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Contingent Workforce
Strategy 2026
How to build a blended talent strategy that combines permanent,
contract and freelance workers effectively.

The contingent workforce, freelancers, contractors, interim managers and agency
workers, now accounts for 22% of the European workforce. This is a structural shift in
how organisations and workers prefer to engage.
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Most organisations manage contingent workers as a procurement function rather than a
talent function, optimising for cost and compliance but leaving capability and continuity
value on the table. This report treats contingent workforce as talent strategy.

The contingent workforce taxonomy

Type Definition
EU regulatory
status

Talent strategy approach

Freelancer / independent
Self-employed,
multiple clients,
own business risk

Genuinely
self-employed if
IR35-equivalent
tests met

Preferred supplier list, repeat
engagement

Agency temporary
Employed by
agency, placed with
client

Agency is employer,
client is end-user

Preferred agency
relationships, minimum
standards

Fixed-term contract
Employed directly
by client, defined
end date

Employment law
applies fully

Treat as permanent during
tenure, consider conversion

Interim manager
Senior experienced,
specific project

Usually
self-employed or via
PSC

Executive-level talent, results
not time managed

Statement of work
Delivers defined
output

Contractor status,
output not process

Outcome-based, IP ownership
clarity

IR35 and misclassification risk

•  Control test: a genuine contractor sets their own working methods.

•  Mutuality of obligation: no obligation to offer or accept further work.

•  Substitution right: a genuine contractor can send a substitute.

•  Integration test: a genuine contractor is not integrated into the team.

•  EU Platform Work Directive: creates a presumption of employment for platform
workers; companies must actively rebut.

Building a preferred contractor network

Element Description Business benefit

Talent pool database
Records of previous contractors
with skills, rate, quality notes

11 days faster fill, 18% lower cost

Quality rating system Post-engagement 1-5 score Network self-selects for quality

Rate card by skill
Agreed rate ranges by skill and
level

Faster rate negotiation, market
rate maintained
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Element Description Business benefit

Compliance documentation
IR35 status, insurance
certificates on file

Compliance evidence in case of
dispute

Re-engagement process
Streamlined for network
members

2-day vs. 10-day market search

Alumni connection Engaged during gaps First-call when need arises

Knowledge transfer from contingent workers

Build knowledge transfer into every engagement over 3 months. Define it
in the contract: the last 2 weeks include a handover deliverable,
documented process, recorded walkthrough or trained successor. This is
not optional; it is a contractual deliverable that prevents the knowledge
drain that makes contingent work expensive.

Technology for contingent workforce
management

Technology
For companies
with

Annual cost Primary benefit

ATS talent pool (contractor
track)

Any contingent use Included in ATS
Re-engagement, knowledge
retention

Spreadsheet tracking
<€100k contingent
spend

€0
Basic visibility, compliance
records

Contractor management
module

€100k-€500k spend €3,000-€10,000/yr
IR35 tracking, rate
management

VMS (Beeline, SAP Fieldglass) €500k+ spend €15,000-€50,000/yr Full programme management

Forward outlook 2026-2030

EU Platform Work Directive enforcement begins in 2026; gig platforms must reclassify
workers who meet employment tests. IR35-equivalent rules become active in Germany
and Netherlands by 2027. Skills-based project platforms displace traditional agencies for
specialist work by 2028. Contingent workforce reaches 30% of EU professional workforce
by 2030.
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Built for what's next.
tenperzent.com is the AI-native ATS designed for European hiring in 2026 -
GDPR by default, EU AI Act compliant, free to start, €79/month to scale.
Start free at tenperzent.com


