European Journal of Human Resource Management Studies

ISSN: 2601 - 1972
ISSN-L: 2601 - 1972
Available on-line at: http://www.oapub.org/soc

DOI: 10.46827/ejhrms.v10i1.2116

Volume 10 | Issue 1 |2026

OUTCOME-BASED APPROACH FOR GIG ECONOMY
IN VUCA TIMES - A CONCEPTUAL FRAMEWORK

Abstract:

John Festus Vandy*,
Anthony Swaray Domawa?,
Ernest Udeh?,

Elisha Sheriff*,

Sasmita Mohanty®

Faculty of Business Administration and Entrepreneurship,
Institute of Public Administration and Management,
University of Sierra Leone,

Sierra Leone

2Dr. Faculty of Leadership and Governance,
Institute of Public Administration and Management,
University of Sierra Leone,

Sierra Leone

3Dean, Dr.,

Faculty of Business Administration and Entrepreneurship,
Institute of Public Administration and Management,
University of Sierra Leone,

Sierra Leone

4Faculty of Accountancy and Finance,

Institute of Public Administration and Management,
University of Sierra Leone,

Sierra Leone

5Professor, Dr.,

Institute of Business and Computer Studies,

Siksha O Anusandhan University,

Bhubaneswar, Odisha,

India

The gig economy has revolutionized traditional employment structures, emphasizing
flexibility and autonomy for workers. However, the absence of a standardized
framework often leads to uncertainties regarding work arrangements and outcomes. In
response, this paper proposes an outcome-based flexi-work approach tailored to the
unique dynamics of the gig economy in an era marked by high volatility, uncertainty,
complexity and ambiguity. Drawing from an extensive literature review and industry
insights, a comprehensive framework is developed, highlighting the integration of key
elements such as task clarity, performance evaluation, and incentive mechanisms.
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Moreover, this framework considers the implications for various stakeholders, including
gig workers, platform operators, and regulatory bodies. By aligning work expectations
with measurable outcomes, this approach seeks to enhance efficiency, accountability, and
satisfaction within the gig economy ecosystem. The implications of adopting such a
framework are discussed in terms of its potential to foster mutual trust, mitigate conflicts,
and promote sustainable growth in the evolving landscape of flexible work
arrangements.

JEL: J41 - Contracts: Principal-Agent Problems; J24 - Human Capital; Skills;
Occupational Choice; Labor Productivity; L86 — Information and Internet Services;
Computer Software; J81 — Working Conditions; D81 — Criteria for Decision-Making under
Risk and Uncertainty; M52 — Compensation and Compensation Methods and Their
Effects

Keywords: gig economy, outcome-based approach, flexi work, framework, implications
1. Introduction

The emergence of the gig economy represents a significant shift in employment
paradigms, with individuals increasingly opting for flexible work arrangements over
traditional full-time employment. Various societal and economic factors, including
technological advancements, changing workforce demographics, and evolving consumer
preferences, drive this trend. According to a report by McKinsey Global Institute (2016),
approximately 20-30% of the working-age population in the United States and Europe is
engaged in some form of independent work. This surge in gig economy participation is
attributed to the allure of autonomy, variety of job opportunities, and the potential for
higher earnings.

However, despite its rapid growth, the gig economy faces several challenges,
particularly concerning the lack of standardized frameworks for work arrangements and
performance evaluation. As noted by Katz and Krueger (2016), gig workers often
encounter ambiguity regarding task expectations, payment structures, and avenues for
dispute resolution. This uncertainty can lead to inefficiencies, dissatisfaction, and even
exploitation within the gig labor market.

Numerous studies have highlighted the need for innovative approaches to
address the complexities of the gig economy. For instance, Huws (2015) underscores the
importance of designing flexible work arrangements that prioritize both worker
autonomy and job security. Similarly, Sundararajan (2016) emphasizes the role of digital
platforms in facilitating efficient matching between gig workers and tasks while ensuring
fair compensation and quality assurance.

Moreover, recent research has emphasized the significance of outcome-based
approaches in enhancing performance and accountability within the gig economy. For
example, a study by De Stefano and Aloisi (2019) explores the potential of outcome-based
contracts in promoting worker motivation and client satisfaction in the context of online
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labor platforms. Likewise, a paper by Benkler and Faris (2018) discusses the benefits of
outcome-based incentives in incentivizing collaborative behaviors among gig workers.

However, while these studies offer valuable insights, there remains a gap in the
literature regarding the development of a comprehensive framework that integrates
outcome-based principles with flexible work arrangements in the gig economy context.
Thus, this research seeks to address this gap by proposing a structured approach that
aligns work expectations with measurable outcomes, thereby enhancing efficiency,
transparency, and fairness within the gig labor market.

2. Rise of the Gig Economy: Theoretical Foundations and Empirical Evidence

The gig economy —also described as the platform or on-demand economy —has become
a structurally significant component of contemporary labor markets, reshaping how
work is organized, performed, and rewarded. It is characterized by short-term, task-
based, and freelance work arrangements that are predominantly mediated through
digital platforms (Katz & Krueger, 2016). Unlike traditional employment relationships
anchored in long-term contracts and time-based remuneration, gig work prioritizes
flexibility, autonomy, and project-specific engagement. This shift has important
implications for human resource management (HRM), particularly with respect to
performance governance, compensation, and employment sustainability.

2.1 Theoretical Foundations of the Gig Economy

From an economic perspective, the rise of the gig economy can be explained through
Transaction Cost Economics and the Theory of the Firm (Williamson, 1975). Digital
platforms significantly reduce transaction costs related to job matching, coordination,
and monitoring by leveraging algorithms and data-driven management systems. This
enables organizations to externalize labor while retaining control through digital
surveillance, rating systems, and platform rules.

Sociological perspectives further contextualize gig work within broader labor
market transformations. Labor market segmentation theory and precarity theory suggest
that gig work often occupies a peripheral position characterized by income instability,
limited social protection, and asymmetrical power relations between workers and
platforms (Standing, 2011). At the same time, theories of individualization and identity
work highlight how gig workers actively construct flexible professional identities by
assembling portfolios of short-term engagements rather than pursuing linear career
trajectories (Sennett, 1998). Additionally, the notion of flexible specialization (Piore &
Sabel, 1984) helps explain the appeal of gig work in volatile environments, where both
workers and organizations benefit from adaptability and rapid reconfiguration of skills
and tasks.

2.2 Empirical Evidence on the Scale and Structure of Gig Work
Empirical research robustly confirms the rapid expansion of the gig economy across
regions and sectors. Katz and Krueger (2016), using U.S. labor force data, show that
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alternative work arrangements increased substantially between 1995 and 2015, with
independent contracting accounting for the majority of this growth. Complementing this,
data from the U.S. Bureau of Labor Statistics (2020) indicate that approximately one-third
of workers engage in contingent or non-standard employment arrangements.

Beyond headline participation rates, empirical platform-level studies reveal
important structural characteristics of gig labor markets. Table 1 presents evidence from
a large-scale analysis of the Upwork platform, illustrating the extent of labor oversupply
across countries.

Table 1: Oversupply of Labour on Upwork (Selected Countries)

Country Registered Worker Profiles Workers Earning > US$1 Oversupply (%)
Global 1,891,648 128,259 93.2
United States 581,717 23,845 95.9
India 249,698 22,772 90.8
Philippines 164,757 18,869 88.5
United Kingdom 56,644 2,924 94.8
Kenya 18,508 898 95.1

Source: Ojanperd & Graham (2019).

Table 1 above demonstrates that across multiple labor markets, fewer than 10% of
registered gig workers on a major global platform secure paid work. Such extreme
oversupply intensifies competition, weakens workers’ bargaining power, and
exacerbates income instability. These empirical patterns challenge narratives that portray
gig work as universally empowering and instead highlight the need for more structured
performance and reward mechanisms.

2.3 Income Volatility and Employment Insecurity: Empirical Evidence

A central empirical concern in gig economy research relates to income volatility and
employment insecurity. Comparative studies consistently show that gig workers
experience significantly higher earnings variability than traditional employees. Table 2
summarizes empirical findings comparing income stability and employment conditions
between gig workers and standard employees.

Table 2: Income Stability — Gig Workers vs. Traditional Employees

Employment Characteristic Gig Workers (%) Traditional Employees (%)
Consistent Monthly Income 35 78
Fluctuating Income 50 15
Significant Income Volatility 15 7
Access to Paid Leave 10 90
Reliance on Multiple Income Sources 60 20

Source: EPH-International Journal of Business Management Science (2023).

The data in Table 2 shows that the majority of gig workers face fluctuating or volatile
incomes and limited access to employment benefits. These empirical findings reinforce
critiques by Mishel and Eisenbrey (2015) and Woodcock and Graham (2020), who argue
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that gig work transfers economic risk from organizations to individuals. Importantly,
such volatility becomes more pronounced under conditions of market uncertainty and
demand shocks, intensifying the relevance of outcome clarity and fair compensation
systems.

2.4 Geographic Diffusion and Normalization of Gig Work

Empirical evidence also indicates that gig work is not confined to Anglo-American
economies but has diffused widely across Europe and other regions. Table 3 presents
survey-based evidence on gig work participation across selected European countries.

Table 3: Gig Work Participation in Selected European Countries

Country Ever Engaged in Gig Work (%) Worked in Past Year (%)
Austria 28.1 17.1
France 25.9 16.1
Germany 30.5 16.9
Greece 27.5 15.7
Czech Republic 33.8 20.1

Source: Piasna, Zwysen & Drahokoupil (2022).

These figures in Table 3 above confirm that gig work has become a normalized form of
labor market participation, though engagement levels vary across institutional and
regulatory contexts. Such variation underscores the importance of adaptable yet
standardized frameworks that can accommodate contextual differences while ensuring
performance accountability and fair outcomes.

2.5 Synthesis: From Flexibility to Outcome Orientation

Taken together, theoretical insights and empirical evidence reveal a fundamental tension
at the heart of the gig economy. While flexibility and autonomy have enabled rapid
expansion and worker participation, empirical studies consistently document outcome
ambiguity, income volatility, labor oversupply, and weak performance governance.
These challenges are further magnified in volatile, uncertain, complex, and ambiguous
(VUCA) environments.

Emerging empirical research suggests that outcome-based arrangements may
mitigate several of these structural weaknesses. Studies of digital labor platforms indicate
that clearly defined deliverables, output-based compensation, and transparent
performance metrics are associated with higher task completion rates, reduced disputes,
and improved worker—client trust (De Stefano & Aloisi, 2019; Sundararajan, 2016). This
evidence signals the limits of flexibility as a standalone principle and points toward the
necessity of balancing autonomy with outcome clarity.

Accordingly, this paper argues that the future effectiveness and sustainability of
the gig economy depend on the adoption of outcome-based frameworks that align
worker autonomy with measurable results, fair rewards, and organizational objectives.
This synthesis provides the empirical and theoretical foundation for the outcome-based
approach proposed in the subsequent sections of this study.
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3. The Concept & Reality of the VUCA times

The concept of the VUCA was deduced from the US Army, denoting a world
characterized by a high degree of Volatility, Uncertainty, Complexity, and Ambiguity,
has gained prominence in recent years as a framework for understanding the challenges
of the contemporary business environment (Bennis & Thomas, 2022; Bradt G. et al., 2015).

3.1 Volatility

Volatility has been defined as the rapid and unpredictable changes in market conditions,
characterized by fluctuations in demand, prices, and competition (Bollerslev, T., and
Todorov, V., 2021; Candelon, B., and Joéts, M., 2022). As noted by Bower and Christensen
(1995), volatility can disrupt established business models and necessitate agile responses
from organizations to remain competitive (Bower and Christensen, 1995). A study
conducted by Smith et al. (2019) analyzed market data over a ten-year period to assess
the extent of volatility in various sectors. The research found consistent patterns of rapid
and Component Definition Example Volatility. The nature, speed, volume, magnitude
and dynamics of change. The situation is unstable and may last unpredictably. However,
it is not an unanticipated situation, as knowledge about a similar challenge was already
predicted. A share price fluctuation for an organization following a change in its
leadership, or after an internal scam has been exposed.

3.2 Uncertainty

Uncertainty relates to the lack of predictability and clarity about future events, outcomes,
and trends (Rousseau, D. M.; Tett, R. P., 2020; Dutton, J. E., Glynn, M. A,, 2021). In the
VUCA world, uncertainty is pervasive due to factors such as technological disruptions,
geopolitical tensions, and regulatory changes (Bradley & Nolan, 1998). This uncertainty
poses challenges for strategic planning and decision-making in organizations (Dalal, R.S.,
Bonaccio, S., 2022). Research by Johnson and Lee (2018) investigated how organizations
respond to regulatory uncertainty in the healthcare sector. Through interviews and
surveys with industry stakeholders, the study identified a range of adaptive strategies
employed by organizations to mitigate the impact of uncertain regulatory environments,

underscoring the significance of uncertainty management in organizational resilience
(Johnson & Lee, 2018).

3.3 Complexity

Complexity refers to the interconnectedness and interdependence of various factors and
systems within the business environment. According to Snowden and Boone (2007),
complexity arises from the nonlinear relationships between different variables, making it
challenging to discern cause-and-effect relationships and formulate effective strategies.
Using network analysis techniques, Garcia et al. (2020) examined the complexity of
supply chain dynamics in the manufacturing sector. The study mapped out the intricate
relationships between suppliers, distributors, and customers, revealing the
interconnected nature of modern supply chains. The findings underscore the challenges
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organizations face in managing the complexity of global supply networks (Gracia et al.,
2020).

3.4 Ambiguity

Ambiguity has been explained as the lack of clarity or understanding about the meaning
or interpretation of events and information (Jaskyte, K., & Lebedeva, N., 2021; Liu, Y.,
Guo, Y. and Yu; Y. 2021). In the VUCA world, ambiguity arises from conflicting signals,
information overload, and divergent stakeholder perspectives (Heath & Sitkin, 2001;
Ratten, V., & Jones, P., 2021; Kim, M.S., & Kim, K., 2022). This ambiguity can lead to
decision paralysis and hinder organizational adaptability (Kachaner, N., Volini, E., & Seo,
J., 2021). Research conducted by Wang and Chen (2017) explored how stakeholders
perceive and interpret technological disruptions in the telecommunications industry.
Through qualitative interviews and content analysis, the study identified divergent
interpretations of ambiguous signals and their implications for strategic decision-
making. The findings highlighted the importance of sense-making and sense-giving
processes in navigating ambiguity in turbulent environments (Wang and Chen, 2017).

In the realm of the gig economy, the manifestations of the VUCA world are
palpable, resonating across various industries and sectors (Cheng et al., 2021). As
illuminated by Pascale et al. (2000) and reinforced by recent findings (Cheng et al., 2021),
organizations must deftly navigate through a perpetually shifting landscape
characterized by disruptive technologies, emergent competitors, and evolving customer
preferences. Consequently, organizations are gravitating towards more adaptable and
resilient strategies and operations to not only survive but thrive amidst the pervasive
uncertainty and ambiguity (Smith, Johnson, & Brown, 2022). Longitudinal studies, such
as the research conducted by Chen et al. (2021), offer compelling evidence of the efficacy
of flexible and resilient approaches in organizational adaptation. Through dynamic
resource allocation, scenario planning, and agile decision-making, organizations adeptly
weathered the storm of uncertainty, showcasing heightened levels of performance and
innovation (Chen et al., 2021).

The VUCA framework has undoubtedly reshaped management paradigms,
prompting scholars and practitioners to advocate for heightened agility, adaptability,
and a culture of continuous learning (Smith & Brown, 2021; Johnson & Patal, 2022). As
underscored by OWReilly and Tushman (2008), organizations must embrace
experimentation and innovation as fundamental tenets for thriving in turbulent
environments. This necessitates a departure from centralized decision-making structures
towards more decentralized models, fostering collaboration across cross-functional
teams (Lee & Park, 2022).

In essence, the VUCA framework encapsulates the dynamism, unpredictability,
and complexity inherent in today's business landscape, emphasizing the imperative for
organizations, including those operating within the gig economy, to adopt flexible,
proactive, and dynamic approaches to strategy, leadership, management, and
organizational culture. By embracing the challenges posed by volatility, uncertainty,
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complexity, and ambiguity, organizations can position themselves to not only survive
but excel in the face of constant change and disruption.

4. Outcome-based Approach - A need for an Effective Gig Economy in VUCA times

The gig economy, characterized by short-term, freelance, or independent work
arrangements facilitated through digital platforms, has revolutionized the traditional
employment landscape. In this dynamic environment, where flexibility and autonomy
reign supreme, the need for structured frameworks to ensure efficient operations and fair
outcomes has become increasingly apparent.

The gig economy thrives on flexibility and autonomy, attracting a diverse pool of
workers seeking alternative employment arrangements. However, amidst the allure of
independence, gig workers often grapple with uncertainties regarding task expectations
and fair compensation. This lack of clarity can lead to inefficiencies, disputes, and a sense
of undervaluation among workers (Katz & Krueger, 2016).

Traditional time-based payment models, prevalent in many gig platforms, may
not accurately reflect the complexity or impact of tasks completed by gig workers. This
discrepancy between effort expended and compensation received undermines morale
and hampers performance. Moreover, the absence of standardized frameworks for
evaluating and rewarding gig workers based on their outcomes exacerbates these
challenges (De Stefano & Aloisi, 2019).

In this context, an outcome-based approach emerges as a promising solution to
bridge the gap between effort and reward within the gig economy. By incentivizing gig
workers to focus on delivering tangible results rather than merely completing tasks, this
approach promotes a culture of accountability and excellence. Clear performance metrics
and transparent feedback mechanisms foster trust and cooperation among gig economy
participants, enhancing overall efficiency and satisfaction (Benkler & Faris, 2018).

Furthermore, an outcome-based approach ensures fair compensation for gig
workers, acknowledging the value they contribute based on measurable outcomes
achieved. This recognition of individual performance and impact not only motivates gig
workers but also aligns their interests with those of platform operators and clients.
Additionally, the adaptability and scalability inherent in an outcome-based framework
enable gig platforms to respond effectively to changing market dynamics and demand
patterns (Sundararajan, 2016).

Despite the potential benefits, there remains a gap in the literature regarding the
implementation and implications of an outcome-based approach within the gig economy.
Existing studies have primarily focused on theoretical frameworks and anecdotal
evidence, leaving room for empirical research to explore the practical effectiveness and
challenges associated with adopting such an approach. By addressing this gap, this
research seeks to provide valuable insights into how an outcome-based approach can
enhance performance, transparency, and fairness within the gig economy, ultimately
contributing to its sustainable growth and development. From a behavioral perspective,
the effectiveness of outcome-based systems can be explained through Self-Determination
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Theory and Agency Theory. Self-Determination Theory suggests that autonomy,
competence, and relatedness enhance intrinsic motivation. Outcome clarity strengthens
perceived competence, while flexibility preserves autonomy, creating a motivational
alignment for gig workers. Simultaneously, Agency Theory explains how outcome-based
contracts reduce information asymmetry and monitoring costs by aligning worker
incentives with organizational goals. This dual theoretical lens clarifies why outcome-
based flexi-work systems are particularly effective in platform-mediated and VUCA
contexts.

Table 4: Comparison of Time-Based and Outcome-Based Gig Work Models

Dimension Time-Based Gig Work Outcome-Based Gig Work
Performance evaluation Hours/tasks logged Measurable deliverables
Income stability Highly volatile More predictable
Worker motivation Extrinsic Intrinsic + extrinsic
Accountability Platform-centric Mutual

VUCA adaptability Low High

Source: Author Literature Synthesis.
5. Outcome-based Approach & Framework for Gig Economy in the VUCA Era

In the ever-changing landscape of the gig economy, traditional work structures are
proving inadequate to meet the demands of a volatile, uncertain, complex, and
ambiguous (VUCA) era. To effectively navigate this challenging environment, gig
platforms and organizations are increasingly turning to outcome-based flexi-work
systems. This innovative approach prioritizes organizational outcomes and results over
rigid schedules, offering gig workers flexibility and autonomy in how, when, and where
they work.

The concept of outcome-based flexi-work systems in the gig economy revolves
around two key variables: outcomes and flexibility. Firstly, outcomes refer to the tangible
results or deliverables that gig workers are expected to achieve within a given timeframe.
By focusing on outcomes, gig platforms shift their emphasis from mere presence or hours
worked to the value and impact generated by gig workers' contributions. This approach
promotes a results-oriented culture where gig workers are empowered to take ownership
of their work and strive for excellence.

Secondly, flexibility encompasses the freedom for gig workers to manage their
work schedules and environments according to their individual needs and preferences.
This flexibility extends beyond traditional notions of fixed working hours or physical
office locations. Gig workers may choose to work remotely, adjust their hours to
accommodate personal commitments, or structure their workdays in a manner that
optimizes their productivity and well-being.

The relevance of outcome-based flexi-work systems in the gig economy lies in their
ability to address the inherent challenges posed by volatility, uncertainty, complexity,
and ambiguity. In a rapidly changing environment, gig platforms require agility and
adaptability to respond effectively to shifting priorities and market conditions. By
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prioritizing outcomes over rigid structures, outcome-based flexi-work systems enable gig
platforms to pivot quickly, allocate resources efficiently, and capitalize on emerging
opportunities.

Furthermore, the flexibility offered by these systems enhances organizational
resilience by empowering gig workers to navigate uncertainty more effectively. In times
of disruption or crisis, the ability to work flexibly ensures business continuity while
safeguarding gig workers well-being. Additionally, outcome-based flexi-work systems
promote diversity and inclusion by accommodating gig workers with diverse needs and
lifestyles, thereby fostering a more inclusive and equitable workplace culture.

In essence, outcome-based flexi-work systems represent a strategic response to the
challenges of the VUCA era in the gig economy. By combining a focus on outcomes with
flexibility, gig platforms can harness the full potential of their workforce, drive
innovation, and thrive amidst uncertainty while maintaining a healthy work-life balance
for gig workers.

Responding to the gaps in the existing literature and meeting the objectives of this
study, the introduced framework provides a graphical presentation of the Outcome-
based Flexible Management Model in the light of VUCA realities within the gig economy.
This framework presents a more agile, flexible, demand-based, and outcome-oriented HR
flexi-work system with a key focus on organizational outcomes, well-informed by the
organization's strategic intent. The novelty of this framework lies not only in its focus on
outcomes and the integration of existing models in a more agile and fluid sense but also
in its consciousness, responsiveness, agility, and resilience in coping with VUCA realities
while positioning the organization for competitiveness even in a world of flux. Below is
the Outcome-based Flexi-work framework for VUCA times.

Figure 1: Outcome-based framework for the Gig Economy in VUCA Times

VUCA
Environment
v
Organizational Gig Economy Employee
Expectations > Gig Employee > Expectations
(Outcomes) Platform Workers (Outcomes)
7Y
Digitization

Source: Authors’ creation
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The outlined framework presents an Outcome-based approach tailored
specifically for the gig economy in the context of VUCA Times. Within this framework,
we contend that the expectations and outcomes of both organizations and employees are
intricately influenced by digitization and the broader business environment
characterized by heightened volatility, uncertainty, complexity, and ambiguity. These
factors underscore the imperative for flexible working arrangements that amplify
autonomy, agility, and organizational resilience, thus epitomizing the essence of the gig
economy over traditional time-centric models. Notably, digitization serves as a catalyst
in shaping and refining employee expectations and outcomes, further underscoring the
significance of adapting to this evolving landscape.

Nevertheless, the framework posits that organizational expectations and
outcomes should serve as precursors, informing and shaping the gig economy or gig
working arrangements. We advocate for an objective-based, goal-oriented, or outcome-
oriented approach within the gig economy. In other words, the gig economy should be
structured around achieving specific objectives or goals, with outcomes serving as the
focal point for evaluating performance and success. For instance, rather than merely
tracking hours worked, organizations operating within the gig economy could define
clear objectives or targets for gig workers to accomplish. These objectives could range
from delivering a certain number of completed projects within a specified timeframe to
achieving predetermined quality standards or customer satisfaction metrics. By aligning
gig work with concrete outcomes, organizations can ensure that the flexibility inherent
in the gig economy translates into tangible results that drive organizational success.

Furthermore, an outcome-based approach enables organizations to adapt swiftly
to the dynamic nature of the VUCA environment. For example, during periods of
heightened uncertainty or volatility, organizations may adjust their outcome
expectations for gig workers to prioritize tasks that contribute most directly to
organizational resilience or competitive advantage. This flexibility in defining and
prioritizing outcomes ensures that the gig economy remains responsive and agile in the
face of changing circumstances.

In lieu of the above, the framework advocates for an Outcome-based approach to
the gig economy within the context of VUCA Times. By placing a premium on clear
objectives and tangible outcomes, organizations can harness the flexibility and autonomy
of the gig economy to drive meaningful results and enhance organizational resilience in
an ever-evolving business landscape.

6. Discussion & Implications for Organizations

This study set out to address a critical paradox in the contemporary gig economy: while
flexibility and autonomy have enabled rapid labor market expansion, empirical evidence
consistently reveals outcome ambiguity, income volatility, labor oversupply, and weak
performance governance. Drawing on the empirical patterns presented in Section 2 and
operationalized through the Outcome-Based Flexi-Work Framework (Figure 1), this
discussion demonstrates how the proposed model resolves these contradictions by
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repositioning outcomes—rather than time or task availability —as the central organizing
principle of gig work.

6.1 Resolving the Flexibility—Precarity Paradox

Empirical evidence from global platform data highlights that extreme labor oversupply
characterizes many gig markets, with fewer than 10 percent of registered workers
securing paid work on major platforms (Table 1). Combined with evidence of high-
income volatility and limited access to employment protections (Table 2), these findings
challenge dominant narratives that portray flexibility as inherently empowering. Instead,
flexibility without outcome clarity appears to intensify precarity, competition, and
income instability.

The proposed outcome-based framework directly addresses this paradox by
reframing flexibility as a conditional mechanism rather than an end in itself. By linking
autonomy to clearly defined deliverables, performance metrics, and outcome-linked
rewards, the framework transforms flexibility from a source of uncertainty into a
structured pathway for value creation. In doing so, it resolves a key empirical
contradiction identified in Section 2: the coexistence of widespread gig participation with
persistent dissatisfaction and instability.

6.2 Strengthening Performance Governance in Platform Work

A recurring empirical insight from gig economy research is the absence of standardized
performance evaluation systems, which contributes to disputes, opaque decision-
making, and weak accountability (De Stefano & Aloisi, 2019). The Outcome-Based Flexi-
Work Framework responds to this gap by positioning outcome alignment as the central
governance mechanism connecting organizational expectations and worker
contributions.

By prioritizing measurable outputs —such as quality standards, delivery timelines,
and client satisfaction—the framework aligns with empirical findings showing that
outcome-oriented contracts are associated with higher task completion rates and reduced
conflict. This shift from time-based or availability-based evaluation to outcome-based
governance offers organizations a practical mechanism to improve efficiency and trust
while retaining the scalability enabled by digital platforms.

6.3 Implications for Organizational Agility in VUCA Environments
The empirical evidence synthesized in Section 2 demonstrates that gig work is
particularly vulnerable to volatility, uncertainty, complexity, and ambiguity. Income
fluctuations, demand shocks, and algorithmic opacity intensify under VUCA conditions,
amplifying risks for both workers and organizations. The proposed framework
contributes to VUCA scholarship by demonstrating how outcome-based governance
enhances organizational agility and resilience.

Rather than relying on rigid work structures or centralized control, outcome-based
systems enable organizations to dynamically recalibrate expectations in response to
environmental changes. For example, during periods of heightened volatility,

European Journal of Human Resource Management Studies - Volume 10 | Issue 1 | 2026 12


https://oapub.org/soc/index.php/EJHRMS/index

John Festus Vandy, Anthony Swaray Domawa, Ernest Udeh, Elisha Sheriff, Sasmita Mohanty
OUTCOME-BASED APPROACH FOR GIG ECONOMY IN VUCA TIMES - A CONCEPTUAL FRAMEWORK

organizations can reprioritize outcomes that contribute most directly to strategic
continuity or innovation. This adaptive capacity aligns with empirical studies showing
that outcome clarity supports organizational resilience under uncertainty.

6.4 Worker-Centric Implications: Motivation, Trust, and Satisfaction

From the worker's perspective, empirical evidence indicates that gig workers value
income predictability, task clarity, and fair evaluation more than flexibility alone (Table
2). By embedding these priorities into its core design, the proposed framework responds
directly to worker-level concerns documented in the literature.

Outcome-based reward systems enhance perceived fairness by linking
compensation to clearly articulated results rather than opaque algorithmic processes.
This transparency strengthens trust between workers and platforms, improves
motivation, and supports sustained engagement. In contrast to extractive or purely
market-driven models, the framework offers a pathway toward a more balanced and
mutually beneficial gig work ecosystem.

6.5 Strategic and HRM Implications

For HRM scholars and practitioners, this study extends existing debates on non-standard
employment by demonstrating how outcome-based principles can be operationalized
within platform-mediated labor systems. The framework bridges a critical gap between
strategic HRM and gig work research by integrating flexibility, performance
management, and reward systems into a coherent governance model.

Importantly, the framework is not prescriptive in a one-size-fits-all sense.
Empirical evidence of cross-country variation in gig work participation (Table 3) suggests
that outcome metrics must remain context-sensitive while adhering to standardized
principles of clarity, fairness, and measurability. This balance between standardization
and adaptability enhances the framework’s relevance across regulatory and cultural
contexts.

6.6 Theoretical Contribution

The primary theoretical contribution of this study lies in repositioning outcomes as the
missing link between flexibility and sustainability in gig work. While prior research has
treated flexibility as either a benefit or a risk, this study demonstrates —through empirical
synthesis—that flexibility without outcome governance is insufficient. By integrating
empirical evidence into a structured framework, the paper advances gig economy
scholarship beyond descriptive accounts toward actionable, theory-informed solutions.
Despite its advantages, the outcome-based flexi-work framework may be less effective in
contexts where work outputs are difficult to specify, measure, or verify, such as creative
or exploratory tasks with high uncertainty. Additionally, weak digital infrastructure or
regulatory environments lacking enforcement mechanisms may constrain effective
implementation. Recognizing these boundary conditions ensures that outcome-based
systems are applied judiciously rather than universally.
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Overall, the Outcome-Based Flexi-Work Framework resolves the empirical
contradictions identified in contemporary gig economy research by reconciling flexibility
with accountability, autonomy with fairness, and platform scalability with sustainable
performance.

7. Future Research Directions

7.1 Implementation and Effectiveness

Future research could focus on empirically evaluating the implementation and
effectiveness of outcome-based approaches within the gig economy across different
industries and organizational contexts. This could involve longitudinal studies assessing
the impact of outcome-based incentives on gig worker performance, client satisfaction,
and organizational outcomes.

7.2 Ethical Considerations

Given the growing reliance on digital platforms and algorithms in the gig economy, there
is a need to examine the ethical implications of outcome-based approaches. Research
could explore issues such as algorithmic bias, worker exploitation, and privacy concerns,
and develop ethical frameworks to guide the implementation of outcome-based models.

7.3 Stakeholder Perspectives

Understanding the perspectives of various stakeholders, including gig workers, platform
operators, clients, and regulatory bodies, is crucial for informing the design and adoption
of outcome-based approaches. Future research could employ qualitative methods to
explore stakeholder perceptions, attitudes, and experiences related to outcome-based
incentives in the gig economy.

7.4 Long-term Impact

Investigating the long-term impact of outcome-based approaches on gig worker well-
being, career trajectories, and socio-economic outcomes is essential for ensuring
sustainable and equitable employment practices. Longitudinal studies tracking gig
workers over extended periods can provide valuable insights into the enduring effects of
outcome-based models.

7.5 Contextual Factors

Recognizing the influence of contextual factors such as regulatory environments, cultural
norms, and technological advancements on the implementation and effectiveness of
outcome-based approaches is crucial. Comparative studies across different countries and
regions can help identify contextual factors that shape the adoption and outcomes of
outcome-based models in the gig economy.
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7.6 Organizational Strategies
Exploring organizational strategies for integrating outcome-based approaches into
broader talent management practices and organizational cultures is essential. Research
could examine how organizations communicate performance expectations, provide
feedback, and foster a results-oriented mindset among gig workers to maximize the
benefits of outcome-based incentives.

By addressing these research directions, scholars can advance our understanding
of outcome-based approaches within the gig economy and contribute to the development
of effective strategies for navigating the complexities of the VUCA business environment.

8. Conclusions

The rapid expansion of the gig economy has fundamentally reshaped contemporary
employment systems, offering unprecedented flexibility and autonomy while
simultaneously exposing workers and organizations to heightened volatility,
uncertainty, complexity, and ambiguity. Drawing on empirical evidence synthesized in
this study, including patterns of labor oversupply, income volatility, and performance
ambiguity, this paper demonstrates that flexibility alone is insufficient to ensure
sustainable and equitable gig work arrangements.

By integrating empirical insights with theoretical perspectives from labor
economics, HRM, and VUCA scholarship, this study advances the literature through the
development of an Outcome-Based Flexi-Work Framework tailored to the gig economy.
The framework responds directly to the empirical contradictions identified in prior
research: widespread participation alongside persistent insecurity, autonomy alongside
weak accountability, and digital efficiency alongside outcome ambiguity. By
repositioning outcomes —rather than time or task availability —as the central organizing
principle of gig work, the framework reconciles flexibility with performance
accountability and fairness.

This study makes three key contributions. First, it extends gig economy
scholarship by shifting analytical focus from flexibility as an end-state to outcomes as a
governance mechanism, thereby addressing a critical gap in existing research. Second, it
contributes to HRM and future-of-work debates by offering a structured model that
integrates performance management, reward systems, and worker autonomy within
platform-mediated labor arrangements. Third, it provides actionable insights for
organizations and platform operators seeking to enhance resilience, trust, and efficiency
in VUCA environments.

From a practical perspective, the proposed framework offers organizations a
viable pathway to harness the advantages of gig work while mitigating its documented
risks. By aligning worker and organizational expectations through measurable outcomes
and transparent reward mechanisms, organizations can foster motivation, reduce
disputes, and enhance sustainable performance. Importantly, the framework
accommodates contextual variation across industries and national settings, reinforcing
its relevance in diverse institutional environments.
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In conclusion, this paper argues that the future sustainability of the gig economy
depends not on the expansion of flexibility alone, but on the institutionalization of
outcome-oriented governance mechanisms. By empirically grounding and theoretically
articulating an outcome-based approach, this study provides a foundation for more
balanced, resilient, and performance-driven gig work systems in an increasingly volatile
global economy.
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