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50% French firms report hiring 
difficulties in August 2021

>10M Job vacancies in the U.S. 
in August 2021

2.9% U.S. quit rate in 
August 2021

Relevance to today

“It’s a socially unacceptable 
paradox, and it’s our greatest 
economic challenge—there 
are no more urgent and 
necessary reforms than 
those that increase the 
supply of available labor.”

- Bank of France Governor, 
Francois Villeroy de Galhau



What is a Hidden Worker?

Our research identified several 
categories of people within the hidden 
workers group, including:

• Caregivers

• Veterans

• Immigrants and refugees

• Individuals with physical disabilities

• Individuals with mental health or developmental 
challenges

• Those with a criminal record 

• Those without traditional qualifications
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The public sector is 
struggling to find workers. 

Meanwhile, a very large talent pool of 
high potential workers remains 
untapped.

• Most are eager to find work, or to increase their 
working hours. 

• Some have withdrawn, discouraged, from the job 
market, but would work if given the opportunity. 

• Many already have the skills they need to do well in 
their desired jobs; most are more than willing to learn.
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In our global survey, nearly two-thirds of executives hiring hidden workers reported that their new 
recruits were performing “significantly better” than average in key areas like attitude, work ethic, 
productivity, work quality, engagement, attendance, and innovation. (Figure 2)

Organizations that do not 
hire hidden workers

Employers who hire hidden workers report that doing so is good for 
business. 

Attitude and work ethic

33%

44%

61%

Employee engagement

32%

43%

59%

30%

45%

60%

Productivity

41%

60%

30%

Quality of work

35%

58%

44%

Attendance

59%

40%
30%

Innovation

Organizations that hire few
hidden workers

Organizations that hire many
hidden workers
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What keeps hidden workers 
hidden?
• Job descriptions overladen with criteria

• Unwillingness to redesign work and policies to meet 
worker needs

• Difficult job application process

For public service,  roughly 1 in 2 hidden workers reported 
that the job application experience caused them to stop 
applying to certain types of jobs.  
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At an aggregate level, we 
identified three critical barriers 
preventing organizations from 
considering a larger pool of 
talent to meet their skills needs:

Recruiting systems that 
automatically screen out eligible 
candidates

Recruitment functions that don’t 
elevate the business case

A widening training gap

01

02

03
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Because these systems are designed to 
maximize the efficiency of the process, they 
typically rely on specific parameters to identify 
suitable candidates. 

Recruiting systems 
that automatically 
screen out eligible 
candidates
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Many organizations that engage with hidden 
workers do so as a corporate social responsibility 
initiative, rather than a genuine source of 
competitive advantage. 

Recruitment
functions that  
don’t elevate the 
business case



Accenture: Hidden Worker Report

03

Driven in large part by advancing technologies, rapidly 
evolving job requirements are often surpassing the 
capacity of traditional skills providers, like education 
institutions or workforce programs. 

This can make it very difficult for workers to obtain 
relevant skills—a challenge that is magnified if 
candidates are not already employed.

A widening 
training gap
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The pandemic has 
heightened hidden 
workers’ challenges
We found that: 56% of hidden workers 
looking for work in the public sector 
reported that the pandemic made it more 
difficult to find work.

For these hidden workers, after months or 
years of being jobless or underemployed, 
there’s a chance to get back into 
rewarding paid work. 
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Accenture has identified five ways 
agencies can make a significant positive 
difference: 

How can 
public service 
organizations tackle 
this issue?

Shifting job filters from negative to 
affirmative

Refreshing job descriptions 
to focus on critical skills

Adopting an experience mindset to 
make the recruitment processes 
more tailored and personal

Undertaking more targeted outreach

Fostering a culture that is more 
explicitly supportive and inclusive 
of hidden workers 

01

02

03

04

05
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Rather than focusing on “the one thing” that 
differentiates suitable applicants, public service 
employers should pick six to eight “minimum” skills 
that filter more applicants in. 

Shift filters from negative to 
affirmative
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Long and complicated job descriptions can 
discourage workers from applying, particularly 
women and recent college graduates. 

Refresh job descriptions to 
focus on critical skills
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• Redesigning the application process with a user experience 
lens. 

• Ensure the hidden workers feel comfortable on their journey 
back to work or extending their working hours. 

• Identify the channels hidden workers may favor. Only 28% of 
middle-skills hidden workers report looking 
for work through social media. Job centers and advertising 
through non-profit partners may be better. 

Adopt an experience mindset to 
make the 
recruitment processes more 
tailored and personal
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By focusing on select types of hidden workers 
employers can tailor experiences and recruiting 
and onboarding processes can be made more 
relevant and inclusive.

Undertake more 
targeted outreach
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05

Among the keys to fostering this culture? Visibly 
debunking any preconceptions that may exist hidden 
worker hiring, about hidden workers and enlisting a
senior leader to champion acceptance and retention. 

Foster a culture that 
is more explicitly supportive 
and inclusive of hidden 
workers
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Case Study: Technical College 
System of Georgia

Charting a 
path forward
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What are the top 10 initiatives to attract and hire 
hidden workers?

01
Refresh and Simplify 
Job Descriptions

02
Shift from negative 
to affirmative filters

03
Identify roles where 
workers can upskill 
quickly

04
Shift justification of 
hiring from CSR to 
ROI

05
Target segments of 
hidden workers

06
Develop an Inclusive 
Interview/
Selection Processes

07
Lay the groundwork 
with the workforce

08
Enlist senior leaders 
to champion

09
Activate Tailored 
Onboarding & 
Skilling Process

10
Set Goals & Track 
Progress
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Our findings
show that similar to the global population 
of hidden workers, those affiliated with the 
public sector have faced enormous challenges in 
finding work or increasing their hours. 

That’s largely due to long-standing 
employer management practices and 
shortcomings in employer technology.

Within the overall group of individuals 
surveyed, 335 state and local 
government workers were either 
previously hidden workers currently 
employed by government, or hidden 
workers who had prior job experience 
in government. 

Approximately 90% of those 335 
workers believe that employer hiring 
practices resulted in their job 

applications being discarded when 
they could have successfully 
performed in the role. 

And employers agreed: roughly 90% of 
all executives surveyed noted that 
both qualified highly-skilled and 
middle- and low-skilled candidates are 
vetted out of the process because they 
do not match exact job criteria.
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Most systems also use a failure 
to meet certain criteria

(e.g. gaps in full-time employment history) as a 
basis for excluding a candidate from consideration—
no matter what qualifications they may have. When 
analyzing data on hidden workers in the public 
sector, we found that employment gaps in their 
resume and years of experience were the two largest 
issues that worked against successful job 
obtainment, though many other employment criteria 
also posed barriers. (Figure 5)

Job criteria that hidden workers feel may be 
working against them
Which of the following criteria do you think stops you from finding work?

Figure 5
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Organizations that hire hidden workers are less likely 
to face talent and skill shortages 

Organizations that hire hidden workers were less likely to face challenges hiring talent with the necessary experience and skills 
and were more likely to benefit from workers who have a positive work ethic and attitude and contribute to meeting diversity 
targets. (Figure 3)

36%
more likely to 
find candidates
who have the right
attitude/motivation

35%
less likely to face 
challenges meeting 
diversity quotas

38%
less likely to face 
challenges  finding 
workers with the  
necessary experience

44%
less likely to face 
challenges finding 
workers with the 
necessary skills



Hidden workers are discouraged by the 
job application process.
In your experience, has the job application process:
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Led you to stop applying to 
specific types of jobs

21%
28%

Led you to permanently 
stop applying for jobs

11%
9%

Led you to temporarily stop 
applying for jobs

17%
25%

Led you to stop applying to 
specific type of employers 20%

17%

Middle skills workers (with more than a high school diploma/secondary education 
certificate, but incomplete formal higher education)

High skills workers (formal higher education degree completed)

Figure 4
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Do you think employers' hiring processes discard 
your application when you could successfully 
perform the job, but don't fit the exact criteria in 
the job description?

Yes No I don’t know

Figure 1



Charting a 
path forward
Hiring systems today are ineffective at 
closing the skills gaps and supporting 
diversity, equity, and inclusion 
initiatives. As organizations continue to 
experience a ‘great resignation’ and 
develop more flexible workforce 
models post-pandemic, the time is ripe 
for overhauling certain recruiting and 
hiring processes.

Encouragingly, some businesses and 
parts of government are already making 
strides to change. Increasing numbers of 
business coalitions have launched within 
the past year, with goals ranging from 
hiring more individuals with a criminal 
record, to bringing more caregivers back 
into the workforce. We also see an 
uptick in discussions in certain pockets 

of governments, about how to change 
hiring practices to reach more diverse 
hires and focus on skills-based hiring.

Governments are often a country’s 
largest employer. As private sector 
companies begin to recognize and 
champion the case for hidden workers, 
government agencies have a 
responsibility to do the same and take 
the lead and provide a model of how to 
integrate hidden workers successfully 
into the workforce. Doing so will enable 
those workers to thrive, alongside the 
public agencies for which they work. 
These initiatives help normalize the 
hiring of hidden workers for other large 
businesses and support the broader 
economy and society as a whole.
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