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Executive Insight

Across regulated financial services, contingent labour has evolved from
a flexible resourcing mechanism into a structural component of
delivery. Temporary, interim, and contract professionals now frequently
support business-critical processes, regulatory commitments, and large-
scale transformation programmes.

At the same time, organisations are operating under sustained delivery
pressure. Regulatory expectations have intensified, transformation
programmes continue to expand, and permanent hiring in many areas
remains cautious. The result is an operating environment where
contingent capability often carries more delivery responsibility than
workforce models originally anticipated.

For many organisations, the question is no longer simply how quickly
contingent roles can be filled, but how confidently mission-critical
capability can be deployed into complex delivery environments.

Through our work supporting large, regulated organisations, several
consistent themes have emerged:

e Contingent labour increasingly supports delivery-critical BAU as well
as transformation

e |Institutional knowledge is often concentrated in a small number of
contractors

e Traditional MSP and RPO frameworks remain effective for scale, but
some delivery-critical roles require additional contextual judgement

e Rate controls can unintentionally narrow access to contractors with
the governance and regulatory experience required in high-exposure
environments

e Delivery risk associated with contingent roles is rarely visible until
programmes come under pressure or scrutiny

This isn't a sign that contingent models are failing, simply that they
have evolved as delivery gets more complex.

The organisations navigating this shift most successfully are those that
treat contingent capability not simply as flexible capacity, but as a
deliberate component of delivery resilience.

This paper explores what that shift looks like in practice and offers a
framework for reviewing how contingent capability supports delivery
confidence in 2026.
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Introduction: When Contingent
Capability Becomes Mission-Critical

As organisations move into 2026, many are taking a closer look at how
delivery risk and operational confidence are distributed across their
workforce — particularly within contingent populations supporting
critical business-as-usual activity, regulatory delivery, and large-scale
change programmes.

Across regulated financial services, temporary, interim, and contract
professionals now underpin far more than short-term capacity. In
Many organisations, they sustain core operations, support regulatory
commitments, and carry institutional knowledge through prolonged
periods of transformation. At the same time, permanent hiring
remains constrained, deadlines are increasingly fixed, and multiple
change agendas continue to run in parallel with BAU.

Expectations around operational resilience, data integrity, financial
control, and evidencing decisions have increased the consequences
of delivery failure, without materially reducing delivery timelines. This
has quietly intensified reliance on contingent capability at precisely
the points where scrutiny — regulatory, operational, and reputational
— is highest.

The result is a contingent workforce that has become structural and
mission-critical within many organisations. In some cases, this
evolution has been deliberate; in others it has developed gradually as
programmes, regulatory commitments, and operational demands
have expanded. Either way, contingent capability now sits closer to
the heart of delivery confidence than many workforce models
originally anticipated.

This paper reflects the growing conversations we are
having with organisations operating mature MSP or RPO
models exploring how contingent capability underpins
delivery confidence in more complex settings.
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Contingent Capability as Mission-Critical Operating Capacity

Most organisations still describe contingent labour in terms of flexibility and headcount
control. In practice, contractors and interims are increasingly deployed into roles that are
fundamental to delivery continuity, operational resilience, and confidence under pressure.

Parallel BAU and change has become the default operating state. Platform migrations,
regulatory remediation, finance and data programmes, integrations, and operating-model
redesign must all be delivered without destabilising core operations.

In this environment, contingent professionals frequently become:
e Holders of critical process and system knowledge
e Stabilising forces during organisational flux
e Buffers against delivery, financial, and regulatory risk

This reframes contingent capability. The focus shifts from capacity to whether
mission-critical capability can land quickly, operate independently, and withstand scrutiny.

MSPs, RPOs, and Mission-Critical Delivery Models

Managed Service Providers and RPOs are embedded infrastructure across most large
organisations. They provide essential discipline around speed, cost control, governance,
and compliance — factors which remain critical where contingent labour operates at
scale.

In practice, most organisations in the current landscape operate hybrid delivery models.
Standardised frameworks are effective in addressing the majority of contingent demand,
whereas high-complexity or mission-critical roles often require greater flexibility in how
capability is identified and assessed.

In these cases, the challenge is rarely the framework itself, but ensuring that highly
contextual roles — particularly those requiring strong judgement, regulatory awareness,
or rapid stabilisation — are surfaced and assessed appropriately.

Where organisations integrate the structure of MSP or RPO models with targeted
specialist support for these roles, they strengthen delivery confidence while maintaining
the governance and control frameworks provide.




In contingent hiring, quality is often conflated
with speed, availability, or CV alignment. Where
contingent roles are mission-critical, quality is
ultimately judged by outcomes.

High-quality contingent professionals in these
environments tend to:

e Accelerate productivity
Operate confidently under regulatory, audit,
commercial, and governance scrutiny
Exercise independent judgement within
defined controls
Minimise reliance on undocumented
processes or individual knowledge
Ensure smooth, complete handovers -
eliminating operational gaps

The dispersion between strong and weak
outcomes in the contract market is wide — and
largely invisible within most frameworks.

Two contractors engaged at the same rate, in
roles of similar scope, can deliver materially
different results when delivery confidence and
institutional risk are at stake.

CORE-ASSET CONSULTING

'y

0
0

IDENTIFYING THE FACTORS BEHIND
MISSION-CRITICAL DELIVERY RISK

The highest-risk contingent roles are rarely those
that appear most senior on paper. Risk typically
concentrates around roles embedded in:

 Regulatory remediation and reporting

e Platform change and data migration

e Finance, controls, reconciliations, and oversight

e Transformation programmes running
alongside BAU

In these environments, decisions made under time
pressure are often judged retrospectively. Audit
findings, regulatory reviews, and operational
incidents apply hindsight at a point where context
has hardened and tolerance for explanation has
reduced.

As a result, decisions relating to mission-critical
contingent capability increasingly represent latent
operational, financial, and regulatory risk, rather
than short-term resourcing choices.

In these environments, the cost of getting
contingent capability wrong is rarely visible at the
point of hire — but often becomes clear later
through programme delay, governance friction, or
delivery instability.
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THE OVERLOOKED REALITIES OF
MAINTAINING MISSION-CRITICAL
CONTINGENT CAPACITY

Across many large, regulated institutions, we
repeatedly observe:

Contingent workers holding institutional
memory

Mission-critical knowledge concentrated in a
small number of individuals

MSP metrics capturing activity, but not
delivery risk or dependency

Rate pressure surfacing as churn, re-
onboarding, and rework rather than headline
cost

Regional delivery hubs carrying national
regulatory, financial, or operational
accountability

Many organisations equate rate control with cost
control. In practice, where delivery-critical roles
require unusually specific experience,
organisations in some cases find that standard
rate structures limit access to a harrower
segment of the market.

Structural change across regulated financial
services continues to drive workload volatility and
deadline rigidity. Regulatory commitments sit
alongside business transformation, platform and
process change, finance and data programmes,
and operating-model redesign.

The combined effect is sustained pressure on delivery
capacity, increasing reliance on contingent capability
even as permanent hiring remains cautious.

We are also seeing a clear shift in contractor behaviour:

e Experienced contractors are more selective about
assignment risk, complexity, and governance
exposure

e Rate ceilings increasingly filter out governance-
and context-ready profiles rather than controlling
delivery cost

Even if the broader hiring landscape shows signs of
easing, these dynamics are unlikely to reverse.
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A CONVERSATION FRAMEWORK
FOR REVIEWING MISSION-CRITICAL
CONTINGENT CAPABILITY

The following framework is
designed to act as guidance
and support thoughtful
discussion, rather than
prescribe a specific hiring
approach. Many organisations
already address these questions
through existing workforce
governance and MSP
frameworks.

1. OPERATING MODEL & DELIVERY
EXPOSURE

e Do contingent workers support

core BAU processes, not just
change or overflow?

Are contractors operating in roles
where failure would trigger
regulatory, audit, financial, or client
scrutiny?

Are delivery-critical roles still
described internally as “temporary”
or “short term™?

Is contingent labour used to
stabilise delivery during prolonged
organisational change?

2. VISIBILITY, DEPENDENCY &
INSTITUTIONAL KNOWLEDGE

Would you be able to identify where
institutional knowledge currently
sits if key contractors exited?

Have any contractors become de
facto points of continuity within
teams or processes?

Is handover treated as a defined
delivery outcome, or an assumption
at contract end?

Do extensions reflect planned
continuity — or unmanaged
dependency?

3. QUALITY & TIME-TO-PRODUCTIVITY

e Do you track time-to-productivity
for contractors, or primarily time-to-
fill?

e Are performance issues visible
early, or only once delivery is under
pressure?

e Do contractors in similar roles
deliver materially different
outcomes despite similar
experience on paper?

e Issuccess measured by delivery
resilience, or assignment
completion alone?

4. RATES AS A RISK SIGNAL

e Are rate ceilings limiting access to
contractors with governance,
regulatory, or audit exposure?

e Do stable rates coexist with high
churn in delivery-critical roles?

e Are experienced contractors
becoming more selective about
assignment risk or duration at
current rates?

e Are repeated re-hires occurring due
to loss of institutional knowledge?

5. GOVERNANCE &
REGULATORY HINDSIGHT

e Are contingent roles clearly
mapped to areas of regulatory,
audit, financial, or operational
accountability?

 Would contingent delivery
decisions withstand scrutiny
applied with hindsight?

e Isresponsibility for outcomes clear
when delivery is executed by non-
permanent staff?

e Are contingent roles included in
operational resilience or assurance
frameworks?

6. MSP / RPO ALIGNMENT

e Do MSP metrics capture delivery
risk and dependency, or primarily
activity and compliance?

e Are specialist or non-standard roles
surfacing easily through standard
frameworks?

e Isthere a clear process for
escalating roles that sit outside
“business as usual” resourcing?

7. READINESS FOR 2026

e If permanent hiring remains
constrained, is reliance on
contingent capability increasing by
default?

» Have regulatory deadlines, platform
change, or data programmes
hardened delivery timelines?

e |sthe contingent workforce model
aligned to how work is actually
being done today?



HOW ORGANISATIONS ENGAGE
WITH CORE-ASSET

As contingent capability becomes increasingly
linked to delivery confidence, organisations focus
inevitably shifts from not just how to fill a role, but
whether the underlying capability can withstand
operational, regulatory, and commercial scrutiny.

Core-Asset typically engages alongside existing
MSP or RPO partners when delivery-critical roles
sit just beyond the boundaries of standard
frameworks — roles where context, judgement,
and real delivery experience matter as much as
technical alignment.

These situations most commonly occur in cases
where:

e Programmes are under sustained delivery
pressure

» Regulatory or audit exposure increases the
consequences of failure

e Roles require individuals who can stabilise
teams quickly and operate with minimal
supervision

e Standard sourcing models surface candidates,
but not necessarily delivery confidence

At this stage organisations are not looking for
additional volume. They are looking for

This is where Core-Asset becomes involved.

Our perspective is grounded in practical
experience. We have supported large regulated
financial services organisations through periods of
heightened delivery pressure — including

regulatory remediation, platform and data change,

and operating-model transition — where
contingent capability played a critical role in
sustaining delivery confidence.

In Mmany cases, this work has focused on stabilising
mission-critical roles, reducing dependency, and
strengthening outcomes while working alongside
established MSP and RPO arrangements.
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