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| ABSTRACT

The gig economy has altered the nature of job relations by focusing on flexibility, autonomy, and working on short-
term projects. The paper is a critical examination of the changes that Human Resource Management must undergo
in order to successfully integrate and operate a contingent digitally mediated workforce. To this end, it also relies
on relevant theories connected to Human Capital, Psychological Contract, and Social Exchange, and explains how
the traditional HR models fail to address the issue of gig work, which is, by definition, decentralized and algorithmic.
The paper is a review of international literature from 2015 to 2025 on the functions of HRM, namely recruitment,
training, performance assessment, and retention in the platform settings. Based on the results, the digital
onboarding, virtual inclusion, microlearning, and psychological support are chosen as the key integration measures
ensuring engagement and the development of the spirit of belonging among gig employees. It further argues
about the performance management system that is built on algorithms scoring with real-time feedback, and the
importance of transparency and fairness, and ethical treatment of data. The offered Adaptive HRM paradigm will be
created on the border of technology innovation and humanist values, and will additionally foster motivation,
satisfaction, and retention among contingent employees. Concluding the paper, it is suggested that a sustainable
HRM in the gig economy requires a trade-off between efficiency and empathy, which can only be achieved when
flexibility does not imply fairness, accountability, and well-being of the worker. The following integrated model is
the foundation of strategic and ethical HR practices in a dynamic digital labor market.
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1. Introduction

The rise of the gig economy has radically revolutionized the way organizations and individuals understand the
concept of work, employment and performance management in the twenty-first century. Online companies like
Uber, Fiverr, Upwork, and Deliveroo have introduced a new model of labor that will be flexible, autonomous, and
done on a short-term basis, with projects (Sahu, 2025; Pilatti et al., 2024). This is not a simple technological change
but a structural change - reinvention of both employment relations and organisational strategies in the various
industries. HRKatha (2024) notes that in 2023, almost 59 percent of companies employed gig workers and 61
percent hired remote workers, meaning that the world is moving in a significant direction towards contingent
employment. In turn, the gig economy has turned into a vital area of human resource management (HRM) and is
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problematic for more conventional approaches, which the historic relationship to employment was supposed to be
established with an emphasis on stability and longevity.

The term gig economy is a broad concept that deals with the workforce that includes temporary jobs, freelance
jobs, and on-demand jobs as an alternative to full-time employment (Aurora Training, 2024; CXC Global, 2024). Gig
employees are not typically attached to organizations in the sense that they are employed formally under
employment contracts, unlike in the case of traditional employment. On the same note, the so-called contingent
workforce also involves all non-permanent workers, such as freelancers, contractors, and temporary workers, whose
services can be engaged through the organizational requirements (HR.com, 2024; SimplifyVMS, 2024). Such
evolution is motivated by the growing agility of the employers and flexibility of the workers, which is the wider
cultural change in the approaches to the value of labor and organizational affiliation (IgniteHCM, 2025).

Nevertheless, the new model promotes the premises of HRM. The organizing model was based on the attitude to
the organization, stable contracts and career growth, which do not correspond to the transgressional and
decentralized characteristic of the work under gigs (Aslam et al., 2025; ForbesHRCouncil, 2024). HRM areas like
recruitment, training, performance assessment and retention now have to deal with a situation where employees
work autonomously and might have to handle a number of clients and platforms (HRO Today, 2024). The lack of
hands-on supervision and formal employment relationships introduces the issue of tensions in the form of
accountability, motivation, and commitment to an organization (EXED Asia, 2024). Furthermore, HR professionals
find it challenging to be contemporary and impartial in an algorithm-driven and data-centered digitalized
environment (arXiv, 2024; Saragih, 2024).

The world has witnessed a number of trends that have increased the emergence of contingency work. Remote
collaboration is facilitated through digitalization and automation, which allow companies to tap into the global
talent pools by connecting the virtual networks (LinkedIn, 2024; Staffingindustry.com, 2025). At the same time, the
COVID-19 pandemic stimulated the mainstreaming of the flex and hybrid forms of organization and further justified
the freelance and on-demand forms of employment (SHRM, 2024). According to emerging evidence by OECD and
ILO research, an enormous percentage of the world's labor will be involved in some platform work or freelance by
2030 (Taylor and Francis, 2024). However, regardless of the expansion of such schemes, the mechanisms of HRM
that can successfully integrate and manage the gig workers have not been developed.

Such a gap demonstrates that a systematic reconsideration of the HRM theory and practice is required. Current
theories, including Human Capital Theory, Psychological Contract Theory, and Social Exchange Theory, do not
provide sufficient explanations of the fluidity and autonomy of the gig workforce, an aspect that is essential makers
of motivation and reciprocity (Pilatti et al., 2024; ResearchGate, 2023). Specifically, such matters as integration and
performance management, which are intertwined with the relations between employers and employees, need to be
approached with more seriousness when applied to independent workers that are not part of any given hierarchy.

This paper will critically analyze the strategies of integration and performance management in the gig economy in
relation to the ways HRM can change to handle a contingent digitally mediated workforce. Integrating both
empirical and conceptual understandings of the modern research (20152025), the article aims to fill in the
knowledge gaps in HRM regarding its approach to the non-traditional work arrangements. The research adds to the
debate about adaptive HRM model, which can produce worker engagement, productivity, and fairness in
decentralized settings (IgniteHCM, 2025; Innovative Employee Solutions, 2024).

2. Literature Review

2.1 Theoretical Background

This is through the wider changes in work organization, technology and labor relations that have necessitated the
higher changes in Human Resource Management (HRM) as a transformation of traditional personnel administration
into strategic HRM. During its formative years, the main issue that personnel management was dealing with was
administrative compliance and transactional issues including processes like human resource recruitment, payroll
and record keeping. Nevertheless, starting in the late twentieth century the HRM developed as a strategic partner
role, and it focuses on aligning human capital to organizational goals (Sahu, 2025; Saragih, 2024). Necessitates
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globalization, knowledge-intensive industries, and technological upheavals removed the need to focus on job
management and shifted the focus to talent management, thus making HR to be a competitiveness driver. In the
gig economy, this strategic orientation is being challenged again, as the conventional tenets of HRM that
presuppose stable employment, loyalty, and internal career development are being less and less congruent with the
flexibility and decentralized types of work organization (IgniteHCM, 2025; Pilatti et al., 2024).

The core HRM functions are redefining due to the gig work dynamics. The process of recruitment and selection has
been reduced to digital platforms and algorithm filters in order to reconcile talent with the project requirements
(CXC Global, 2024; HR.com, 2024). Attention is redefined as communing within the virtual world, as opposed to the
commitment of oneself to one organization. Learning and development take the form of self-directed upskilling via
microlearning and online markets like Coursera and LinkedIn Learning, which is also indicative of a shift in
employer-sponsored training (SimplifyVMS, 2024; Fiers, 2024). The continuity since it is an important HR goal is not
as relevant in a new focus where the repetitive work with projects inherently discontinues. Rather, companies pay
attention to maintaining a list of trusted freelancers with the help of reputation mechanisms and online rewards
(ForbesHRCouncil, 2024). To conceptually ground these transformations, several theoretical lenses have been
applied in the literature:

Theory Key Premise Relevance to Gig Economy HRM Key References

Investment in skills and||Gig workers are self-investors in

Human Capitalf|knowledge enhances||learning, but firms gain without||Becker (1964); Fiers (2024);
Theory productivity and economic|[formal training obligations; raises||Pilatti et al. (2024)
value. equity and access issues.
. Employment involves Glg. Yvork wea.kens . Imp|I.CIt Rousseau (1995); Aslam et
Psychological . reciprocity,  replacing it  with .
mutual expectations . . al. (2025); Aurora Training
Contract Theory transactional, platform-mediated

beyond formal contracts. (2024)

exchanges.

In algorithmic systems, human

Relationships are sustained Blau (1964); ResearchGate

Social Exchange by perceived fairness and reciprocity is replaced by ratings and (2023); ForbesHRCouncil
Theory . . data feedback, challenging trust and
reciprocity. L. (2024)
motivation.
Flexibility and||Careers  span  multiple S;?eevr\/:rkir;u?nmbojztot;%ur:dar)gs: Arthur & Rousseau (1996);
Boundaryless organizations and projects; stabilit' but gsk insecuri}t/ and IgniteHCM (2025); Taylor &
Career Models mobility is key. Y y Francis (2024)

exclusion.

All these frameworks also depict the dilemma in the flexibility and stability of HRM in the modern society. Although
the Human Capital Theory emphasizes the skill-based competitive advantage, in gigs the training costs are
commonly transferred to individuals (Fiers, 2024). Psychological? The Psychological Contract is discontinued, given
that digital mediation diminishes the level of trust, as well as eliminates the relational provision ( Aurora Training,
2024). In the meantime, the Social Exchange Theory highlights the importance of compromised fairness and
reciprocity in cases where performance is evaluated not based on human relationships but via algorithms (arXiv,
2024; Sahu, 2025). Lastly, Boundaryless Career Models will confirm autonomy but will be vulnerable to precarity,
which means that HRM must make a compromise between empowerment and protection (IgniteHCM, 2025;
HR.com, 2024).
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2.2 Work Structure and the Gig Economy.

The gig economy can be described as being autonomous, being involved in projects, and a lack of job security. The
employees are independent contractors or freelancers working with various clients via online websites like Upwork,
Fiverr, and Uber (EXED Asia, 2024; CXC Global, 2024). Compared to the workforce employed in more traditional
areas, gig workers have the freedom to choose the assignments and work schedules; however, in most cases,
benefits, legal safeguards, and access to organizational resources are not offered (Sahu, 2025; HRO Today, 2024).
According to scholars, such platform-mediated autonomy may become a paradoxical ambition - providing
liberation and at the same time subjugating the algorithmic control of ratings and surveillance (arXiv, 2024; Pilatti et
al,, 2024).

There are a number of typologies of gig work. Workers on digital platforms complete tasks through online business
associates (e.g., ride-sharing, microwork, or project-based freelance), independent contractors do work through
special project-related contracts, and freelancers provide professional services to various clients without permanent
jobs (SimplifyVMS, 2024; BBE Journal, 2024). This diversity makes HRM design more complicated since motivational
drivers and expectations are varied within categories. As an example, creative freelancers are more concerned with
portfolio exposure and skill development, whereas workers on a delivery platform can have a more stable income
and place more value on security (Taylor and Francis, 2024).

Regional comparative experience indicates varying responses by institutions. Market flexibility, entrepreneurial
principles, and insufficient protection and regulations of labor make up the gig economy in the United States
(ForbesHRCouncil, 2024). European Union countries, in their turn, are starting to focus more on worker rights, with
the introduction of rules on platform responsibility, minimum wage guarantees, and so forth (SHRM, 2024). It is
fast-growing in Asia, especially in India, China, and Southeast Asia, where it is accompanied by the digital
infrastructure and unemployment among youth, who use it (BBE Journal, 2024; Staffingindustry.com, 2025).
Nevertheless, there are still regional inequalities in terms of taxation, social protection and collective bargaining
models. Accordingly, HRM works should accommodate these contextual differences with a balance between
effectiveness and ethical and cultural factors (IgniteHCM, 2025; EXED Asia, 2024).

2.3 HRM Challenge in Gig situation.

Literature shows that there are some important challenges related to the management of gig workers. First of all, it
is lack of legal and organizational attachment. The status of a gig worker as an independent contractor is not
usually covered by employment protection, benefits, and unions (Aurora Training, 2024; SHRM, 2024). This legal
disconnection disenfranchises organizational loyalty and decreases the capability of the HRM to manipulate the
behavior by using the conventional lever like career growth or performance reward (HRO Today, 2024).

The second problem is a high turnover and low organizational commitment. Due to the fact that gig workers work
in unregulated labor markets where switching costs are low, they can easily change platforms or customers. Staff
studies performed by HRKatha (2024) and SimplifyVMS (2024) suggest that the continued practice of reputation
systems and user rating replaces the concept of retention and the maintenance task of the organization is
transferred to the employee. This fluidity interferes with knowledge acquisition in organizations and makes it harder
to hold a team together (Pilatti et al., 2024).

A third issue is equity, involvement, and performance monitoring. Algorithms to allocate, track, and assess work in
platforms are usually not transparent and prone to bias (arXiv, 2024; Fiers, 2024). Gig workers often complain of the
feeling of being treated unfairly, especially when it comes to the non-transparent rating models and uneven
remuneration models (Aslam et al., 2025). Such perceptions may destroy the interaction and create the so-called
digital alienation, when workers are dehumanized by the information-driven management (ResearchGate, 2023).
HRM frameworks, which have always been based on their roots in human interaction, shall, therefore, be developed
to integrate algorithmic fairness and implement systems that would help in redressing grievances and feeding back
( IgniteHCM, 2025; TimeChamp, 2025).

The last and arguably the most radical constraint is the technological mediation of the HR processes. As more
recruitment, performance, and workforce planning systems start using artificial intelligence and data analytics, the
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HR functions are being remodeled into an algorithmic system (Staffinglndustry.com, 2025). Automation is much
more scalable and objective, but it can be depersonalized and unethical, with issues of privacy and accountability
that are difficult to resolve (arXiv, 2024; ForbesHRCouncil, 2024). The substitute of human oversight with metrics in
data employed in algorithmic management decreases relational confidence and heightens worker loneliness. As a
result, researchers insist on the digitally humanistic HRM that is technologically efficient yet empathetic,
transparent, and inclusive (IgniteHCM, 2025; Pilatti et al., 2024).

3. Conceptual Framework

This is due to the fact that the vigorous growth of the gig economy has broken traditional paradigms in Human
Resource Management (HRM), and that the organisation should be re-conceptualised in the context of integrating
and assessing non-traditional labour force. The conceptual framework, which is introduced by the proposed study,
connects integration strategies, performance management mechanisms, and gig worker outcomes based on
adaptive and data-driven HRM. The framework amalgamates the conclusion of recent studies (Sahu, 2025; Pilatti et
al, 2024; IgniteHCM, 2025) and translates the classical HR theories (Human Capital, Psychological Contract, and
Social Exchange) into an online employment setting. It suggests that high engagement and trust could be reached
through good integration practices, whereas motivation, satisfaction, and productivity could be boosted with the
help of transparent, just, and data-ethical performance systems, which will lead to sustainable and contingent
workforce management in the long run.

3.7 Gig Worker Strategies of Integration.

Integration refers to the process where the organizations are aligning the contingent workers to their working,
cultural and performance conditions. In conventional work, onboarding and socialization is a process that is
controlled by HR departments. Nevertheless, gig work necessitates digital onboarding, communication networks,
virtual inclusive experience, and a learning support system to integrate workers who work remotely and
independently (EXED Asia, 2024; CXC Global, 2024).

Digital onboarding provides gig workers with objectives, ethics, and systems of an organization by online modules
or interactive portals (SimplifyVMS, 2024). This enhances the speed of productivity, as well as eliminates uncertainty,
especially when the employees are located worldwide (HRO Today, 2024). It depends on collaboration and reduces
isolation with the use of communication mechanisms, including Slack, Microsoft Teams, and HR platforms, which
contribute to the sense of community (Aurora Training, 2024). Along with other inclusion programs, such as virtual
communities of practice, or recognition programs, belongingness and identity are strengthened (ForbesHRCouncil,
2024). Lastly, microlearning and digital skill services can help gig workers to keep up with the competition and can
match their skills to the demands of the organization (Fiers, 2024).

The combination of these integration practices is an incorporative HRM orientation, in which companies use flexible
systems to balance between flexibility and cohesion. Integration is a baseline of the further performance
management procedures through developing a psychological involvement and a feeling of organizational backing
(Aslam et al., 2025).

3.2 Performance Management within a Gig Workplace.

The difference between the conventional models and the performance management (PM) in the gig work is
because traditional models are based on hierarchal supervision and long cycle of assessment. Rather, PM in digital
markets is based on statistics, is decentralized and result-focused (Staffinglndustry.com, 2025; HR.com, 2024). The
key mechanisms of performance management in this case are three, which are interconnected: goal setting,
evaluation metrics, and feedback systems.

Goal setting is also becoming more project-based, goal objectives are increasingly on deliverables, timelines, and
customer satisfaction, and less job description. This is institutionalized in Gig platforms such as Upwork and Fiverr,
which highlight outputs over the processes (CXC Global, 2024). Some of the evaluation measures include an
algorithmic scoring mechanism, customer rating, task rate, and reliability (arXiv, 2024). Although these systems are
efficient and standardized, they can be biased and depersonalized when a person is not involved to ensure their
supervision (Taylor and Francis, 2024). Continuous development within the framework of the feedback provided on
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the basis of real-time dashboards and performance analytics. Nevertheless, lack of two-way communication may
destroy the process of learning and personal motivation (IgniteHCM, 2025).

Therefore, to ensure that motivation is preserved and prevent burnout among gig workers is to pursue ethical and
transparent practices of performance management on the basis of fairness and psychological recognition
(ResearchGate, 2023; Aurora Training, 2024). The inclusion of feedback mechanisms where employees could
challenge or seek clarifications to performance reviews is more effective in promoting trust and accountability and it
strengthens the ideals of the Social Exchange Theory (Blau, 1964; Aslam et al.,, 2025).

3.3 Gig Worker Outcomes

The results of successful HRM within the context of gig situation could be conceptualized in four dimensions that
depend on each other: motivation, satisfaction, productivity, retention. Integration and performance systems are
aligned with the needs of workers to autonomy, recognition, and fairness when they become intrinsically motivated
and satisfied with their job (Pilatti et al., 2024). The research by Sahu (2025) and IgniteHCM (2025) demonstrates
that digital onboarding, ongoing learning, and open feedback system provide a better level of engagement despite
the absence of formal work contracts. On the other hand, algorithmic opacities, compensation inequality, and social
loneliness are the factors that make people unhappy and tend to leave their jobs (Fiers, 2024; arXiv, 2024).

Gig work depends on the digital literacy, self-regulation, and task expectations to be clear in order to be productive
(StaffingIndustry.com, 2025). Different forms of integration which offer systematic orientation and accessibility to
communication instruments have direct effects of enhancing efficiency of the tasks. In the meantime, retention as a
non-traditional form of gig business can be represented by the readiness of workers to address the same platform
or client again. In such a way, the absence of permanent contracts can be addressed with the help of HR practices
that ensure fairness, recognition, and learning opportunities and provide a stable talent pool (SimplifyVMS, 2024;
TimeChamp, 2025).

3.4 HRM-Gig Performance Model Proposal.

The conceptual model proposed (Table 1) illustrates the relationship channels between HRM integration and
performance management strategies and the results of gig workers. It entails a cyclic process where adaptive HR
practices increase employee engagement and performance that boost platform reputation and competitiveness in
the organization.

Table 1: Conceptual Model of HRM Integration, Performance Management, and Gig Worker Outcomes

HRM Dimension |[|Key Strategies Theoretical Basis Expected Outcomes

Digital onboarding, communication||Psychological = Contract
Integration platforms, virtual inclusion, learning|[Theory; Social Exchange
support Theory

Enhanced belongingness, trust,
and engagement

Outcome-based goals, algorithmic|Human Capital Theory;

Performance . . . . . “'l|[Fairness, motivation, continuous
evaluation with human oversight,||Ethical Algorithmic||.
Management . improvement
real-time feedback Management
) o . . . Sustainable workforce, platform
Gig Worker||Motivation, satisfaction, productivity,|Boundaryless Career & lovalt or anliozational
Outcomes retention Adaptive HRM Models yamy: 9
competitiveness

3.5 Hypothetical Relationships
The model assumes hypothetical relationships which are based on literature:
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Integration strategies provide benefits in motivation and satisfaction through improvement of the feeling of
belonging and communication (EXED Asia, 2024; ForbesHRCouncil, 2024).

The combination between integration and productivity is moderated by transparent and ethical performance
management that helps to be fair and provides feedback (Pilatti et al., 2024; IgniteHCM, 2025).

The positive organizational agility and performance mediator is the positive worker outcomes (motivation,
satisfaction, retention) given the ability of HRM practices (Sahu, 2025; HR.com, 2024).

The conceptual model, therefore, incorporates the old concepts of HRM with the new digital realities and provides a
system of framework of Adaptive HRM, a system that is flexible, fair and technologically innovative. This strategy
reinvents the role of HR as an administration to strategic coordination in the gig economy, which preconditions the
emergence of evidence-based performance and integration paradigms to be applied to the future of work.

4. Methodology

4.1. Research Design and Scope

The review is integrative in format and incorporates both conceptual and empirical research to provide a logical
insight on the HRM in contingent work environments. It is a critical comparison of opposing views and the
identification of emerging models that are indicative of digital transformation and algorithmic mediation of HR
practices. The 20152025 chosen is to include the most significant ten-year cohort of scholarship since the
mainstream adoption of digital platforms in 2015 of Uber, Fiverr, Upwork and Deliveroo that have transformed
employment relations. The discussion incorporates global views of North America, Europe and Asia in order to
capture cross regional variation in labor policies, cultural views on flexibility and HR innovation.

4.2. Selection Criteria and Data Sources.

Research papers were located in the most popular academic databases such as Scopus, Web of Science, Emerald
Insight, and Google Scholar. The HR.com, CXC Global and Forbes HR Council were also brought in as additional
practitioner and policy sources to capture applied industry trends. Inclusion criteria were that the studies:

Published or published in peer-reviewed by professional HR organizations that are reputable.

HRM practices, the dynamics of the gig economy, or performance management is explicitly addressed.
Were published between 2015 and 2025.

Provided either conceptual or empirical information pertinent to contingent, freelance or platform work.

Only the exclusion criteria used were those which consisted of purely technical or economic analysis with no focus
on HRM, publications that were not in English and duplication of data. In the process, about 60 articles were
filtered, and 40 of them satisfied the end inclusion criteria.

4.3. Analytical Approach
The recurring patterns and conceptual connections were determined among the selected studies with the use of a
thematic synthesis method. The discussion was done in three steps:

HRM functions influenced by gig work (recruitment, engagement, performance, retention): descriptive mapping.

Relative comparison of strategies of integration and performance management in the domains of sectors and
regions.

Critical analysis of theory assumptions underlining them (Human Capital, Psychological Contract, Social Exchange)
in order to formulate the suggested conceptual model.

Such a strategy made it possible to create an integrative HRM- Gig Performance model that goes beyond the
context of individual studies and prominently indicates cross-disciplinary implications.
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4.4. Limitations

Being a secondary analysis, the review is also limited by publication bias where successful or positive interventions
tend to be published, giving the impression that an intervention is more effective than it truly is. Additionally, the
generalizability of findings is confined to the contextual heterogeneity of gig economies in different areas; platform
work in Europe, in contrast to, Asia or Africa, is more controlled. Also, other differences in research design, sample
size, operational conceptualization of gigs work, limit direct comparison. Irrespective of these limitations, the
synthesis gives the future empirical validation by longitudinal studies or mixed-method studies a solid conceptual
basis.

5. The Contingent Workforce Integration Strategies.

5.1. Onboarding and Engagement Online.

Onboarding online has emerged as the foundation of the process of creating a geographically fragmented and
project-oriented workforce. Onboarding in the traditional employment can be seen through introduction sessions
than include physical induction and socialization that traps the employees into the organizational culture. In
comparison, gig workers may not have the physical closeness, time, and dedication that permanent employees
exhibit, which necessitates the digitally mediated onboarding framework that offers prompt entry to tools,
anticipations, and community networks (SimplifyVMS, 2024).

The adoption of digital HR platforms including Workday, BambooHR, and Deel, has become instrumental facilitators
of remote onboarding, which provides gig workers with automated access to contracts, documentation of
compliance and workflow instructions. This strategy promotes a degree of uniformity in operations of high-scale
contingent pools, especially in companies such as Uber and Fiverr which have to introduce thousands of workers
into the platform standards within a short period of time (CXC Global, 2024).

Besides, the communication technologies are essential in maintaining a connection. The types of platforms, which
allow gig workers to work asynchronously, participate in communities of practice, and stay updated on activities in
the organization, include Slack, Microsoft Teams, and Asana (Aurora Training, 2024). These tools enable
organizations to replicate the so-called digital proximity a feeling of belonging and accessibility that resembles the
one that occurs in an office.

Digital onboarding is not only effective in regards to efficiency in administration. It aids the integration of emotions
and cognitions through elucidation of the expectations, giving out of recognition, and allowing the access to peer
networks. Removed properly, these systems alleviate the sense of disconnection and uncertainty that are the key
antecedents of turnover and disengagement in gig work (EXED Asia, 2024). Nevertheless, algorithmic fairness,
privacy, and data transparency are issues that continue to raise concern and those can threaten trust when
employees believe the HR platforms are tools of control, as opposed to empowerment (arXiv, 2024).

5.2. Inclusion and Belonging

One of the major disadvantages of the gig economy is the lack of social embeddedness the gig workers in many
cases simply feel not a party of the organization, which restricts the collaboration and interaction. The practices of
inclusion and belonging are therefore very relevant integration mechanisms that fill this gap. Digital communities of
practice, virtual town halls and recognition programs are examples of the use of virtual inclusion initiatives that
enable gig workers to feel connected to the company mission and values despite lack of permanent contracts
(Forbes HR Council, 2024).

International companies have tried out new inclusion systems to furnish their unstable workforce. An example is
Google who introduced hybrid inclusion of its crowd-sourced and temporary employees, which includes offering
them a variety of digital training, internal forums, and competitions on its ideas, thus expanding the culture
inclusion practice outside full-time employees (HRO Today, 2024). On a similar note, Amazon Mechanical Turk
(MTurk) has tried to boost worker belonging by providing more articulated task specifications, explicit incentive
badges and optional feedback loops, however, there are still complaints on fairness, transparency and emotional
distancing (Taylor and Francis, 2024).
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Inclusion, according to research, has been found to enhance performance and retention rates of gig workers by
enhancing the social identity and psychological safety (Aslam et al., 2025). Practices of virtual inclusion convey the
message that contingent workers are appreciated assets and that they are not replaceable. Inclusion programs
should be real, though: non-participatory token programs can contribute to the increased feeling of alienation
instead of reducing it (Pilatti et al., 2024). Effective integration hence lies in the strike of autonomy and recognition
so that gig workers can keep flexibility and still bring value in organizational culture.

5.3. Learning and Development

Constant education is both a challenge and a threat to the gig economy. With the digital technologies and business
models being developed at an extremely high pace, skill obsolescence is a significant threat. However, the issue of
training and development in gig situations is still disputed- should companies invest their resources into the
education of the non-permanent workers, or is it upon the gig employees to educate themselves?

The new model of HRM promotes collective accountability in which microlearning classes, talent marketplaces, and
digital qualifications are offered by platforms to augment both the ability of workers and the organizational
competence (IgniteHCM, 2025). As examples, LinkedIn Learning and Coursera businesses collaborate with
companies and search and market gig-accessible training materials based on project needs. It is the same with
other freelancer platforms such as Upwork Academy and Fiverr Learn that allow freelancers to reskill in data
analytics, marketing, and UX design to make them better employable and, in the meantime, quality of the offered
service by clients (Fiers, 2024).

This vision of the self-selected learning pathways represents the Boundaryless Career Model in which people make
their way to the diverse work identities and learning paths across organizations (Arthur and Rousseau, 1996). The
workers under these arrangements are gig workers that accept self-directed learning and tend to be more
adaptable and satisfied (Sahu, 2025). However, inequality exists in access to learning resources since highly skilled
freelancers are provided with higher quality education and development and low-skilled workers in gigs lack access
to development and educational chances (ResearchGate, 2023).

5.4. Organizational Support and Psychological Contract.

The conventional employment relations are based on the official contracts defining the obligations, payment, and
termination. Gig work, on the other hand, has non-traditional psychological contracts, but in an implicit sense of
expectation about fairness, recognition and reciprocity and not continuity (Rousseau, 1995). Based on the
Psychological Contract Theory, it is held that the perceived violations of these expectations weaken trust,
satisfaction, and performance. Psychological contracts are even harder to manage in the context of gig because of
algorithmic management, poor human interaction, and power asymmetry.

Organizations can enhance perceived organizational support (POS) amongst gig workers by using clear
communication, unbiased performance rating and recognition systems (EXED Asia, 2024). Claimed examples are to
maintain consistent feedback mechanisms and open payment systems to reinforce impressions of justice, balancing
out the contingent nature of work training (Aurora Training, 2024). A study by Aslam et al. (2025) demonstrates that
gig workers become more engaged and loyal to the platform when they perceive themselves as respected and
supported either by communicating the required tasks well or ensuring that the customer responds positively or by
prompt payments.

Furthermore, relational support systems found in traditional workplaces like peer mentoring, virtual check-ins and
forums are simulated with the help of mechanisms. Through these efforts, the social exchange principle is achieved
in which mutual aid leads to a mutual commitment and prolonged association (Blau, 1964). The ethical algorithmic
management also enforces the air of ethical management as performance metrics, ratings become transparent and
justified (IgniteHCM, 2025).

5.5. Synthesis

A combination of the four integration dimensions of digital onboarding, inclusion, learning, and psychological

support are collectively known as the core of adaptive HRM to the gig economy. Onboarding is structured with

digital onboarding; identity is nurtured with inclusion; empowerment is achieved through learning, and
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commitment through psychological support. The two of them turn contingent work into a transactional exchange is
made collaborative, with workers and organizations finding value in it.

Nonetheless, integration is not evenly spread within industries as well as regions. In the mature digital markets, like
the U.S. and the EU, companies are increasingly adopting the comprehensive HRM framework that involves the use
of digital engagement, inclusion, and training. Conversely, developing economies tend to be transactional in their
patterns of engagement with slower focus on the promotion of development at the expense of cost effectiveness.
To deal with this inequality, policies should be aligned, data practices should be ethical, and cross-sector
cooperation should be employed so that in the end, the global inclusion of the gig workforce should be fair and
sustainable.

6. Performance Management in the Gig Economy

6.1. Defining Performance in Flexible Work Contexts

The definition of performance in the gig economy is radically changing. Traditionally, the HRM models have been
based on the input-performance model with the behaviors being punctual, cooperation, and adherence to the
organizational processes. By contrast, gig work is more outcome-based, focusing on deliverables, customer
satisfaction and the speed of completion of a task (CXC Global, 2024). An example of this change is the platforms
like Upwork, Uber, and Fiverr, where the workers are considerated not according to the long-term behavioral
standards but previous achievements (number of rides, delivery time, client ratings, project milestones, and so on).

This output orientation is also compatible with the contingent work, which is a transactional activity, giving
platforms the ability to ensure uniformity in the measurement of performance with the use of large labor pools that
are geographically spread (HR.com, 2024). But it brings in restrictions as well. Gig PM systems tend to ignore
qualitative aspects (creativity, problem-solving, and emotional labor) in their approach, being too narrow in the
scope of measurable outcomes (Taylor and Francis, 2024). An example is that a designer in Fiverr might be rated
good speed but poor in innovation or management of customers.

Multi-stakeholder expectations add to the problem of gig performance. The employees have to meet the criteria of
algorithmic efficiency, clients, and platform standards at the same time. This demands the use of multidimensional
measurements curbing speed quality as well as ethical behaviors. As a result, a shift towards adaptive PM
frameworks, involving both quantitative and qualitative measures, is being proposed to operate as a tool of gig
performance management (Pilatti et al., 2024; IgniteHCM, 2025).

6.2. Automated and Data-driven scoring.

One of the characteristics of the gig performance management is the implementation of the algorithm and data
analytics to assess worker performance on a large scale. Uber, Deliveroo, and Amazon Mechanical Turk (MTurk) are
the platforms that run algorithmic systems to track the completion of tasks, responsiveness, and feedback in real-
time (arXiv, 2024). This e-infrastructure will provide scalability (thousands of workers can be graded at once) and
consistency (subjective bias due to human supervision is reduced).

The advantages of the algorithmic management are obvious. In automation, there is the possibility of real-time
feedback loops, as well as individualized dashboards, and decisions made based on data. As an example, Uber
offers drivers so-called driver scorecards that give them constant access to such metrics as ride acceptance results,
cancellation rates, rating averages and enables them to make corrections to their actions (HRO Today, 2024).
Likewise, Fiverr has an artificial intelligence-based “score of success that gauges freelancers according to reliability,
responsiveness, and repeat business to ensure the quality of the platform (EXED Asia, 2024).

Alharmonic screening however poses serious ethical and operational risks. Research shows that there are cases of
algorithmic bias when the structure of systems or inputs to the system unfairly disadvantage particular groups of
people based on demographics or geographical location (Taylor and Francis, 2024). The non-transparency of
algorithmic criteria gives rise to approximately black box management where employees are not aware of how their
ratings are formed, as well as how to argue any perceived errors (IgniteHCM, 2025). This lack of transparency kills
credibility and destroys the psychological agreement between employee and site.
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To add to it, algorithmic systems may be the cause of depersonalization and emotional burden. A considerable
degree of stress can be caused by constant observation, the absence of predictability in task distribution, and the
growth of exploitative feelings (Aslam et al., 2025). Gig workers might have a feeling that they are treated like
machines as opposed to being human beings, which erodes their ego and identities. Thus, the future of gig PM
needs a transformation to ethical algorithmic management data-driven efficiency with a human factor,
transparency, and responsibility.

Feedback, Recognition, and Reward Feedback involves employees receiving prompt feedback, and this feedback is
essential for ensuring discipline among the staff. Feedback, Recognition, and Reward Feedback is the ability of the
employees to get rapid feedbacks and this feedback plays a fundamental role in maintaining discipline among the
employees.

The key in sustaining motivation and continuity of performance in flexible employment arrangements is feedback
and recognition. In the gig economy, the feedback has taken a digitalized full-time form of feedback in place of an
occasional review. Workers can self-regulate and behave with autonomy by tracking their progress in real-time with
real-time feedback dashboard, automatic alerts, and visualizations of their performance (SimplifyVMS, 2024). To
illustrate, the freelancers at Upwork are given feedback at the project level and Job Success Scores, which
determine, respectively search ranking visibility and client confidence.

Though there are opportunities and psychological challenges associated with such systems, on the one hand,
immediate feedback is more effective in learning and increases accountability. Conversely, the over-quantification
of performance may cause performance anxiety particularly when feedback is made public or tied to income
(Forbes HR Council, 2024). Research shows that excessive dependence on numerical ratings does not create intrinsic
motivation but a sense of surveillance and competition (Pilatti et al., 2024).

The observability in gig work usually happens in the form of gamified incentives, including badges, leader boards,
and performance levels. Deliveroo and TaskRabbit are platforms that utilize gamification to persuade individuals to
be consistent and quality conscious using symbolic compensation as well as financial incentives. These systems put
into place concepts of the Self-Determination theory, whereby achievement and competence are motivating factors.
However, they may also create inequality as better-rated workers will get more opportunities and be visible, and
those with low scores will not be able to overcome negative ratings (Fiers, 2024).

The reward systems in the gig industry are largely output dependent, with a focus on getting the job done and the
customer is satisfied with it, instead of loyalty over time. Certain platforms have been trying hybrid incentive
schemes that combine both financial rewards and non-cash rewards (e.g., access to high-value clients or training
opportunities). However, fair distribution of rewards is never to be found. This can cause a feeling of injustice
among workers who can lose trust and resign when the earnings potential is compromised by the ratings or
algorithms (Sahu, 2025). As a result, a human-based performance architecture design needs to include transparent
reward systems, process of appeal and personalization of feedback in order to find balanced between fairness and
productivity.

6.3 Performance Systems Ethics and Fairness.

The core issue of gig performance management is ethics. With HR processes more and more mediated by data and
algorithms, issues of accountability, fairness and privacy are to services as part and parcel of a sustainable platform.
According to the Ethical HRM approach, workers need not only performance systems but their dignity, autonomy,
and rights must also be respected (HR.com, 2024).

Algorithms accountability proposes platforms to reveal criteria of evaluation, enable performance audit score, and
redress mechanism in contested ratings. The recent policy discussions in the EU about the Platform Work Directive
(2024) and other parts of the world propose transparency requirements, which means individuals in the gig
economy need to know how decisions made by using their data influence their chances of employment (CXC
Global, 2024).
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Moreover, data privacy can be provided through the ethical PM systems that will guarantee that performance data
is gathered, stored, and processed according to the consent and legal frameworks, including GDPR. Privacy
standards such as real-time GPS positioning or keystroke surveillance should be avoided since such overreach can
harm the privacy of employees and increase the phenomenon of worker alienation (Taylor & Francis, 2024).

Fairness also goes up to algorithmic inclusivity. The evaluation tools that are based on Al should undergo a regular
audit to ensure that they are not discriminated on gender, location, or tenure of platforms. Co-created algorithm
design, made through inclusive algorithm design, improves perceived justice and legitimacy. Institutionalizing
fairness in the gig HR systems can be organized through transparency reports, ethical Al audit, and stakeholder
review boards ( IgniteHCM, 2025).

6.4 Synthesis

Actioning performance management in the gig economy is therefore akin to innovation as well as an ethical edge.
The movement in the assessment of input to the output connects with the flexibility as well as scalability needed in
contingent work systems. However, when it comes to algorithmic management, there is a lack of transparency,
fairness and human control, thus introducing new power imbalances.

Apertinent adaptive performance framework of the gig economy would incorporate:

Qualitative and outcome-based metrics that are not only fast but also creative.

Ethical algorithmic systems where appealing is made transparent.

Constant, individual feedback that is based on developmental logic, as opposed to punitive logic.
The equity and intrinsic motivation-favoring recognition structures.

Privacy and dignity Data governance systems that protect the data privacy and dignity.

Integrating these principles into the digital HRM architecture, it is possible to have organizations change
performance management into not a mere compliance, but the strategic tool allowing sustainable, human-friendly
gig work.

7. Critical Discussion

7.1 Traditional and Platform-Based HRM Paradigms.

Conventional models of HRM were based on the assumption of a stable relationship of employment and longer
term organizational commitments and the hierarchical systems of control (Kaufman, 2015). Conversely, platform-
based HRM exists on the fluid boundaries of employment with a move toward project-based contracts mediated by
digital systems in place of the existing prior contractually-permanent positions (Veen, Barratt and Goods, 2020). This
reinvention questions the high performance of the classical functions of HRM (especially recruitment, engagement
and performance appraisal) which assume long term relational investment. To take a specific example, strategic
HRM focuses on coordination between company objectives and employee growth, whereas platform HRM focuses
on scaling, financial saving, and optimization. Such transformation brings conflict between values of human beings
and algorithmic rationalities, revealing the inefficiency of traditional HRM models to guarantee human fairness,
belonging, and development in contingency environments.

In this section, the final element in the topic of integration and performance involves an integration and
performance synthesis.

The integration and performance management policies in the gig environment are always synonymous. These
practices (digital onboarding, inclusion efforts, and learning systems) should develop engagement, but they are still
dependent on technological mediation and non-compulsory involvement. The discussion of previous parts indicates
that though gig integration strategies increase short-term motivation, in most cases, they do not lead to long-term
attachment of an organization (Wood et al., 2019). In a similar manner, the performance management systems
dominated by customer ratings, algorithmic tracking, and outcome-based scoring focus on the element of
transactional accountability, instead of the developmental feedback (Méhlmann et al, 2021). Such a
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discombobulation of HR processes leads to what Kalleberg and Dunn (2016) refer to as a hollow employment
relationship, where performance can be measured but the increase of human capital happens on the periphery.

With these restrictions in place, there are still some good practices in the hybrid organizations. Google and Upwork
are among the companies that incorporate community-based forums, tutoring initiatives, and digital learning
centers to recreate relational continuity (Bucher, Schou and Waldkirch, 2021). Such models are the illustrations of
the adaptive integration in which gig workers are socially and cognitively fixed without formal employment
connectedness. More so, active performance systems with live feedback dashboards are more visible and rewarding
that offset the alienation that comes with algorithmic management. Yet, clear management of data, fair assessment
criteria, and psychological safety should be the standards of the ethical soundness of such systems.

7.2 Ethical Tensions and Contradictions.

The basic paradox of gig-based HRM is the autonomy versus control. Gig employees cherish autonomy and the
capability to organize their time, but platform algorithms usually introduce manipulations of an insidious nature and
nudging towards behavior (Rosenblat and Stark, 2016). This programmed form of governance dissolves the
autonomy, which is the main attraction of the gig economy. In the same way, the conflict between flexibility and
insecurity can be seen as the paradox of choice since the workers are free to select projects but there is a lack of
social security, employee benefits, and other accompanying employers. Ethical HRM in this regard should thus go
beyond performance results to include fairness, inclusivity and the welfare of non traditional workers (Donovan,
2020).

Fairness is also discussed with regard to algorithmic accountability. Automated analysis systems can unconsciously
reproduce prejudice with favoritism to employees who conform to the general behavioral norms or consumer
demands. Depersonalization of feedback and lack of human control kill the procedural justice and intrinsic
motivation. To solve such anxieties, there is the necessity of hybrid strategies characterized by a combination of an
algorithmic approach to efficiency with human judgments, where adaptive HRM can significantly make a
revolutionary step.

7.3 Toward Adaptive HRM

Adaptive HRM beyond the employment structures presents another emerging paradigm that suggests flexibility in
the essence of HRM philosophy and practice, too. It suggests that it is a dynamic system where HR processes
should be adjusted continuously to reflect the changing worker expectations, technological contribution, and moral
norm (Meijerink and Keegan, 2019). The concept of integration in adaptive HRM is a multi-level process, i.e.
technological (via digital platforms), social (via community networks), and psychological (via inclusion and trust-
building) level. Meanwhile, performance management moves away through the institutionalized appraisal to the so-
called evolutionary feedback, in which performance information are seen as an instrument of developmental, rather
than surveillance purposes.

Varied HRM thereby brings flexibility and fairness together through the introduction of ethical reflexivity into the
digital design. An example is the democratization of the performance evaluation process by means of transparent
data policies, end-user based rating mechanisms, and open-source based feedback algorithms. Moreover, adaptive
HRM facilitates co-investment in skill building, in which organizations, platforms and workers jointly have a role in
the ongoing learning. This dispersed form of model can facilitate employability without dwelling on the precarity
risks.

7.4 implications on HRM Theory, Leadership and Policy.

The emergence of contingent work requires a theoretical refocus of the HRM scholarship. Conventional approaches,
including Social Exchange and Psychological Contract, should be re-thought so that they can deal with short-term
digitally mediated interactions. The principle of reciprocal obligation needs to be developed to network-based
reciprocity in which trust and fairness is preserved using transparent systems as opposed to hierarchical
relationships. To leaders, digital empathy and ethical foresight are critical skills, which will make them responsible in
how they engage with algorithmic processes and remain in control of the human nature of work.
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In policies, governments and regulators should augment organizational efforts by renegotiating labor standard,
achieving data transparency, as well as safeguarding the digital rights of workers. Given the fact that gig work is
eroding the distinction between employment and entrepreneurship, adaptive HRM offers a framework of fair
governance that transcends the legal distinctions.

7.5 Synthesis and Outlook

Finally, the HRM of the gig economy is at the junction point between efficiency and accountability, autonomy, and
responsibility. The inclusion of contingent workers cannot be based only on technological innovation but has to be
accompanied by a shift of managerial philosophy towards adaptability and inclusiveness. This required change is
embodied in the following concept of Adaptive HRM that sees HRM as a strategic and moral participant in the
development of the future of work. The overall effectiveness of HRM in the future will be based on how much it can
create a balance between digital accuracy and human emotions whereby flexibility should not be compromised
against equity as organizations increasingly manage in a hybrid ecosystem.

8. Future Research Directions

Although there has been substantial conceptual development, there is a relative lack of empirical support of the
HRM models in the gig economy. The role of integration strategies and their consequences on performance should
be studied in the future, the role of the mechanisms of onboarding, inclusion, and feedback will be assessed in
order to affect motivation, satisfaction, and productivity. Mix-method and longitudinal studies can give more in-
depth views of the dynamic nature of engagement and commitment in the digitally mediated labour relations of
gig workers.

There should also be cross-cultural comparisons to reveal how the institutional, cultural and technological
background influence the practice of HRM in different geographical areas like North America, Europe and Asia.
Such researches would help to improve knowledge of the world-flexibility of HRM systems and guide context-
specific policy interventions.

9. Conclusion

This review has indicated how the emergence of the gig economy is challenging to the traditional assumptions and
practices of HRM. Contemporary workforces that are contingent and have a digital nature cannot be handled using
traditional approaches to integration and performance management systems in a manner that is sustainable and
equitable. The research highlighted the shortcomings of conventional HRM models in dealing with autonomy,
inclusion and ethical responsibility in platform-based workplaces.

This strategic change, with the focus on flexibility, continuous learning, and ethical governance as the elements of
the fruitful management of the gig workforce, is reflected in the proposed concept of Adaptive HRM. With the
growing digital platforms to be used, HRM will have to move beyond the administrative inertia of position and
dynamism with data and humanism based systems. The future of HRM is, in any case, in the balance between the
efficiency of technologies and social responsibility, so that the innovation of work design can lead to increased work
performance and the improvement of human welfare.
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