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Note: Only those who indicated that their organization uses a recruitment management system to initially rank or filter middle skills or high skills candidates were shown this question.
Source: “Hidden Worker – Employer Survey,” Accenture and Harvard Business School’s Project on Managing the Future of Work, January‐February 2020

Employers cannot find the right talent
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Less OR much less than what I need Meets my needs

Can you find the quantity/quality/pace/diversity of candidates your organization needs to ensure the success of your business? 



Composition of the U.S. hidden workforce, March 2020

34% 10%6% 50%

Economic reasons
Non-economic reasons - child/family care
Non-economic reasons - health/retired
Non-economic reasons - others

12% 31% 57%

Inactive retired
Inactive others
Want to work

MISSING HOURS

MISSING FROM WORKFORCE

38% 62%

Long-term unemployment

Very long-term unemployment

MISSING FROM WORK4%

63%

33%

HIDDEN 
WORKERS

27.4 M

Note: The “missing hours” group consists of people who are working one or more part-time jobs, but could or would like to work full-time; the “missing from work” group 
consists of those who have been unemployed for a long time but are still seeking employment; the “missing from the workforce” group consists of those who are 
currently not working and are not actively seeking employment, but who could be working under the right circumstances.
Source: Accenture Research based on IPUMS CPS data from March 2020 combined with economic modeling results (based on data for 2015-2020). 
© Joseph Fuller, 2021



Barriers faced by hidden worker groups
Hidden Worker Segment Caregiving 

Frictions
Health 
Issues 

Employer 
Accommodation

Qualifications 
& Skills 

Mindset Mismatch Wrong
Fit 

Information 
& 

Resources 

Government 
Policy

No Traditional Education

Health Issues 

Relocated

Caregivers

Veterans

No Work Experience

Retired

Less-Advantaged 

Barrier applies Most important barrierBarrier groupings

Note: The above is based on a likelihood model that each type of hidden worker would cite each barrier as being relevant. Background controls include age, gender, educational attainment, country, ethnicity, and household income. The green cells indicate that each type of hidden worker is 
likely to cite each barrier group as relevant, and this conclusion is statistically significant at the 5% level. Among all the significant barrier groups for each type of hidden worker, the red cells indicates the one that is cited most strongly. 

Source: “Hidden Worker – Worker Survey,” Accenture and Harvard Business School’s Project on Managing the Future of Work, May‐June 2020
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Applicants Filters used by RMS

Professional credentials

Candidates

Employment gaps in resumes

Immigration status

Criminal record

Academic attainment

Common filters used by RMS



Note: Only those who indicated that their organization uses a recruitment management system to initially rank or filter middle skills or high skills candidates were shown this question.
Source: “Hidden Worker – Employer Survey,” Accenture and Harvard Business School’s Project on Managing the Future of Work, January‐February 2020   © Joseph Fuller, 2021

For each criteria listed below, please indicate if your organization’s recruitment management system uses it to rank or filter out 
prospective candidates during the initial screening process.
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QUALIFICATIONS

Academic performance (e.g., level of attainment)

Professional/vocational credentials (e.g., welding certificate)

Skills (e.g., writing skills, C++ programming)

EMPLOYMENT HISTORY

Years of experience

Career progression (e.g., previous job titles and/or employers)

Employment gaps in resume ((e.g., 7‐month period without work)

ORGANIZATIONAL FIT

Working style (e.g., “I prefer to work by myself”)

Referral from current or past employee

Assessment (e.g., basic maths, psychometric)

GENERAL BACKGROUND

Criminal record

Possession of government‐issued identification (e.g., driver’s license, social …

Work authorization/immigrant status

Percent of respondents selecting each criteria

Rank Filter

Employers use many criteria to rank and filter candidates



36% 36%
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Use an existing job description
for the job posting(e.g., re‐using
a standardized job template in a

database)

Slightly modify an existing job
description template(e.g., get

minor inputs from hiring
manager)

Significantly modify an existing
job description template (e.g.,
get major inputs from hiring

manager)

Create a completely new job
description for the job

posting(e.g., building new job
descriptions "from scratch")

Pe
rc
en

t o
f r
es
po

nd
en

ts

Resources

Middle skills High skills

When creating a new job posting for middle skills/high skills positions, which of the following statements best 
reflects your organization’s typical approach?

Source: “Hidden Worker – Employer Survey,” Accenture and Harvard Business School’s Project on Managing the Future of Work, January-February 2020

Employers recycle old job postings rather than create new ones
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Candidate skill level
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Yes, often

Yes, sometimes

No, never

I don't know

Middle skills High skills

B

88%
YES

94%
YES

Do you think your organization’s hiring system filters out potential low‐and‐middle skills hires or high skills hires who could 
successfully perform the job, but don’t fit the exact criteria in the job description? (e.g., lacks professional experience)?

Note: Percentages may not sum to 100 due to rounding. 
Sources: “Hidden Worker – Employer Survey,” Accenture and Harvard Business School’s Project on Managing the Future of Work, January‐February 2020

Employers know their systems filter out qualified candidates



Job application results

Email, 20.0%

Phone call, 
5.0%

Interview, 
1.7%

No reply, 
73.3%

September applications by result

Source: Joey Holz via Reuter, Dominick, “A worker in Florida applied to 60 entry-level jobs in September and got one interview,“ Business Insider, 19 Oct. 2021.



Note: Only those who indicated that they have applied to any job in he last 5 years answered these questions.
Source: “Hidden Worker – Worker Survey,” Accenture and Harvard Business School’s Project on Managing the Future of Work, May‐June 2020
© Joseph Fuller, 2021

How many jobs have you applied for in the past 5 years? Out of these jobs you applied to, roughly how many invited you for at
least one further round of evaluation? Roughly how many offered you a full‐time job?

Hidden workers experience low application success rates



29%

19%

28%

15%

0% 5% 10% 15% 20% 25% 30% 35%

Led you to temporarily stop applying to jobs

Led you to permanently stop applying to jobs

Led you to stop applying to specific types of jobs

Led you to stop applying to specific types of employers

Percent of respondents selecting each action

U.S. workers

Source: “Hidden Worker – Worker Survey,” Accenture and Harvard Business School’s Project on Managing the Future of Work, May‐June 2020

In your experience, has the job application process ever:

Workers discouraged by job application process 
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Developing pathways that draw on existing 
capabilities
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Arts, Design, Entertainment, Sports, and Media
Business and Financial Operations

Community and Social Service
Computer and Mathematical
Construction and Extraction

Education, Training, and Library
Farming, Fishing, and Forestry
Food Preparation and Serving

Healthcare Practitioners and Technical
Installation, Maintenance, and Repair

Office and Administrative
Personal Care and Service

Production
Protective Service
Sales and Related

Transportation

Starting job family

Target job family

= potential job transfers

Key job transition pipelines

Source: Burning Glass and World Economic Forum 2018 report, “Towards a Reskilling Revolution” 



63%

60%

61%
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59%
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49%

49%
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44%

34%

34%

35%

35%

32%
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0% 10% 20% 30% 40% 50% 60% 70%

Attitude and work ethic

Productivity

Quality of work

Employee engagement

Attendance

Innovation

Percent of respondents indicating that the performance of hidden workers is better or significantly better than 
traditional sources of talent

Germany

U.K.

U.S.

Relative to traditional sources of talent, how would you compare the performance of workers from untapped talent 
pools on the following factors? 

Source: “Hidden Worker – Employer Survey,” Accenture and Harvard Business School’s Project on Managing the Future of Work, January-February 2020
© Joseph Fuller, 2021

Benefits of hiring hidden workers



Women exit the labor force during key career-
building years. This trend has persisted for decades

Source: Sandra E. Black, Diane Whitmore Schanzenbach, and Ryan Nunn, in “The Recent Decline 
in Women’s Labor Force Participation,” The 51%: Driving Growth through Women’s Economic 
Participation, edited by Diane Whitmore Schanzenbach, and Ryan Nunn (Washington D.C.: 
Brookings Institute, 2017), p. 4.

Labor force participation of college-educated women by age cohort
Percentage, United States



Surveys of employers and caregiving employees 
revealed significant misalignments

15

Key findings: Employers Key findings: Caregiving employees

Employers: Caregiving isn’t an issue for my company Employees: Care often made me underperform or quit

“Caregiving responsibilities have no impact on 
employee performance at my organization”

“To what extent, if at all, has caregiving affected 
your ability to perform your best at work?”

Source: Fuller, J., Raman, M. (January 2019) The Caring Company. Published by Harvard Business School.



Top talent is struggling to balance work with 
caregiving. Many workers simply quit their jobs

16

To what extent, if at all, has caregiving affected your 
ability to perform at your best at work?

United States, 2017 survey

Have you ever left a job because 
of caregiving responsibilities?

United States, 2017 survey
n

Source: HBS Survey of Caregiving Employees from 2017



Utilization of talent platforms rapidly increasing

17
Note: This question was shown to business leaders who indicated they were “moderately” or “extremely” familiar with the area of sourcing talent/talent 
strategy and “aware” of at least one type of digital talent platform. The results above include 1938 respondents and exclude the choice of “Other,” 
which was selected by 0% of respondents.
Source: Fuller, J., Raman, M., Bailey A., Vaduganathan N., et al (November 2020). Building the on-demand workforce.
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20%

18%

23%

5%

3%

5%

7%

5%

13%

Traditional outsourcing

Traditional contracting

Crowdsourcing innovation platforms

"On demand" premium talent
marketplaces

Digital freelance marketplaces

Increasing adoption of variety of high-skills 
digital talent platforms

Extensive; we use this talent sourcing model in most of our functional
areas
Medium; we use this talent sourcing model in one or more of our
functional areas
Limited; we have experimented with this talent sourcing model

Previously used; we experimented with this model and stopped using it

None; we do not utilize this model

44%

48%

57%

30%

33%

29%

18%

14%

12%

2%

4%

1%

6%

1%

0%

Contracting through marketplaces
for premium talent

Leveraging digital freelancing
marketplaces

Using crowdsourcing innovation
platforms

Increased utilization of talent platforms 
to access high-skills talent

Increased significantly Increased slightly
No change Decreased slightly
Decreased significantly



Use of premium talent marketplaces by function

18

70%

32% 29% 34% 32% 31% 31% 28% 26% 27% 23%

Use talent source model Do not use talent source model

Note: This question was shown to business leaders who indicated they were “moderately” or “extremely” familiar with the area of sourcing talent/talent 
strategy and “aware” of at least one type of digital talent platform. 
Source: Fuller, J., Raman, M., Bailey A., Vaduganathan N., et al (November 2020). Building the on-demand workforce.

Marketplaces for premium talent
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32%

41%

28%

38%

26%

26%

34%

39%

30%

25%

26%

13%

18%

17%

6%

4%

6%

7%

10%

Finance and Insurance

Health Care & Social Assistance

Info., Prof., Scientific, & Tech.
Services

Manufacturing

Other

Extensive; we use this talent sourcing model in most of our functional areas
Medium; we use this talent sourcing model in one or more of our functional areas
Limited; we have experimented with this talent sourcing model
Previously used; we experimented with this model and stopped using it
None; we do not utilize this model
Not sure of our utilization



Senior leaders anticipate increased utilization in 
future, but at different rates

19
Note: This question was shown to business leaders who indicated they were “moderately” or “extremely” familiar with the area of sourcing talent/talent 
strategy and “aware” of at least one type of digital talent platform. 
Source: Fuller, J., Raman, M., Bailey A., Vaduganathan N., et al (November 2020). Building the on-demand workforce.

54%

34%

30%

44%

10%

19%

5%C-suite

Senior VP / VP / Director

Expected evolution in utilization of talent models over the next three years

Will increase significantly Will increase slightly No change
Will decrease slightly Will decrease significantly I don't know


