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HR Functions in Gig Economy Firms

Workforce planning: Core HR function for intermediary
platform firms. Intermediary platform firms aim to scale up
and create network effects by increasing the number of both
requesters and gig workers that make use of the intermediary
services.

Theydo so by a variety of means:
* Surgeprices,

* Marketing campaigns,

+ Temporary price reductions

Seen from an ecosystem perspective, this creates multilateral
value benefitting all ecosystem actors involved. I
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Now, we will look at how different functions of HR will look like in gig economy firm. So,
first is a workforce planning. Workforce planning in a way is the core HR work for any gig
economy firm. Because intermediary platform firms must know when the demand will come,

where demand can come, how to engage requesters and how to engage the service providers.

In order to scaling up, that is what they need to know. Because the scaling up for the gig

economy firm is nothing but enhancing their network. And enhancing their network nothing



but identifying the requesters and tracing looking at the train where the maximum requesters
are available or in which season or for which particular service requesters are available and

the customers are available.

They use the services; they make use of the intermediary services and they have certain ways
of managing the workforce planning and drawing the benefit of appropriate workforce
planning. One is surge price; if on certain time of the day, the demand of the taxis or demand
of the Zomato service provider increases, they can increase the price for that particular point
of time. That has potential to impact both the demand and supply of the requesters and service

providers and customers.

They do workforce planning and in strengthen their workforce by marketing campaigns. So,
initially they give lot of offers. In fact, many many very famous effective gig economy firms
are actually loss making. They keep making losses for many years or for few years, till the

time people become habitual of their services.

Then they also use the techniques of the temporary price reduction. This generally happens in
the time of the slack or in the time of entry into the market. Once people are familiar, they

experience the convenience provided by the platform, then they can increase the price.

So, seen from the ecosystem perspective, this creates a multilateral value benefiting all
ecosystem actors involved. So, all these three things eventually help all three entities of the

gig economy firm.
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Cont..

Recruitment and Selection: Seen from an ecosystem
perspective, it is important that the recruitment of both
actors runs in parallel to avoid mismatches in the supply
and demand of labor

* In some cases, a careful selection af gig workers and/or
requesters is essential to guarantee that multilateral
value is created for all ecosystem actors involved. For
instance, the elancing platform Clickworker.com selects
gig workers on the basis of their qualifications and
offers them more complex tasks once their
qualifications increase.
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Second is recruitment and selection. Seen from the ecosystem perspective, it is important that
the recruitment of both actors run in parallel to avoid mismatches in the supply or demand of
the labor. So, they need to recruit the service providers, they also need to recruit the end

customers.

In some cases, the careful recruitment is required. In some cases, general recruitment process
is good enough. For example, Uber, the task is very structured. You check the availability of
the driving license and anyone can become the Uber partner. But if Clickworker has to ensure
that they properly match the software developers or web designers with the customer who
approach this their platform, they must know the capacity or competence level of their

requesters.



So, they need to do this conscious selection of the requesters for a particular task offered by a
customer. So, they need to in fact do the grading as well. What is the level of that complexity
one requester can handle in comparison to another one? And accordingly, they need to

connect the customers and the requesters.

(Refer Slide Time: 04:35)

S I—
HR Functions in Gig Economy Firms

Cont..

Training and Development: Training and development has to offered in
special case in the forms convenient to the service providers.

Training for Gig Workers: As an example, Uber drivers are offered instructions
on how to improve their passenger ratings and earnings, while online
intermediaries may offer pre-employment training to interim project managers
(McKeown, 2016).

In New York City, Uber does require poor-perforting taxi drivers to attend
training sessions — which are outsourced to a labor union - to avoid the
situation that these gig workers offer poor services to requesters which could
stimulate requesters to leave the Uber ecosystem.

Training and D pment for s: For instance, meal delivery

platforms such as Deliveroo and Uber Eats instruct their requesters — the
restaurants — on the working of the algorithm to ensure that meals are ready on
time so gig workers do not waste time waiting at a restaurant.
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Training and development is also like that. It is done extensively, sometime it has to be done
extensively; sometime to ensure that service delivery remains at a optimum level. So, training
for gig workers and training for the requesters both are important. Training for the gig

workers, example is of the Uber driver.

They are offered instructions on how to improve their passenger ratings and earnings while

online intermediaries may offer pre-employment training to interim project managers. So,



Uber drivers, they are the gig workers. They can be, they many a time are required to provide

the training. So, that they can satisfy their customer better.

One another example is in the New York City, Uber does require poor performing taxi drivers
to attend training sessions. You must have noticed, the there is some basic training is given
even to the drivers, even to the Zomato gig workers about the courtesy, about their customer
interaction, about the process they have to follow. Training and development is not only

required for the gig workers, it required it is required for the requesters as well.

For instance, a meal delivery platform like delivery or Uber eats, they instruct their requesters
and who are the requesters, requesters are the restaurant. So, they train the restaurant on
working on the algorithm to ensure that meals are ready on time when the gig worker
approach them. So, that the gig workers time is not wasted and this restaurant can also serve

large number of customers. So, training is required for gig worker as well as the requesters.
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Performance management of Gig Worker: In most cases, performance
management in the gig economy is achieved by the setting of performance
levels and using requester feedback to rate gig worker performance. It works
in the following two ways:

I Star ratings often add up to reflect the gig workers’ online reputation,
which locks the gig worker into the ecosystem as gig workers often
cannot “take” their online reputation to anafher platform ecosystem

Il Second, performance ratings should ensure that gig workers create
value for requesters because these ratings are used to allocate future
“gigs” or as a basis for refusal of access to the platform ecosystem.

Ratings are also done for the requesters:

Example: Uber has recently applied for a patent to use artificial intelligence

(Al) technology to assess when a requester has consumed excessive levels of

alcohol e
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Performance management. Now performance management in most cases is in is achieved by
setting of the performance levels and using the requester feedback to rate the gig worker
performance. It works in two ways. First, the star rating, so that helps in tracking the

performance.

Second, gig worker create the value for the requester and requester is given some autonomy
to release the payment of the gig worker only after ensuring that desired service is offered,

services service is delivered, product is delivered of the desirable quality.

So, star rating often add to the and reflect the gig workers online reputation which locks the

gig worker into the ecosystem and general ecosystem cannot take their online reputation to



another platform. So, for example, on Uber some driver has accumulated certain reputation in

the form of rating.

So, this remains locked for the for a particular company pertaining to a one requester. Second,
performance rating should ensure that gig workers create value for requester. Because, these

rating are used to allocate future gig as a basis for refusal or access to the platform ecosystem.

So, this rating decide whenever the next service opportunity occurs who amongst the
available gig workers get that opportunity. So, that is a very stringent performance
management system; because it is constantly given by the customers, end user or the
requester. Rating is not only given to the gig worker or the requester. Ratings are also done

for the requesters and for the end user as well.

The rating is not only given to the gig worker, requester, but it can also be given to the end
customer. In the example of Uber, end customer and requester of the same; the gig worker is
the driver. They have in 2008 applied for a patent based on some artificial intelligence
technology to check whether consumer, the customer of the Uber has consumed excessive

level of alcohol or not.

And they did it with the use of the way customer is holding the has held the phone while
booking the taxi or how many mistakes he has done while feeding the information to book the
taxi so on and so forth. So, they have identified some indicators and using the artificial
technology, artificial intelligence technology, they developed a patent; patentable IPR to
check the rating to check the this aspect of the consumer and based on that they can give
rating to the end user. That happens in the Ola as well. Because, it is not only us who gave

rating to the driver, driver also gives rating to the customer.
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HR Functions in Gig Economy Firms
Cont..

Compensation and benefits: In terms of compensation, requesters
compensate for the service provided by gig workers and for the effort
spent by the intermediary to match supply and demand for labor.

To ensure that gig workers live up to the requesters’ expectations,
intermediary platform firms may grant requesters the possibility to hold
back payment from a gig worker when they feel gig worker performance
is below par. N

From an ecosystem perspective, it is important that gig workers find the
level of compensation beneficial and appropriate, to ensure that both
parties remain engaged in the multilateral exchanges in the ecosystem.

Intermediary firms may also ask requesters to provide gig workers with
secondary benefits, For instance, in the Deliveroo ecosystems,
restaurants provide coupons and discounts to gig workers in return faf,
their active contribution to the ecosystem. SJMSOM S
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Compensation and benefit; that is a most perhaps the most crucial aspect. It is the reason why
people engage with the platforms. So, in terms of the compensation, requesters compensate
for service provided by gig worker and for the effort spent by intermediary to match supply

and demand for the labor.

To ensure that gig workers live up to the requesters expectation intermediary platform firms
may grant requester the possibility to hold back payment from gig worker when they feel gig
workers performance is below par. There is another way of ensuring control through
compensation. From the ecosystem perspective, it is important that gig workers find the level

of compensation beneficial and appropriate.

And that is why some platforms are ensuring that their gig workers get at least the minimum

level of the wage. Intermediary firm may also ask requester to provide gig workers with



secondary benefit. For example, the Deliveroo ecosystem, the restaurant they provide coupons
and discount to the gig workers; in return for their active contribution in the ecosystem. So,

that becomes another form of compensation for the gig worker.

So, compensation and benefit also you can see is affected by; it is controlled by not only the

platform, but by the requester as well.

(Refer Slide Time: 11:51)

HRM Key Competencies in Gig
Economy Firms

+ Workforce analytics and insights leading to better decision systems that
are more personalised than what we experienced in the Industry 3.0 era.

* Need for incorporating multi- or cross-disciplinary understandings, such as
marketing, technology-mediated customer encounters, data science and
multiple stakeholder management skills, for ensuring high performance
through technology-mediated HR and business practice

k

The challenge for HR is how do people create an ecosystem in which they
learn continuously and still be productive?

* Managing change for the adoption and implementation of Al for HRM is
another critical area.

* HR professional to be successful in the new world would require three
core skills: digital sawiness, data fluency and coaching, mentoring and,

i i3
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What are the competencies required for HR to carry out these processes effectively? Number
1, workforce analytics and insights. They lead to better decision system and they lead to more
personalized experience and personalized treatment and that is the very important
competency HR need to have. They need to incorporate multi and cross disciplinary

perspective.



So, they need to understand marketing, supply chain, technology mediation, customer
behavior, stakeholder management in order to carry out any HR activity. Whether it is
whether it is compensation or benefits, performance management recruitment, they need to
understand this whole phenomena. They need to understand the nature of their ecosystem, the

nature of their market from the multi disciplinary perspective.

So, even if even Zomato has to look at their demand occurring in particular time, in particular
area they need to use the econometric model, they need to know what are the social
gatherings or what are the social functions going to be organized during that time? They need
to know, are there going to be major festivals at that time? They need to market their services
according to those occasion; means, this is pretty cross disciplinary work which HR has to be

aware of.

Challenge for HR is how to how do people create an ecosystem in which they learn
continuously and still be productive. There is so much data has been created, because of the
coordination and collaboration involved in the gig economy firms that they need to constantly
churn the data and constantly track the taste of the customers, nature of the technology,
availability of the product so on and so forth to remain relevant in the marketplace. Because
one improvement, one major improvement by the competitor can make one platform another

platform redundant.

So, they have because all this is based on the IT based technology. An IT based technology
the beauty is that it can be change very fast. One major innovation can make all other apps
redundant in the in a particular industry; in a particular segment. So, the HR need to be
constantly looking at the best practices and constantly observing the trained and accordingly
manage the HR processes which we mentioned a short while ago. Managing change is very

important ability for the HR to perform well in the gig economy firm.

HR professional in because of these features have to be very highly digitally saving. They

also need to have the data fluency; the data fluency is explained as a capability to recognize



the emotion and take decision based on data. So, you need to recognize if there is

dissatisfaction, if there is a complaint, if there is a grievance of a gig worker or requester.

But the resolution can be done based on the data and managing data as well as acknowledging
and recognizing the emotions of the requester or the customer is very important capability for
the HR to perform optimally in the gig economy firm. Third, an equally important thing is
coaching, mentoring and guidance, developmental conversations. They need to engage with
gig workers and requesters. They do not have the platform owners do not have the formal

authority over gig workers or the requesters.

So, if they want these people, these partners, these entities to perform well. So, that whole
system can be benefited; they cannot exercise their authority. They need to engage with them
in a developmental way and that is why coaching, mentoring, guidance is the only way they

can influence the behavior of the requesters or the end customers.
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HRM activities in the gig economy are designed
to control and, ultimately, uphold the
multilateral exchanges among gig workers,
requesters and intermediary platform firms,
such that all actors are subject fo HRM activities.
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So, HR activities in gig economy are designed to control and ultimately uphold the
multilateral exchanges among gig workers, requesters and intermediary platform firms such
that all actors are subject to HRM activities. You can see different HRM activities are

performed by different actors in the ecosystem.
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Special Issues of HRM in Gig Economy
Firms

First, the life cycle stage of the platform ecosystem may
help predict the role of HRM

Hybridization of HRM activities and special case of
surge prize

HRM activities (or bundles thereof) are used to uphold
different types of ecosystems

Lock-in gig workers and/or requesters to ensure they
continue taking part in multilateral exchanges
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Now, towards the end of this session, I would like to highlight basically these are highlighted
by the researchers whose reference I have give, I have shown in the beginning of the session.
So, I would like to mention about these special issues of related to HRM in gig economy

firms. First issue is about the life cycle.

Life cycle of a platform has a major influence on the relationship or the quality of relationship
they have with the gig worker and the requester. When a platform is launched, generally they
adopt very friendly policies for the gig workers and requesters. As they reach to the level of
maturity, as their network increases their network effect also increases and they are able to get

more income and more profit.

In that process, the their relationship and their power over gig worker and requester also

changes. In the beginning of the launch, most of the gig economy firms invest huge hugely



and they do not incur profit. As the network grows, network effect grows and their prosperity
and their profit grows, in that situation what is the optimum level of profiteering that is

unresolved question.

Another aspect is of the hybridization of the HRM activities. We in the previous slide also
explained different HR activities is conducted by different entities in the ecosystem of the of
these kind of firms. So, customer give feedback to the driver give feedback to the customers,
restaurant give feedback to the gig worker, gig worker give feedback about the restaurant,
platform compile this data, sometime platform also gives evaluates the efficiency of the
requester and they also look at how much business is given by the requester to the platform

and accordingly, they design a differential treatment.

So, you can see lot of HR activities related to benefit in compensation or performance
management they are conducted by different actors. How to integrate these how to keep these
justified and ethical; these are the unresolved questions. Special case of surge price on a
particular time of the day Uber increases their price. Now, that increase in the price of the taxi
or a price of the ride, what should be the percentage of the sharing of that between the

requester and the platform?

Both have their different logic; someone can say 50 50, but then company may say that we
invested a lot in the beginning to build a network and eventually network is beneficial to all
the people. Why should not we take major chunk of the surge price because that is my pure

profit.

Driver will say that ok you have build up network, but it is me who is the requester, who is
providing the service. So, [ am also equally important. So, why you should keep the biggest
chunk? Likewise, these are some special cases which need resolution and HR has to work

actively in resolving these issues in all the gig economy firms.

HRM activities or bundle thereof are used to uphold the different types of ecosystem. So,
Ubers ecosystem is different, Zomato's ecosystem is different, BYJU's ecosystem is different.

What are the good HR activities? Are there activities good HR activities relevant to all major



platforms? Or which are the special HR activities especially relevant for a particular

platform? That needs to be studied.

Lock-in gig workers for a certain period to ensure that they continue taking part in the
multilateral exchange. How it can be dealt ethically? This is also unanswered question and

each company has to figure out their own solution pertaining to locking in the gig workers.

So, in this session we looked at the nature of the gig work, gig economy firms and what are
the challenges of the HRM? How the different functions of HRM have changed drastically in
these firms? And what are still unresolved issues in that? And what is the perspective the
systems perspective what we discussed? Likely to be useful in addressing some of the HR

related issues in the gig economy firms.



