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SEE HOW YOU CAN 
OPERATE SMARTER?

GUARDING BENCHMARK In the security guard industry, there is 
a tremendous level of complexity and 
market factors that are creating various 
challenges to reduce costs, improve 
profitability and operate in the most 
efficient manner possible. It’s one thing 
to theorize about market challenges 
and make assumptions, however it is far 
more valuable and insightful to take a 
more quantitative approach and analyze 
data points to examine trends in security 
guard operations.

In this report, we will look at a 
comprehensive set of data from the 
security guard sector that outlines not 
only the key challenges facing guard 
companies today, but also look at how 
technology is becoming a mitigating 
factor in their operations.

OPERATIONAL OUTLOOK

TECHNOLOGY IN THE FIELD

DATA ANALYSIS

TOP CHALLENGES

Learn More

https://www.valiant.com/solutions/security-workforce-tracking-software/
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DATA ANALYSIS

Compiling a data set from a wide range of security guard companies was an important factor in ensuring a 
wide range of responses, in order to get a clear picture of top challenges and operations. We conducted a 
survey of a sample set of guard firms within the U.S. ranging in size and scope. 

The guard firms that participated spanned a wide range throughout the continental U.S., however the 
majority of guard firms centered around California, New York, and Texas. This is in line with the market 
distribution, which is similar across the wider market. 

Looking at the size of the firms in the market, we saw an interesting distribution in terms of number of 
employees. Again, looking at the distribution, the largest grouping is under 100 employees per company. 
This is not surprising, since the wider market has a larger segment of the market that is on the small to  
mid-sized business size. The size distribution fits in line with the wider market.

Over 87% of the market 
is made up of companies 
under 250 employees.

Building a foundation for Data Analysis.

Security Guard Firms By State

Series 1
17%

3%
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CONTINUED

See How You Can  
Improve Your Profitability.

FIND OUT MORE

DATA ANALYSIS
Building a foundation for data analysis.

In terms of the seniority level of individuals 
that were surveyed, we saw a larger 
distribution of senior level employees that 
participated. This is typical for many security 
guard firms; the owner and C-levels are very 
much involved in the operational aspects, 
especially the smaller sized organizations. 
This also provides a unique perspective 
on the results of the data; having a top-
down view provides a much more accurate 
viewpoint on the operational aspects of 
security guard operations.

The last data point to illustrate the firms in the 
survey are around the number of clients served. 
With many security firms, the number of clients 
they contract with can also determine the level of 
operations needed and contribute to the level of 
complexity. So with this data set, we saw a nice, 
even distribution of companies serving different 
number of clients, which provides a good sample 
set of different company sizes and scope..

Seniority Level

Number of Clients Served

30%
54%

16%

Manager

Owner / C Level

Director / VP

27% 36%

37%

Over 50

Under 10

10-15 Clients

https://www.valiant.com/solutions/security-workforce-tracking-software/
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OPERATIONAL OUTLOOK
What are guarding firms doing in their operations?

Taking into account the demographics of the firms participating, it’s important to look at the overall 
operations aspect of the business. Mainly, what are companies doing to ensure that they are operating 
efficiently and minimizing costs and keeping profits? 

 Let’s look at the overall pay rates. Pay will vary by size of the company, bill rates that can be contracted, 
and number of clients. However, within the survey, most of the respondents varied from low average of 
$14/hour to higher averages in the $23/hour:

In addition, when looking at operational efficiency and how the workforce is distributed, it’s important 
to understand the idea of non-billable overtime. Incurring non-billable overtime can be an indication of 
an organization’s ability to adequately staff resources that are under hours to fill a post. The inability to 
post resources that are under hours can be a leading indicator of lack of resources, lack of visibility into 
schedules, or overall efficiency of a company’s ability to operate.

In this case, only 14% over respondents highlighted a 0% overtime rate that is not billable. The remaining 
86% had some level of overtime that they incur, which cannot be billed to the client. This is a leading 
indicator that there is some level of risk associated with operations around resources. Causal factors that 
lead to this will be explored in the next section.
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GUARD FIRMS TOP CHALLENGES
Turnover remains the biggest factor

When analyzing the data to this point, you see a large number of smaller guard firms operating in the market, 
with a fairly competitive pay rate compared to other market sectors (the average is double the minimum 
wage rate). Still, 86% of guard firms are forced to incur some level of non-billable overtime, which can be 
attributed to a number of factors, most notably the ability to staff the appropriate resources that are under 
hours to meet the scheduling needs. 

Based on this assumption, what did the participants say were the biggest challenges facing operations today?
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1. Turnover: The ability to attract, onboard & retain talent for security work

2. Non-Billable Overtime: Incurring overtime that you cannot bill the client for

3. Wage & Labor Compliance: Ensuring that you are meeting the acceptable U.S. Department of 
Labor requirements (ACA, FMLA, FSLA, etc)

4. Payroll & Billing: The ability to accurately run payroll in a timely manner and bill clients quickly,  
and get paid on time

5. Margins & Profitability: The ability to maintain or increase margins on client accounts and overall 
profitability for your company

1. 2. 3. 4. 5.
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GUARD FIRMS TOP CHALLENGES
Turnover remains the biggest factor

Turnover is often seen as the catalyst to 
other challenges in the guard firms.  
So what are companies doing today to  
mitigate risk?

It is pretty clear, and overwhelming that the majority of respondent cited turnover as one of the major 
challenges facing their operations today. The ability to not only attract new talent, but retain talent is one of 
the largest challenges in the industry.

The second and third major points are the margins and profitability, followed by the non-billable overtime. 
However, it’s important to note and surmise that one challenge can clearly lead into another. Without the 
right amount of resources to work a post, companies are forced to post overtime that is not billable to honor 
their contract, which is ultimately not billable, which factors into the overall margin and profitability.

CONTINUED

Turnover Non-Billable 
Overtime

Wage & Labor Payroll & Billing Margins & 
Profitability

...that cut into 
profit margins.

Turnover leads 
to lack of 

resources...

..filled to posts, 
incurring NBOT

See How We Can  
Help You Mitigate Risk.

FIND OUT MORE
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https://www.valiant.com/solutions/security-workforce-tracking-software/
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ADDRESSING TURNOVER
Analysis of how companies are sourcing talent  
and retaining resources

While 48% fell below with 

the national average, the 

reality is that in the security 

guard space, over 50% of the 

industry is seeing a turnover 

rate that is equal or higher 

than the national average. This 

simply shows that this level of 

turnover is not indicative of a 

larger national shift, but that 

security firms are seeing equal 

or higher turnover rates than 

the average.

With an overwhelming aggressive wage market, the guard service firms are not just faced with competitive 
turnover – losing to another peer – but also turnover to other industries. Favorable wage rates and a historically 
low unemployment rate contribute to resources leaving the industry altogether to seek better pay rates. This 
is a major challenge to try and offer a competitive rate for a job that demands more of it’s employees for 
security and safety of a client. Retail is one of the largest competitive threats to the guarding industry today 
– the wage rates from big box stores can impact the ability to retain talent, and security firms are forced to 
maintain competitive wage rates to retain business. Ultimately, this cuts into their margins, which can force a 
company too seek efficiencies in operations. 

How much turnover is being seen in the industry? When asked about turnover rates, the figures were 
alarming. The national turnover rate in the last few years was around 62% This will obviously vary by industry, 
but serves as a baseline. 

Here is what we saw from the report:

Turnover Rates

0-25% 25-75% Over 75%

National Average 62%
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NEW APPLICANT SOURCING
How are firms sourcing and retaining new applicants? 

How much is spent in their overall budget to recruit and onboard resources? This becomes a data point that 
can illustrate the level of effort required to keep the turnover trend at bay.

What’s interesting is the wide range of options that are employed by security guard firms. This indicates that 

there is no “magic bullet” in terms of recruiting talent; companies are trying various different ways to build 

their applicant pool. 45% of firms are using some sort of digital outreach, whether through job boards or 

Craigslit, while another 27% are leveraging more traditional HR teams and recruiters to seek out applicants. 

Perhaps the most interesting factor is the 26% that stated referrals still are a major source of their recruitment 

methods. This is particularly of note in that referrals are a lower cost source of recruitment and often can help 

to alleviate the burden of building a talent pool through paid methods. Whether this is employee referral 

or client referral, it still stands to reason that security firms still have the ability to attract talent through this 

method.

What’s not outlined in the figure above is the actual cost to that is incurred for each employee that is hired. 

Looking at the same group, we asked what the average employee cost per month to hire and onboard, 

including the cost of the recruiting methods, training and onboarding.

Job Boards

Referrals

In-House HR Team

Classifieds/Craigslist

Recruiters
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As you can see, the figures are fairly split evenly, ranging from under $100 to over $300 per month per 
employee to attract, hire and onboard new talent. This isn’t completely surprising, considering that there is a 
need to keep hiring costs low. This rate is well below the national average, but for a low-margin business, it’s 
important to be as lean as possible when looking to increase resources.

Let’s just run an example against the data to see the 
impact. If we know that the majority of guard firms are 
seeing 25-75% turnover (let’s take an average of 50%) and 
it costs an average of $100 per employee per month to 
hire and onboard, what is the impact?

50% turnover at $100 per employee per month = $1200/
per employee/year LOST 

This means that for every $1 we spend on an employee, 
we lose $1 on a lost employee due to turnover. So, the 
cost to hire an employee is effectively DOUBLE what we 
think it is, just because we expect to lose half of them. So, 
with a turnover factor applied, a $100/employee/month 
expense is, in reality, a $200/employee/month expense 
with turnover factored into it.

NEW APPLICANT SOURCING
How are firms sourcing and retaining new applicants? CONTINUED

Cost Per Employee/Month To Hire
It’s more comprehensive than your think:

What is Involved With Cost to Hire?

Job Boards
Drug Tests
Background
Onboarding
Certifications

Training
Uniforms
Re-Training
Administrative Work
Fire Safety

50% turnover at  
$100 per employee 
per month = $1200/
per employee/year 

See How You Can  
Improve Your Profitability.

FIND OUT MORE

https://www.valiant.com/solutions/security-workforce-tracking-software/
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TECHNOLOGY ADOPTION
The means to streamline operations amidst challenges

What we’ve seen is that security guard 
firms are faced with challenges that 
contribute to their overall bottom line. 
Higher than average turnover forces 
organization to absorb costs in recruiting 
and onboarding. Competitive job markets 
are driving higher wage rates to ensure 
an acceptable retention rate. Yet with all 
these factors, turnover rates still force 
non billable overtime, driving into overall 
margins. As a result of this cascading 
effect, companies are turning towards 
other methods to help achieve efficiencies 
and streamline their operations. One of 
those is in technology adoption.

Looking at technology as a driver for many companies, we are seeing that the majority of guard firms have 
some level of software solution to help them manage their workforce. Of the respondents, around 70% state 
that they are using software solutions in their business. Digging deeper into the data, the majority of guard 
firms are using true software solutions for their operations:
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MOBILE TECHNOLOGY
Mobility & guard workforce management – a growing trend

Part of the attraction of software solution is that it 

provides a level of automation that eliminates manual 

entry, data errors, and gives companies a much better 

way to streamline operations and reduce costs. 

Another important aspect is usability. Companies 

want to adopt solutions that will drive value, and 

leverage a platform that is familiar to their end users. 

Of the firms that have adopted technology, 74% are 

using a mobility technology to augment operations.

One of the powerful aspects of mobile is the ability to drive further value to get real-time information on 
operations. By having these real-time operational aspects tracked, it’s a lot more beneficial to drive costs 
down, and manage schedules more effectively. Below is a drill-down on how companies are leveraging 
mobile technology:

The majority of these mobile functions contribute to the ability to access real-time activities within the 
context of operations. This means being able to track the time worked, the activities within that time period, 
any incidents that might impact operations, and being able to gain visibility and control over those activities. 
Data from mobile helps to create a larger view into operational efficiency, and allows business to see any 
impact of these operations on costs and profit margins.

Touring & Checkpoint Management

Incident Management Tracking

Punch In and Punch Out

Push Notifications

Shift Posting & Swapping

None of the Above

Top Uses Of Mobile Technology In Security
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CONCLUSION:
Building a Strategy to Offset Challenges

In this report, we’ve seen some interesting data points 
around the top challenges facing the security guard 
industry. Perhaps the biggest of which could be 
considered a catalyst for many other challenges, and 
that is turnover and retention. If you look at the data, an 
overwhelming number of respondents see turnover as 
a major challenge to maintaining operations within their 
business. With an increasing competitive job market, 
many security firms are not only competing with their 
peers for resources, but also other industries, such as 
retail, for a share of the job market. 

The challenge of turnover can impact the business from 
multiple facets. If an organization has limited resources, 
they may be forced to post guards that are over hours, 
which impacts non-billable overtime. In turn, incurring 
non-billable overtime will ultimate cut into margin and 
impact profitability. So one challenge bleeds into another.

With turnover as a constant challenge, companies need 
to look to other ways to help streamline operations, 
reduce costs and maximize their margins. Most of this 
comes through technology adoption, specifically around 
solutions that combine both Web-based and mobile 
solutions. The primary focus for technology in alleviating 
operational constraints is to reduce the manual effort 
associated with maintain schedules, optimize scheduling 
to provide a better allocation of billable resources, all with 
the goal of offsetting additional costs to ensure margins 
are as optimal as possible.
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Trackforce Valiant believes that the workforce is the backbone of many organizations’ 

success, and we develop solutions to help support critical operations with our leading 

cloud-based workforce management solutions.

Our comprehensive, easy-to-use workforce platform is purpose-built to manage Time and 

Labor, Payroll and Human Resources specifically to meet the unique needs of companies 

with a large hourly workforce. With our platform supporting the workforce, Trackforce 

Valiant clients realize verifiable cost savings and margin improvements, while automating 

and streamlining operations, increasing efficiency and implementing best practices to 

mitigate risk and maintain compliance.

Learn More About What Solutions 

Trackforce Valiant Offers.

WATCH OUR VIDEO 

ABOUT TRACKFORCE VALIANT

For more information on our solution and how we can help your business, 
contact us at info@valiant.com or visit us on the web at www.valiant.com.

https://www.youtube.com/watch?v=MJQbjOW8oWc
mailt:info@valiant.com



