if the entire company is not
expected to go live at one time.
When so much time has been invested in getting to this point, it is important to make sure you can move
swiftly once the green light and signatures are obtained. Pricing is often the last point of discussion
because until you can accurately make a prediction of the volume of spend to run through the software,
a commitment to a subscription fee will be hard to nail down. Remember, most enterprise software like
this is charged by a percentage of the total spend under management. The SMB, SaaS solutions are
commonly charged as a monthly subscription fee based on expected usage and support requirements.

SOLUTION IMPLEMENTATION
With the project plan and schedule in hand, it is time to reach out to the organization and get support
and cooperation. Since the solution has best practices embedded and recommended configuration
already built in, you should be able to identify what changes will be most challenging for the user
population and suppliers to accept. This puts extra emphasis on the importance of a well-thought-out
communications plan and how it addresses change management. Seek out the larger users first and

spend time reviewing why the change is being made and how they are expected to support it. Identify
early champions who are willing to enlist their peers in making the solution successful. Ultimately, the
system benefits and ease of use will sell the process itself, but there is only one chance to shape the
impression of most busy managers.
Suppliers will have to assume a fair amount of responsibility in the implementation as it is preferred that
they assist in data gathering and loading the system with current workers. According to a recent survey
3
by Bullhorn and Inavero, about 30 percent of staffing firms’ revenue is generated through an automated
platform like an external workforce management solution. It has become a significant channel of
revenue for them. Most suppliers are comfortable working with these systems, and they can actually
help SMBs get up and running faster.
The common SMB will have 25 to 100 workers on assignment at any one time. The communications
and orientation to the new system and its procedures need to be part of the overall project plan. Their
employers, the staffing agencies, are responsible for assuring their workers know how to enter their time
and expenses as well as other limited functions. There will likely be some duplication in processes as
the suppliers, workers and managers all make adjustments to their routines. But in short order, all
stakeholders can benefit from a simpler and more accurate experience.
“Go live” is the final step in the journey and, in most cases, it can be anticlimactic. With effective
communications and a purposeful objective, the SMB will see immediate improvement in their external
workforce management. Of course, it is right to expect some last-minute calls from managers¾and
don’t be surprised if some managers share that they have some hidden workers. These “one-off”
engagements can escape all due diligence efforts because they may be a direct engagement without a
staffing firm involved. This can be a consultant or freelancer that is on a more casual schedule or works
on a fixed-price, deliverable-based project. However these workers have eluded the project team, it is
easy to add them as they get uncovered. The benefit of a preconfigured, SaaS solution is that it can be
applied as much as it makes sense, and mandating its use is hardly necessary.
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SUMMARY
SMBs have been waiting for a solution to improve the management of their external workforce, and it is
finally here. The benefits that the enterprise has experienced for over a decade are about to be realized
by the SMB. The complexity involved in implementing a solution in the past has been accounted for in
these new solutions, and it can now be done in well under a week (and even in a day) with minimal
resources and literally no disruption.

APPENDIX
About SAP Fieldglass Enterprise
SAP Fieldglass, a longstanding leader in external talent management and services procurement, is
used by organizations around the world to find, engage and manage all types of flexible resources.
Our cloud-based, open platform has been deployed in more than 140 countries and helps
companies transform how work gets done, increase operational agility and accelerate business
outcomes in the digital economy. Backed by the resources of SAP, our customers benefit from a
roadmap driven by a continuous investment in innovation. For more information, visit
www.fieldglass.com.

About SAP Fieldglass Flex
SAP Fieldglass Flex is an external workforce management solution designed to help mid-market
companies source and manage temporary labor more effectively. Built on the same industry-leading
cloud technology platform as SAP Fieldglass’ enterprise offering, SAP Fieldglass Flex is easy to use
and can be up and running in less than a day following a simple, self-guided set-up. This first-tomarket solution helps organizations get work done by enabling them to procure contingent workers
quickly, streamline processes, enforce compliance and control temporary labor spend. For more
information, visit www.fieldglass.com/solutions/fieldglass_flex.

About SIG
SIG, www.sig.org is a membership organization that provides thought leadership and networking
opportunities to executives in sourcing, procurement and outsourcing from Fortune 500 and Global
1000 companies and the advisors who serve them. SIG is widely known as a forum for sharing
“next” practices and thought leadership through live networking events, virtual forums and a
comprehensive online SIG resource center (SRC), which was developed by and for professionals in
sourcing and outsourcing. The organization is unique in that it blends practitioners, service
providers and advisory firms in a non-commercial environment. SIG is also the parent organization
for SIG University, a one-of-a-kind certification and training program for professionals and
executives seeking deep expertise in sourcing and governance for themselves or their teams, as
well as Outsource, which provides unrivaled digital content for the opinion-formers and decisionmakers at the heart of the outsourcing space.
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