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Abstract

In this present economic situation, the use of freelance workers, whose role in organizations runs side by side
with that of full time workers, is becoming increasingly more important. The joint presence of these two very
different forms of human resource, represents an important challenge to Human Resource Management, which
has to adequately exploit the qualities of those who work within the organization, irrespective of the type of
contractual ties they may have. Managerial literature has come up with limited contributions on this topic and
without finding effective solutions to the integrated management of such an assortment of human resources. In
this paper we contribute to fill this literature gap by proposing a conceptual model concerning how using digital
platforms and co-working spaces may facilitate the company’s human resource management. This particular
model outlines how these two instruments can assist the work of HR managers, especially with the conception
and implementation of recruitment and motivational processes.
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1. Introduction

In this present economic situation, the idea that the labor market is undergoing profound transformation, is
becoming increasingly more accepted. According to the Burecau of Labor Statistics, more than 53 million
Americans earn income from untraditional forms of labor. This is a stunning number of people if you consider
that we are talking about 1 in 3 American workers. You frequently hear people talk about the growth of the
so-called “freelancer economy” (Schrader, 2015), which is a form of economy in which full time and steady
employment both lose their central role in favour of contractors (Storey et al., 2005), who operate autonomously
and without stable work ties to any particular company. The number of temporary works is set to increase over
the next few years, with this trend not only involving lowly qualified workers, but also concerning fields with a
high concentration of professional workers (Miller & Miller, 2012).

The presence of freelancers is seen as an essential condition for acquiring specialised skills and for improving
innovative processes within an organization (Burke & Cowling, 2015). Some researchers talk of “micro-work”
or “click-work” (Webster, 2016) for highlighting the role Internet has in this recent tendency, which is rewriting
the rules of engagement in this current economic context. The fact that there are so many freelance workers
should not, however, mean that their role lessens that of full-time workers. In an interesting article, for example,
Barley and Kunda (2006) quote the words of a renowned business strategist, Charles Handy, who asserts that
flexibility is the key to survival in a global economy and that this flexibility can only be achieved by using
freelance workers within the business. Handy’s idea is that these workers should be used alongside full-time
employees so as, in the event of problems arising, the company can continue to rely on its own employees and
easily freeing itself of contractors. Even with differing dynamics, the situation that is occurring on the labor
market and, subsequently, within organizations themselves, is an authentic process of the co-presence of
employees and independent workers. In such a similar situation, the role of Human Resource Management
becomes crucial, and it has to able to show that is able to manage, in an integrated manner, both types of workers,
in order to avoid losing the synergy of its employees to that of the contactors, and vice versa. Starting with a
review of the most important economic and managerial literature on this topic, we can start to identify those
factors, in the presence of which organizations can nowadays more easily come into contact with and manage
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this increasingly wide ranging field of Human Resources. There are at least two elements that appear to assist
HRM policies and that help make these policies more effective, especially with regards to recruitment and
motivation. These are digital platforms and co-working spaces. Both elements are unique features of this
emerging economic context, referred to by many as the “gig-economy” (Zumbrun, 2016). Despite the fact that
this issue is common knowledge, academic literature appears to pay little attention to the matter. The aim of this
article is to create a starting point for future contributions by those researchers who decide to concentrate on this
very current theme, by supplying support to new managerial practices aimed at the management of an ever
increasing range of human resources. The aim of this article is also that of conveying the idea that the proper use
of digital platforms and co-working spaces can lead to the strategic use of Human Resources which, in an
economy ever increasingly based on knowledge, represent the true source of distinction and success of a
company.

2. Gig Economy and Forms of Freelance Workers

While there is still no clear and unequivocal definition of the “gig economy”, we can still trace the most
important features of this particular aspect of the economic scene, within which the traditional forms of labor
seem to have less importance than before. We can consider the “gigers” as being those who earn their livelihood
with an occupation that has no job continuity or stability. All of the transactions relative to this form of
employment are usually applied to the fields of digitalized professions. And it is thanks to digital technology that
engagement between those who look for freelance workers and freelance workers themselves, can take place.
And while these are two extremely different elements, we can often confuse the “gig economy” with the “sharing
economy”. Even though the two concepts can partially be overlapped, there is no full connection between the
two in terms of objectives and relational dynamics. The gig economy, on the other hand, is mainly based on
employment deriving from online platforms. According to some, this new economic context will lead to a slow
but inevitable decline in full time employment, traditionally linked to fixed hours and salaries. With this in mind,
the contractor’s work is definitely less secure, and this can only have a negative impact in terms of motivation
for those who have the role of a freelancer within companies who take them on.

According to Sara Horowitz, the founder of Freelancers Union, “Freelancing is the new normal” and the
“Freelancing in America: 2016” report (Note 1), a yearly independent research commissioned by Freelancers
Union and Upwork, both seem to confirm this notion. The voice of these workers will increasingly be heard at a
political level. And as the report states, it appears that two out of three independent workers are inclined to vote
for candidates who support the interests of freelancers, whose weight at an economical level is already
considerable. Data obtained (Freelancing in America Report, 2016) suggests that freelancers earned
approximately a trillion dollars during 2015. Some people become freelancers out of need, while many others do
so by choice, a choice dictated by the desire to receive higher recognition as a worker, and by having the
opportunity to decide on their working hours with greater flexibility. One of the reasons that the number of
freelancers continues to rise can be found in the fact that it is an occupation which guarantees a great deal of
flexibility. If, on the one hand, independent workers can more easily manage their daily routines, they can also
find additional work, alongside that of their main occupation. In this way, a freelancer has considerably more
opportunities to earn a double income compared to a regular employee.

Obviously, the explanation of this enormous growth in this form of employment, is technology. Many freelancers
can easily offer their services thanks to the wide range of innovative digital instruments, which are ever
increasingly connected to small and large worldwide networks of companies and workers, and which can be
accessed by any type of electronic device.

The fact, however, that this sector is undergoing continuous expansion, must not lead us to presume that the field
of freelancing is without its problems. Once again, according to the “Freelancing in America” report,
independent workers worry about a number of problems that concern their profession. The main concern regards
the uncertainty surrounding their income and the worry of not receiving adequate payment for their services.
Secondly, there is the question of medical insurance. Not having full-time employment means that often they
find it difficult to obtain insurance policies that can guarantee the highest level of coverage for the workers and
their families.

The expression “freelancer” does itself contain a multitude of meanings and which, as we will see in the
following paragraphs, can be interpreted in various ways. Etymologically speaking, the term derives from
medieval jargon for describing “freelance” mercenary warriors whose services were not exclusively offered to
any single master. Nowadays, freelancers are people who negotiate on their own behalf with an employer who is
interested in specific professional aspects that only a freelancer can offer.

144



ijbm.ccsenet.org International Journal of Business and Management Vol. 12, No. 8; 2017

Seeing as the term “freelancer” is, in itself, far too generic, let’s try to shed some light on some of the meanings
that are usually associated with it. The “Freelancing in America” report sets out 5 different categories of this type
of worker:

1) Independent contractors

2) Diversified workers

3) Moonlighters

4) Freelance Business Owner
5) Temporary workers

In the following paragraphs we’ll discover the characteristics of each of these categories and learn how their
presence plays an important role in the freelance economy.

2.1 Independent Contractors

This is the largest category of freelancers. They are workers who do not have one single employer and who carry
out their profession in complete autonomy. Their services are temporary and are linked, on an ad-hoc basis, to
specific projects. The amount of freedom with which independent contractors carry out their profession means
that they can manage their work and spare time with wide margins of autonomy. This is the complete opposite to
full-time employees who have little freedom in balancing these two aspects.

If contractors, therefore, have the option of operating in complete autonomy, this is, above all, due to ICT
technology which, more or less, allows people to work anywhere in the world and at anytime (Sayah, 2013).
Issues of the utmost relevance have, in the past, been raised about the figure of the independent contractor. As
Reilly mentions (2015), this category of freelancer should be correctly classified, as very often their role within
an organization is very similar that of an employee, and that it can become difficult to distinguish between the
two.

An emblematic case was that of Microsoft which, in the eighties, employed a large number of contractors who
became so fully integrated into its workforce that in the end it found itself forced to acknowledge their status as
employees, therefore having to pay all relative taxes to this new and effectively permanent workforce. The
problem of misclassification is one that is extremely prominent in countries like the United States, where
companies often hire workers as independent contractors, so as to deprive these workers of certain benefits and
avoid the expenses of higher salary conditions. According to some researchers, the wide use of contractors
within an organization can be explained by the latter’s desire to reduce operating costs while maintaining a high
level of flexibility while, at the same time, opening its doors to newer skills (Lemmon et al., 2016). The use of
contractors can lead to cost reductions on many fronts. One of these concerns the cost of personnel training.
Contractors, in fact, bring to the organization their own means, their own skills and experience, reducing high
training costs incurred by employers, which they would otherwise be forced to meet for their employees.

2.2 Diversified Workers

This is a category of workers who build their income by having different occupations. In one particular week, for
example, a person could work as a secretary, as a tour guide, and as a proof writer. Literature on the subject does
not specifically deal with this category of freelancer, even though in the United States alone, there are around
15.2 million diversified workers. At a first glance, it would appear that this category of worker contributes very
little to the growth of a company. This is not the case however. Let’s take, for example, a company experiencing
a staggering rate of growth, such as Uber. In this case, the task of transporting people, the core business activity
of the Californian colossal, is assigned to diversified workers. Independent workers usually find it hard to
maintain themselves by solely working as a Uber driver and it is for this reason that the definition diversified
worker is particularly adapt to the context of this type of business. The Uber example helps us to highlight the
fact that in the context of the gig economy, not all freelancers are the same. And it’s for this reason that not all of
them contribute to the growth of the business in the same way and to the same extent. We should then consider
that a diversified worker possesses skills that can be used in various and often very far ranging fields. Here we
find another difference between diversified workers and the independent contractors that we mentioned earlier.
The latter carry out a more specific line of work and operate with greater incisiveness in the organizational
framework in which they work.

2.3 Moonlighters

Moonlighters are professionals who, most of the time, have a generally stable occupation, outside of which they
have a secondary occupation from which they earn additional income, on top of the income earned from their
main occupation. The classical example of a moonlighter is that of a teacher who, in the mornings works at a
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school and then offers private lessons from home in the afternoons. Contrary to the diversified worker,
moonlighters have a full-time occupation and prefer to dedicate their skills to activities similar to their principle
field of work, and while the diversified worker carries out very different forms of work, the moonlighter will
generally remain in the same professional sphere. The moonlighter is an abnormal category of freelancer. This
type of worker does, in fact, already have a full-time occupation and could, therefore, avoid the burden of having
a second job. Some say that by virtue of this indisputable evidence, some moonlighters have a second occupation
as they are strongly attracted to the idea of being able to avoid paying taxes and therefore earn an income which
is completely free of all forms of duties (Oliver, 1993).

In this respect, moonlighting is considered to be related to so-called unreported employment, in other words,
types of employment that the State is unaware of. Various studies have dealt with this “invisible” labor market
(Merikiill & Staehr, 2010), underlining how difficult it is to supply precise data on this trend, especially if we
consider that workers involved prefer to remain anonymous (Schneider F. & Enste D.H., 2000). As a result, the
“shadow economy” is a very difficult argument to deal with, especially due the causes that go towards creating it.
With regards to this, a number of methods have been put forward to suggest how to carry out exhaustive research
on this topic (Dell’Anno, 2016). Turning our focus back to this article, we can, without doubt, assert that the
presence of moonlighters within modern organizations should be carefully monitored in order to comprehend the
extent to which the current global productive structure depends on the undeclared workforce and, as a result, the
level of influence it has on the shadow economy.

2.4 Freelance Business Owner

This is a person who is half way between being an independent contractor and a business owner. The freelance
business owner is, in fact, he or she who employs one or more employees for offering a particular service. This
would be the case of a communications expert who appoints him or herself as the head of a team of people in
order to set up an agency. In that way, the services offered by the freelancer are enhanced by the presence of
other workers. The freelance business owner can appear to be a professional hybrid figure which is difficult to
place in any determined category. In essence, however, this is a freelancer who employs other freelancers for
conducting a freelance business. Unlike a business owner, the freelance business owner takes on fewer risks and
doesn’t concentrate on the same line of business for long periods, as he or she is mainly concentrated on single
projects.

Furthermore, the freelance business owner runs a business enterprise in which he is personally involved, and this
is a further difference between freelance business owners and a traditional business owner who, in truth, never
employs him or herself. In order to work as a freelancer in an economically sustainable manner, and for
guaranteeing acceptable standards of efficiency and effectiveness to his business, some people suggest that the
freelancer should think like a business owner (Goodman, 2010). In this way, an entrepreneurial approach would
help the freelancer to control with extreme care a series of indicators that can reveal the progress of his or her
business, such as the hours dedicated to each project, administrative costs and financial requirements. From this
point of view, the freelance business owner appears to be the most adapt person to apply this kind of approach.
The relationship between freelance enterprises and businesses is at the centre of a debate involving academic
research. According to some, freelancing should be recognized as a form of business enterprise (Kitching &
Smallbone, 2012) as this approach would lead to clear advantages in conceptualizing and interpreting the
phenomena in a statistically more accurate manner.

2.5 Temporary Workers

This is a category of freelance worker that has a single employer or, in any case, a single project to which they
are dedicated. Their occupational status is temporary in the sense that, unlike an independent contractor, their
services are not used over a continuous period of time but for short and specific periods, with gaps and
interruptions, meaning that there are moments in which the worker is completely inactive. This is an example of
companies that hire seasonal personnel. The business of these companies can increase, for example, during
summertime or Christmas holidays, in periods of the year, therefore, when the number of employees is
insufficient for meeting demand for products and / or services, which substantially increases during these periods.
A large number of employers find that resorting to temporary workers is an advantage, as most of these workers
have already been through a preliminary selection process with specific agencies which test the real merits of the
workers’ expertise and the potential contribution they can supply to the business in which they will be placed.

This category of worker represents a considerable proportion of freelancers, so much so that between 1998 and
2008 the number of so-called TAW (Temporary Agency Workers) doubled (CIETT, 2010). According to some,
these agencies supply a valuable service to organizations as they help to provide greater flexibility to the labor
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market, at lower labor costs, with less responsibility for HR managers and lower expenses for organizations in
terms of recruitment and salaries (Torka, 2004).

With regards to temporary workers, there are significant psychological aspects which should be considered. One
of the most important is definitely that of commitment, which is particularly difficult to strengthen as workers
hired for a short period of time will unlikely feel the desire to be committed with any particular enthusiasm and
intensity to the business they will be working for. Some branches of research, however, show that good training
techniques for temporary workers can generate surprising and positive results in terms of commitment (De
Cuyper & De Witte, 2008;).

3. The Impact of Digital Platforms at an Economic-Organizational Level and New Techniques Used by
Human Resource Management in Recruitment Processes

The presence of digital instruments in the world of labor, which help to connect the supply and demand of labor,
have become increasingly prominent over the past years. The new agents, on top of the traditional agencies, are
those digital platforms where people that are looking for employment can engage with organizations and assess
their requirements. Digital platforms are completely transforming the labor market and the means by which
organizations focus on hiring new staff. The “Connecting talent with opportunity in the digital age” (2015) report
by McKinsey clearly illustrates the impact digitalization has had on a global scale. Experts claim that by 2015
digital platforms will add $ 2700 billion to the global GDP. This is a significant amount and it demonstrates how
finding new employment becomes quicker and more effective. Thanks to these new digital platforms, for
example, anyone can take up professions that best suit their skills and experience. In countries with particularly
high unemployment rates, being able to create a more dynamic labor market is an undeniable advantage.
Organizations that use these instruments do not only use them for placing new personnel into their organization,
but for improving the motivational aspect of their workers as well. According to the McKinsey report, the use of
these platforms is linked to a 9% productivity increase and a reduction in recruitment costs of around 7%. If, on
the one hand, it seems clear that technology is changing the labor market (Howard 2015), on the other hand,
academic research has so far failed to show any tangible interest in the connection between the use of digital
platforms and the increase in the number of independent workers. On this last topic in particular, there are no
official statistics that outline in any precise manner the extent of this trend (Manyiika et al., 2015). When we
discuss the role of digital intermediaries in the world of labor, we should carefully consider the influence that
platforms such as LinkedIn, Monster and TaskRabbit have. Thanks to these platforms, millions of people around
the world have access to professional openings that they would otherwise not have or even know about. The
offer and demand on these sites meet up quickly and easily, allowing a huge reduction in the amount of time a
worker remains idle, workers who have a greater chance of moving from one position to another without being
unemployed for too long.

The McKinsey report distinguishes three categories of digital platforms:

1) Platforms that offer the opportunity of finding work and workers; sites such as LinkedIn, Monster,
Vault, Indeed, Careerbuilder, Xing and Glassdor fall into this category,

2) Platforms that create a connection between those who are looking for a particular service, and those in
the position to offer that service. In this category we find sites such as Uber, TaskRabbit, Angie’s List,
Upwork and Amazon Home Service;

3) Platforms that discover and manage talent. Examples of these sites are Good.co, Payscale and
ReviewSnap.

One of the main characteristics of these sites is that workers can freely choose the type of employment they are
looking for, as well as the companies for which they would like to work. In the same way, an employer can set
out the minimum requirements candidates should have for any particular position. On a larger scale, the impact
digital platforms have can be perceived with particular regards to an increase in the flexibility of the labor
market. This flexibility has very evident consequences with regards to productivity, true salaries and levels of
unemployment (Davis & Haltiwanger, 2014). The theme of flexibility is one that has great importance in
economic literature (Shimer, 1998, 2001; Molloy et al., 2016; Flek et al., 2015) where we can find evidence of a
strong connection between a low level of flexibility of the labor market and the deterioration of the economical
performance of that particular country. If digital platforms, therefore, produce greater flexibility and, as a result,
improvements in unemployment levels, real salaries and productivity, we can deduce that the expansion of this
new instrument for recruitment will, in the long term, provide considerable economical advantages. Researchers
have yet to provide any solid contributions to this topic, and they have not yet concentrated on the direct link
between the expansion of these digital platforms and the economical performance at an industrial or national
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level. For the time being, we can focus on the reports described in fig.1, while future attention should be paid to
the factors outlined in fig.2.

( N a M
Digital Platforms — Market Labor Fluidity
( ) 4 R
Market Labor Fluidity _— Economic Growth
_ J _ o/

Figure 1. There are still no specific contributions regarding the link between digital platforms and the growth
of economical indexes

Digital Platforms - Economic Growth

Figure 2. It would be interesting to determine if and in which way the use of digital platforms helps to improve
economical indexes

Fig. 2, in some ways, summarises the reasons why it is important to discuss digital platforms and the impact they
have on the labor market. This market is, in fact, going through a period of profound change where online digital
platforms will play an increasingly important role. The use of digital social instruments is currently booming as
never before, especially if one considers that around 29% of the world population has at least one active social
account (We Are Social, 2016). If, then, we turn our attention from the macroeconomic context to that of
organizational aspect, we can not fail to consider the impact these social platforms are having on human resource
management mechanisms, while many researchers are already outlining the extent of this current transformation
(Poba-Nzaou et al., 2016). Digital platforms are revolutionizing the way in which organizations communicate
with the outside world, making their influence felt in numerous aspects of the life of an organization, such as
marketing, operations and human resources (Aral et al., 2013).

Due to the fact that these instruments are relatively new, the various engagement mechanisms by which
employers come into contact with workers has yet to be explored in any detail. One of the changes is the creation
and sharing of knowledge which, more than ever before, can speed up innovation processes thanks to the way it
is created and shared. Over the past few years, specific studies have been carried out on techniques human
resource managers can use to deal with the new challenges presented by technology. In this field of research,
there is a range of contributions by the Strategic HRM itself (Lengnick-Hall et al. 2009; Marler & Parry, 2016)
and of the so-called e-HRM (Strohmeier, 2007; Ruél & van der Kaap, 2012). According to Marler and Fisher
(2013) the two fields of research are closely connected, even if we can not describe it as a random strategic
approach between human resources and e-HRM. The appearance of these two branches of research is relatively
new, and in both cases the emphasis is placed on the role that human resource management can play within
organizations when it comes to implementing changes, thus minimizing personnel management costs. It is a fact
that the role of HR has changed since the introduction of Internet, helping the creation of an ever increasingly
tight relationship between workers’ skills and the business objectives of the company, even if some researchers
stress that such relationship is not always achievable (Marler, 2009). The Strategic Human Research
Management (SHRM) can be observed from two different angles: the strictly strategic angle, which assesses the
impact of HR policies on the basis of the engagement the business has with the outside world (Porter, 1985), and
the angle which has closer ties to the Resource-Based View (Penrose, 1959). In the first case, while the impact
on the outside world is considered to be a determining factor, good human resource management policies can
only be successful to the extent of its alignment to the overall strategies of the business. In the second case, the
determining factor is considered to be the ability of the organization to place its intellectual wealth at the centre
of its business strategies. If we observe the SHRM from the RBV point of view, we can determine how important
the role of human resource is in organizations which endeavor to invest in the creation and development of
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knowledge. Dealing with the impact that digital platforms have on the internal labor organization of businesses is
somewhat like revisiting the discussion regarding the relationship between technology and organizations. In a
famous article, Orlikowski and Scott (2008), after having reviewed four of the world’s leading management
journals (The Academy of Management Journal, The Academy of Management Review, Administrative Science
Quarterly and Organization Science), came to the conclusion that over 95% of the articles published between
January 1997 and December 2006 failed to take into any form of consideration the role played technology within
organizations. In other words, technology appears to be considered as an evanescent factor and with very little
importance, despite its presence becoming evermore widespread and essential. After having reviewed 2027
articles, Orlikowski and Scott discovered that precise reference was made to the impact technology is having on
organizations in only 100 articles (4.9% of the total). Some researchers agree in claiming that this form of
indifference has intensified over the last 30 years (Zammuto et al., 2007), just at the time when technology has
been increasing its presence in organizations. This statistic leaves us somewhat bewildered as it suggests that the
academic world has distanced itself from certain subjects, right at the time when it should, on the other hand, be
treating them with far greater attention. One possible explanation could lie in the fact that the technological
transformation has been so rapid and unpredictable, that the ability to comprehend could not keep up with the
speed of progress (Orlikowski & Scott, 2008). The relationship between technology and organizations inevitably
has a large influence on the role of HR, which is why we hear more often about electronic Human Resource
Management (e-HRM). This subject deals with the use of electronic instruments as support for human resource
management and has been conceptualized in a methodical manner by Strohmeier (2007), in addition to other
earlier contributions on this subject (Stanton & Coovert, 2004). HRM can carry out numerous operations with
electronic support, even if, when speaking about digital platforms, we only think essentially of the recruitment
phase, so much so that we often speak explicitly about e-Recruitment (Sylva & Mol, 2009). As we have just seen,
digital platforms are having an impact on the labor market and organizations like never before. More specifically,
what has changed is the way human resource professionals operate. While there are similarities in the ways
various managers use electronic instruments for recruitment and personnel management, there can be differences
in individual fields of industry. For example, Gibbs and his colleagues (2015) studied the impact digital
platforms are having on HR roles in the hospitality industry. It should be stressed that the platforms especially
designed for the labor market are not the only ones to have a more or less direct impact on the business world.
Alongside sites like LinkedIn and TaskRabbit, we should also consider the role of social media sites (Facebook,
Twitter, Instagram, Snapchat,...) which, while not directly connected to the amalgamation of labor supply and
demand, they can, however, influence the way workers are perceived and subsequently recruited by HR
managers (Girard et al., 2013). In other words, we should consider digital platforms as being a wide ranging field
within which both labor and social platforms are contained. Fig. 3 explains the relationship between the use of
digital platforms (“for work” and “social”) and the new role played by Human Resource Management, with
specific reference to the recruitment phase.

HRM

Digital Platforms
for work

Digital Platforms

—>[ Identification J—» 4—[ Perception }— .
social

[ Recruitment J

Figure 3. The use of digital platforms by HRM has varying impacts on the recruitment process, depending on the
types of platforms used

Not all digital platforms are the same and even those not specifically designed for the labor market can have a
bearing on decisions made by HRM when it comes to recruiting new personnel. Without any doubt, platforms
such as LinkedIn help to identify those workers whose characteristics are more suitable to those the business is
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looking for. A worker can, in fact, promote the entire range of his or her expertise on these sites, placing
emphasis, for example, on any of their particularly strong professional expertise that may attract the attention of
HR professionals. We should be aware, however, that identification is not enough for finding employment. HR
managers very often look at social media profiles of selected candidates before summoning them for an
interview, or immediately after the interview, in order to obtain a more detailed picture of the candidate’s
“lifestyle”. From this point of view, social networks represent a force that influences the perception a manager
may have of a particular candidate, as often the attention is not only focused on what the person can do, but also,
and sometimes above all, on the values the candidate holds and the messages he or she conveys from their
personal digital space. It’s no mystery, therefore, that a lot of employers read the social pages of those who offer
themselves as candidates for employment, in order to decide whether to employ them or otherwise (Brandenburg,
2008; Brown & Vaughn, 2011). The impact digital platforms have on HR practices are not only felt in the private
sector but it is also starting to be the subject of studies in the public administration sector as well (Bryer &
Zavattaro, 2011; Tufts et al., 2015). If, on the one hand, we can assert that social platforms can influence the
perception an organization may have of a particular candidate, on the other hand it is also true that social media
can change the perception a worker may have of a certain organization (Melian-Gonzalez & Bulchand-Gidumal,
2016). Over the past years, numerous websites have been created where opinions and evaluations are expressed
by workers regarding a particular organization. This trend is known as worker electronic word of mouth
(weWOM) (Van Hoye & Lievens, 2009). It is important for us to remember the dual nature of this perception,
due to the fact that social platforms accentuate, in both a negative and a positive manner, not only the image of a
worker, but also that of an employer. It becomes clear, therefore, that if a potential candidate has a negative
perception, this can keep him or her away from a particular business, resulting in this business appearing to be
unappealing and which therefore potentially misses out on skilled candidates. The function of HR in
implementing recruitment strategies, is that of understanding how to use its social platforms in the most suitable
way. This game of recruitment, in general, and of perception in particular, runs in both directions, from the
organization to the individual and from the individual to the business. If “for work™ digital platforms allow
individuals to identify a work opportunity, and organizations to spot a potential candidate, in the same way social
platforms can act on reciprocal perception between individuals and organisations. In a way, it is as if fig.3 were
re-elaborated from the point of view of job seekers. The result is shown here in fig. 4.

[ Application ]

Digital Platforms
for work

Digital Platforms

|dentification ] — <—[ Perception ;
social

[ )

L Job seeker J

Figure 4. The use of digital platforms by job seekers has varying impacts on application processes, depending on
the type of digital platform used

As competition between organisations increases for acquiring the best talents, those who are looking for
employment certainly have better instruments for accessing information regarding their career. Today, candidates
have a better chance of negotiating than before, as information regarding the subject of their negotiations, such
as the salaries of those who have a similar occupation, is more readily available (Phillips-Wren et al., 2016).
Managerial literature has, more recently, emphasized the role that these social platforms play in recruitment
processes. What, we believe, isn’t mentioned, is the fact that not all of these platforms are the same and, for this
reason, we should distinguish between platforms specifically created for labor and social platforms. Each of the
two types of platform influences decisions made by HR managers and by candidates on two different fronts,
identification and perception.

When we talk about identification, we are referring to:
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- The way in which an organization identifies potential candidates, on the basis of information pertaining
to their professional characteristics;

- The way in which candidates identify an organization for which they would potentially like to work, on
the basis of information pertaining to the business activities of the company.

When, however, we talk about perception, we are referring to:

- The way in which an organization perceives the candidate, on the basis of information pertaining to
their extra-professional characteristics

- The way in which the individual perceives the organization, on the basis of information pertaining to
characteristics not entirely related to its business activities.

Figure 5 shows a summary of the contents of figure 3 and figure 4.
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Figure 5. Digital platforms have an impact on the identification and perception processes, from both the
HRM’s and Job Seeker’s point of view

Digital platforms influence the way in which the HRM identifies and perceives a potential candidate. If both
processes are successful, it becomes very likely that the recruitment phase will be reached. In the same way,
these same platforms influence the way in which the job seeker identifies and perceives a particular business.
Even in this case, if both processes have a successful outcome, the chances are that the candidate will apply for a
position in that particular business. It is apparent that, on the whole, digital platforms not only influence
perception and identification by both the HRM and the job seeker, but that they also have a bearing on the
engagement between application and recruitment. It is also clear that without a specific application, recruitment
would become impossible and that, in the same way, without the wish to reach the recruitment phase, the
application would not generate the desired effect. The table shown in fig. 5 is particularly representative of the
fields in which both business and individuals with a strong digital vocation operate.

4. The impact Co-working Spaces have on Motivational Management Processes

Over the last few years a large scale phenomenon has been taking place, which is the sharing of work spaces
between employees and independent workers. Co-working is somewhat more than just simply sharing an office.
It is an opportunity for social interaction, the sharing of knowledge, the continuous engagement between workers,
who may even work in fields that are very far apart. In 2015, it was calculated that globally there were around
7800 co-working spaces with a growth rate of 83% between 2012 and 2013 and 36% between 2014 and 2015
(Foertsch, 2013, 2015). According to some, Brad Neuberg was one of the first to use the term “co-working”
when, in 2005, he founded the Hat Factory in San Francisco (Jones et al., 2009). The idea at the base of
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Neuberg’s initiative derived from a very simple observation. Until that moment, a worker could choose, when
choice was effectively available, between working in an office and working from home. The co-working space,
from this point of view, was a form of compromise. A way of disconnecting oneself from the stress of a large
office to the solitude of a home. For many, co-working today continues to be just this. In other words, an
opportunity for relational engagement outside the boundaries of a traditional office. It is from this relational
engagement that significant implications arise with regards to creation and exchange of knowledge. Over the
past few years, some researchers have concentrated their studies on the types of relationships that are created by
the closeness between workers within a co-working space, and the flow of knowledge that is thereby generated
(Parrino, 2015). The subject becomes particularly interesting if we consider the types of individuals that can be
found within a shared space. Traditionally, co-working was a method used by independent professionals who
worked as freelancers or who autonomously ran a business enterprise. Gradually, a new reality emerged which
saw other individuals inside the confines of these spaces. On this subject, Parrino (2015) outlines the
heterogeneity of the new co-working spaces, identifying three large groups of individuals who work inside these
spaces:

1) Freelancers;
2) Micro-businesses;

3) Employees or autonomous workers who work for organisations whose head offices are outside the
co-working space.

We should not be surprised, therefore, if an increasing number of organisations decide to set up their head offices
in spaces like this. The human resource managers in these organisations inevitably find themselves having to
face new dynamics of knowledge management. In these cases, managing knowledge is no longer a closed
process, a process which is born within the more or less clear confines of the business, but it becomes an open
process in which the flow of knowledge originates from its own workers as well as workers from other
organisations. This is the result of proximity between workers, which characterizes a large number of young
companies that decide to operate from within a shared structure, and where the presence of another business
literally becomes physical.

Inside these co-working spaces, companies not only let their own employees work but, in the same space, they
can also attempt to hire new freelancers. Genuine alliances based on the dynamics of co-working can be born
from methods of collaboration of this kind. These alliances can grow in the spaces where these individuals
physically work, or they can extend themselves beyond the material confines of the work space, leading to
virtual co-working (Andrade et al., 2013). The choice of co-working can be the source of numerous benefits.
Among these, many underline the clear benefit of being able to increase the general levels of work productivity
(Ross & Ressia, 2015), or that of being able to more easily gain access to a wide range of advanced skills,
without forgetting the improved results in terms of job satisfaction and work/life balance (Bosua et al., 2013).

If an organization is looking for so-called staff on demand, inside co-working spaces appears to be the ideal
place for engaging with freelance workers. As Kubatova (2014) does in fact remind us, freelancers are like small
business people who offer, from within their co-working spaces, their intellectual wealth to all those
organisations that require particular skills. This trend is definitely on the increase while very few studies on the
matter have researched in full the implications that this phenomena creates. Rus and Orel (2015) tried to discover
the reasons that explain the growth of these shared spaces. In their view, the “creative class” plays an important
role, a class which thrives on sharing knowledge and information. This category of worker finds co-working the
ideal place for satisfying this need for engagement. This type of explanation should be placed into the much
wider context of the profound change that the labor market has undergone over the last decade. Pfeffer and
Baron (1988), for example, realised twenty years ago that turning to outsourcing had strongly shaped the way in
which organisations related to their workers, underlining the emergence of an ever increasing use of outsourcing
in labor relations. The approach adopted by organisations within this field of reference, is a sign of changing
times. In this current economic context, we have moved from the age of competition to the age of cooperation
(Snow, 2015) and co-working, in this perspective, could well be considered as a means for simplifying, which is
the cause and effect of the changing scene in which organisations operate. Bouncken e Reuschl (2016), in one of
their recent articles, explicitly expressed their desire to introduce the matter of co-working spaces into
managerial science. In their opinion, the way in which this topic has been treated up until now, has not been of a
systematic nature. One of the points raised by the authors, and which they were keen to underline, was the fact
that all we know about co-working is the fact that it is of a semi-scientific nature, as it derives from sources that,
in most cases, have no form of influence in the economic and managerial fields. The study carried out by
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Spreitzer and colleagues (2015) is an exception to this state of affairs, a study where the authors tried to
comprehend why workers who operate inside co-working spaces appear to perform better than their colleagues
who work from traditional offices. After having interviewed numerous founders of co-working spaces, the study
outlined three fundamental factors, which can help to explain the connection between co-working and growth in
individual performance:

1) Workers who operate in co-working environments feel that their work has greater purpose;
2) There is a feeling that there is greater control of their work in co-working spaces;
3) “Co-workers” feel as if they are part of a community.

Seeing as the benefits that derive from this form of working environment are numerous and apparent, a lot of
businesses prefer resorting to using co-working spaces for certain activities, even if they already have their own
office space. In the same way, there are a lot of employees who, instead of going to work in their company’s
offices, prefer to work at a desk in a co-working space.

As we have already seen with digital platforms, even here there are significant implications for HRM that should
be underlined. In this particular case, the process that mostly comes into play is not that of recruitment but rather
that of operational management of human resources, in other words, those decisions that can affect the way in
which workers perceive their job and their role within the organization. To explain it in other words, the strategic
use of co-working spaces can have a direct impact on personnel motivation and, indirectly, on performance. Let’s
consider for a moment the question just posed regarding the importance of a person’s work. As Spreitzer and
colleagues (2015) affirm, those who work in co-working spaces treat their work with far greater importance.
Being surrounded by people who carry out professions different to their own, for example, can help to highlight
the unique qualities of a professional who, in an environment such as this, has no reason to have a competitive
attitude, as he or she will probably never come into contact with other people working on a similar project.
Working without this kind of pressure can help to reduce stress levels, and a worker who suffers from less stress
certainly has greater motivation to carry out his daily activities. In a co-working space, you are likely to come
into contact with people who need advice or who, quite simply, are looking for an exchange of ideas. In this case,
workers feel useful, not only to themselves, but to the people around them, and this can only have a positive
impact on their self-esteem. It goes without saying that this further example illustrates an obvious source of
motivation. At this stage, we can assert that co-working has beneficial effects in motivational terms, and this can
only be an important factor to consider for those who work with human resource management. Co-working can,
therefore, be used as a general motivational incentive in the sense that having the opportunity to work in a shared
space, in which the full independence of a worker can emerge, represents a strong incentive for everyone. In
some cases, for example, the mere fact of holding a meeting in an “on demand meeting room”, located inside a
co-working space, can break that sense of restriction felt by those you constantly work within the walls of the
business they work for. Fig. 6 shows us on which fronts future research should concentrate on in order to
examine the aspects of co-working practices relevant to HRM which can subsequently strengthen motivation
within a company. From the small amount of literature available to us on this topic, we can deduce that there are
three general areas where co-working has an effect:

1) work identity
2) sense of community
3) job control

The strengthening of these factors acts on the motivational aspect of the worker. As a result, HRM can, within
the boundaries allowed by the use of co-working, more easily manage motivational aspects in the sense that it
can be strengthened by acting upon one single source, rather than on three different sources.
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Figure 6. Working inside Co-working spaces can improve the worker’s conditions on at least three fronts.
This type of improvement has a positive effect on motivation

Some businesses set up their head offices inside co-working spaces or leave their workers free to use them
(Waber et al., 2014; Spreitzer et al., 2015). In both cases, what is significant is the effect this decision has on the
motivational aspects of workers.

With regards to the link between identity and motivation, there are various studies that explain how the first
factor can lead to an increase in the second. According to widely published theories, work identity has a positive
effect on engagement which, in turn, inevitably leads to an increase in motivation (May et al., 2004;
Popova-Nowak, 2010). For this reason we can assert that if the co-working space acts on identity which, in turn,
has an impact on motivation, there must therefore be a connection between co-working and motivation, albeit an
indirect one. With reference to this second connection, it should be said that the generic term sense of community
can take on numerous meanings according to the field in which it is used (Pretty et al., 2006). Some experts have
recently spoken about the need to reconsider businesses as if they were communities (Mintzberg, 2009).
Nevertheless, the sense of belonging to a community, when we talk about co-working, does not develop within
the boundaries of the company, but in spaces where one is surrounded by workers coming from different fields
and with diverse backgrounds. In this case, the method used for improving motivation is different to that
normally used. Usually, for example, HRM must deal with activating processes aimed at increasing commitment,
as feeling part of a company in which you work helps to increase motivation (Meyer & Allen, 1991). In the case
of co-working, however, it is always the sense of belonging that triggers motivation, but with the important
difference that this is not a sense of belonging to the company you work for, but to your community of
co-workers. In one sense, the place in which the sense of belonging develops (sense of community) and the place
in which the effect of this sense of belonging (motivation) produces its results, do not coincide. Finally, we have
outlined a further connection between co-working, job control and motivation. The literature that is emerging
about connections between co-working spaces and the psychological impact on workers, tells us that working in
an environment which is accessible 24 hours a day, helps to provide greater control over a person’s work
(Spreitzer et al., 2015), as they are free to decide when and how long to work and to manage breaks and
workload sharing in full autonomy, and without, therefore, having to endure the stress of strict control over one’s
work. Managerial literature, on the other hand, often talks about empirical evidence showing proof that control
over a person’s work helps that person to gain clear benefits in terms of psychophysical health (Minchie et al.,
2004; Minchie & West, 2004). If people who control their own work are more greatly motivated and if, at the
same time, co-working helps to carry out this form of control, it therefore becomes evident that a connection
similar to that outlined in fig. 6 can be found. We would need to combine the traditional literature, looking into
Human Resource Management and Organisations, with the more recent studies regarding co-working, so as we
can create a new framework, highlighting how new human resource management processes can influence
psychological and managerial mechanisms which have widely been discussed in the past

5. Conclusions

The labor market is ever increasingly characterized by the presence of independent workers who, in a very
generic way, are known as freelancers. These workers make up a large proportion of the total workforce
currently present in the current economic context and, for this reason, in order to comprehend their role, we
should interpret the concept of freelance workers in the correct way. In this article, we have tried to follow the
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differentiation offered by “Freelancing in America”, thanks to which we can deduce that each and every
freelancer plays a different role in the so-called Gig Economy. Organisations, on the other hand, are nowadays
having to manage Human Resources which are becoming more and more varied. If, in fact, on the one hand the
presence of contractors in business is increasing, on the other hand, the role played by full-time workers is
fundamental. As a result, HR mangers are more increasingly finding themselves having to deal with an
integrated personnel management system, in other words, a system which has the ability to enhance the
contributions offered by both categories of workers. After having reviewed various studies taken from
managerial and economical literature on this topic, we found that there are at least two factors that are becoming
fundamental for modern organizations, as they provide support for personnel management policies, with regards
to both recruitment and motivation. These factors are: digital platforms and co-working spaces. With regards to
digital platforms, we have attempted to focus on the role they play in the recruitment process, highlighting the
fact that not all platforms are the same. Despite the fact that a large number of researchers do not place emphasis
on the difference between these platforms, it has to be said that they have varying methods of use and purposes.
If, in fact, “for work” platforms such as LinkedIn and TaskRabbit assist HRM in identifying workers, “social”
platforms such as Facebook and Twitter help to catch aspects of potential candidates (values, beliefs, lifestyles)
that would otherwise remain in the shadows, and while these aspects are not directly connected to the candidate’s
professional skills, organisations consider them as being very important. With regards to co-working spaces, on
the other hand, the small amount of literature that is currently available to us for consultation tends to assert that
these spaces favour the growth of at least three psychological aspects of workers: work identity, sense of
community and job control. A vast amount of literature is available on these three factors which tell us without a
shadow of doubt that each of them lead to an improvement in motivation. When we combine, therefore, the
emerging literature on co-working with traditional literature focusing on motivation, we can conclude that
workers who operate within a shared space, experience a marked improvement in their performance.

6. Implications for HRM

The current context of the so-called “freelancer economy” sees organisations taking on new challenges, which
are mainly connected to personnel management. As Human Resources change, we need to rethink and redesign
those approaches which were used in the past for resolving worker management problems. Some of the most
important problems are those connected to recruitment and motivation. An appropriate use of digital platforms
and co-working spaces can lead to a strategic use of Human Resources, as talented people not only have to be
enticed and identified in the correct way but, once they are hired, they have to be motivated in the best possible
way in order not to risk losing the precious contribution that can be gained from their individual performances.
Nowadays, these digital platforms represent one of the main gateways to talent, and talent, in an economy which
is ever increasingly based on knowledge, is the principle source of success and differentiation. In the same way,
co-working spaces are rapidly booming, a factor which leads us to ask precise questions as to the reason behind
this trend. In all likelihood, workers — freelance or otherwise — feel an ever increasing need for autonomy and
self-determination when it comes to managing their daily activities, and co-working spaces successfully satisfy
these expectations. Once again, then, the challenge facing HRM is that of adapting itself to management
procedures and to the policies of our changing times, because never before has this change been so rapid.

Fig. 7 sums up the theoretical approach described in this article.
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Figure 7. The use of digital platforms and resorting to co-working can assist HRM management in improving

two important personnel management processes, such as those of motivation and recruitment. In this way,
strategic human resource management is simplified
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By using precise instruments or solutions, such as digital platforms and co-working, Human Resource
management can become strategically important in at least two ways. From the first point of view and with
regards to recruitment, digital platforms supply a more detailed picture of the candidate that is about to be hired.
In this way, the human resource that is about to be placed into the heart of the business, can be evaluated in
greater detail. From the second point of view and with regards to motivation, co-working improves the
psychological state of workers in a number of ways and this can only lead to an increase in individual
performances, indirectly improving the all-round performance of the organization.
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