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 ABSTRACT 

The gig economy has quickly disrupted modern labor in the form of broadening freelance and 
work-platform methods of work, which place greater emphasis on flexibility without paying 
attention to the sustainability of workers. Although there is an increased academic interest, the 
available literature tends to study well-being, motivation, and psychological safety separately, 

which does not provide much information on comprehensive human resource (HR) practices in 
the context of gig employment. The research paper will seek to incorporate these three 
dimensions in one HR system to facilitate sustainable freelance work. The study relies on the 
conceptual and descriptive research design, which is grounded on the systematic review of the 
latest publications published in 2021-2025, relying on the Self-Determination Theory, Job 
Demands Resources model, and Psychological Safety Theory.  

The results suggest that gig workers experience chronic issues regarding the stability of income, 
social isolation, algorithmic control, and the lack of voice mechanisms that negatively influence 
the same psychological well-being and long-term motivation. The analysis also indicates that 
psychological safety is a structural enabler that reinforces motivation and well-being through the 
establishment of trust, transparency, and worker voice in the digital platforms. According to the 
integrated framework, the study suggests HR practices based on supporting well-being, 

autonomy-supportive motivation practice, open performance assessment, and the inclusive 
communication system. These measures are demonstrated to promote each other and lead to 
employee engagement, retention, and resilience  
Keywords: Gig Economy, Freelance, Employment, Employee Health, Psychological Safety, 
Work Motivation, HR Strategies, Financial Aspect, Finance.. 
 

 

INTRODUCTION: 

1.1 Background of the Gig Economy 

Gig economy has been rapidly expanding as the digital 
platforms have provided people with an opportunity to 
work on short-term assignments and in freelance positions 
without any official employment agreement. This change 
is part of a wider change in the world labor market, where 

flexibility and autonomy are appreciated yet frequently 
accompanied by an insecure environment and precarity 
(Wu et al., 2022). Independent contracting and on-demand 
work has been identified as the key aspect of modern 
employment models, especially in services and 
technology (Khan and Ashfaq, 2025). The augmented 

usage of platform-mediated work has transformed the 
work structures which have in turn triggered scholars and 
practitioners to revisit human resource (HR) traditional 
roles on regulating a dispersed and non-standardized 

workforce. 

In the role of gig workers, there is usually high autonomy, 
as they choose tasks as well as schedules that are more 
appropriate to them. Nonetheless, this freedom comes 
with fluctuating income, lack of social coverage, and little 
in the form of well-being assistance provided by 

employers (Wu et al., 2022). It is worth noting that 
flexibility, which is the key appeal of gig work, adds to 
the variability of income and greater stress in the form of 

the unpredictability of demand and earnings. Such 
interactions make the gig economy very distinct to the 
normal employment relationships and pose new 

challenges to HR strategies to ensure sustainability. 

1.2 HR Challenges in Gig Work 

HRM in the gigs is quite different unlike the HRM in 
traditional employment arrangements. The conventional 
HR is designed to handle relationships in the workforce 

that are long-term, unlike the gig worker who tends to be 
disconnected with the existing organizational support 
structures in terms of recruitment, performance appraisal 
and employee engagement (Mat, 2025). The HRM 
practices that target the gig workers are flexible and focus 
on adaptability, but they can overlook psychological and 

social aspects that are essential to the long-term work 

performance. 

The precariousness of gig work is further increased by the 
lack of traditional safety nets, including health benefits, 

financial stability, and formal feedback systems. The 
studies have shown that even in the case of flexible work 
set-ups, perceived organizational support activates the 
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beneficial results of well-being, which points to the 
importance of supportive practices in balancing the 

negative impact of gig work (Anonymous, 2025). It 
implies that HR practices should not remain the same but 
adopt a mechanism that promotes the welfare and 

involvement of independent workers. 

1.3 Significance of Well-Being, Motivation and 

Psychological Safety 

The concept of worker well-being deals with both 
emotional and psychological as well as social aspects of 

health, productivity, and quality of life. Variability in 
income, social isolation, and lack of formal HR support 
are other elements that influence the issue of well-being 
in the gig economy (Shettleppanavar and Rudagi, 2025). 
Intrinsic motivation is as well a complex phenomenon in 
gig work, as it is based on both tangible and intangible 

sources of motivation, such as autonomy, purpose, and 
recognition (Moorman, 2024). Motivation influences 
interest and duration of careers in gigs, but little research 
has incorporated motivational results within more 

comprehensive HR approaches in this respect. 

The emergence of psychological safety as a belief that 
individuals can share ideas, concerns or errors without 
their unfavorable impact is turning out to be an important 
issue in the modern workplace. Though the dominant 
literature on the concept of psychological safety has 

concerned itself with established teams, the most recent 
bibliometrical trends indicate that it is increasingly 
becoming relevant to gig and platform work (Journal of 
Media Horizons, 2025). Psychological safety also 
determines whether gig workers feel safe to express needs 
or feedback to the platforms, a factor that is usually 

ineffective or nonexistent in the algorithm-based labor 
markets where the relationship between workers and 

platforms takes place on a cold and impersonal level. 

1.4 Research Gap and Rationale 

Although a significant amount of literature has been 
conducted on the dynamics of the gig economy, it lacks 
the combination of well-being, motivation, and 
psychological safety aspects with HR strategies that are 

appropriate in the context of freelance and gig 
employment. The current literature tends to discuss these 
constructs as separate entities with wellbeing or 
motivation being discussed as a single entity without 
prescribing coherent HR strategies that would deal with 
them as a unit. Moreover, the psychological safety of gig 

spaces, particularly when the workers communicate with 
the algorithmic systems instead of human managers, has 
not been thoroughly investigated before (Journal of Media 

Horizons, 2025). 

The proposed study fills in these gaps by suggesting a 
conceptual framework of integrating well-being, 
motivation, and psychological safety into the HR practices 
structured towards the specifics of gig work. The 
combination of these constructs can help to achieve the 
long run sustainability through increased job satisfaction, 

lower churn, and a healthy working climate despite other 

non-conventional type of employment engagements. 

1.5 Objectives of the Study 

The main aim of the study is to explain how HR practices 
could be formulated to combine well-being, motivation, 

and psychological safety to sustain freelance jobs. The 
secondary goals are to pinpoint the main challenges that 
gig workers experience in each of the areas and suggest 
strategic recommendations that HR professionals can 
follow to introduce supportive practices in the context of 

digital platforms. 

2. LITERATURE REVIEW  

2.1 Concept of Gig Work and Freelance Employment 

The empirical investigation also emphasizes the fact that 
gig workers experience work-life stressors along with job 
insecurity, variable income, and psychosocial issues that 
affect their well-being and motivation in digital labor 

markets (Kurian). As this study has shown, although lots 
of gig workers attach importance to independence and the 
ability to have their own schedule, sporadic payments and 
unpredictable workload have a deteriorating effect on 
their quality of life and the outcomes of their 
psychological condition (Kurian, 2024). This is consistent 

with more general views regarding the modern rise of gig 
work as a flexible and vulnerable type of labor, in which 
gig employment cannot be comprehended using 
conventional frameworks of employment based on the 
organizational structure and established benefits (Kurian, 
2024). This type of research validates the point that gig 

work should be conceptualized as an empowering and 
precarious labor system that has implications on the HR 
strategy aimed at promoting sustainable working 

conditions. 

In a study on the topic of digital freelancers in Southeast 
Asia, Putra examines the connection between intrinsic 
motivation and performance and reveals that self-directed 
learning and work experience play a significant role in 
determining the level of motivation and the success of 
freelancers (Putra, 2025). This paper highlights the 

significance of intrinsic motivation factors including self-
development, learning a skill, and the ability to exercise 
control in defining productivity and engagement among 
gig workers, especially digital ones (Putra, 2025). The 
driving force behind freelance working is not the same as 
in the traditional environment since intrinsic motivation 

usually takes the place of organizational or 
institutionalized motivation and career development 
(Putra, 2025). Thus, gig work should be considered as a 
labor environment where motivation is not only a reaction 
to extrinsic rewards, but it is the agency of the individual 

and individual meaning of work. 

2.2 Non-Traditional Employment Well-Being. 

According to a study by Lin and Au about the 

psychological distress and job satisfaction among gig 
workers, there is a moderate negative connection between 
psychological distress and job satisfaction (Lin & Au, 
2025). This is because reduced job satisfaction is 
associated with increased psychological distress, and 
psychologically distressed workers become more willing 

to support structural changes and support systems to better 
the working conditions (Lin and Au, 2025). The study 
brings out the fact that psychological well-being is not 
merely an indicator of personal health but is also closely 
connected with perceived organizational support and 
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contentment in gig arrangements (Lin and Au, 2025). Gig 
work HR practices can therefore not effectively facilitate 

well-being in the absence of focus on job insecurity, 
financial instability, and regular negative feedback loops 

as a result of the digital platform mechanisms. 

In his bibliometric review of psychological safety in the 

gig economy, Khan demonstrates that psychological 
safety is under researched but a growing dimension of the 
experience of gig workers (Khan, 2025). The review finds 
that psychological safety of the workers (the perception 
that they can raise some concerns or needs without 
punishment) is impacted considerably by the algorithms 

and platform designs that limit the use of the voice and 
feedback (Khan, 2025). Psychological safety according to 
this body of emerging research overlaps with well-being, 
particularly in platform environments, human managerial 
communication of which is little or absent (Khan, 2025). 
This highlights a vital disconnect between HR approaches 

to gig work, which have historically been based on 
transactional rewards instead of the development of a 
culture of psychological support and the establishment of 

a climate of mutual trust. 

The systematic review of the gig economy dynamics 
presented by Pilatti puts worker well-being in the context 
of macro-level forces, including the imbalances of power 
and the use of algorithms (Pilatti, 2024). It is 
demonstrated in the review that collective agency and 
social network support can help alleviate some of the 

adverse psychosocial effects of gig work, including 
loneliness and alienation, that are otherwise amplified by 
decentralized work arrangements (Pilatti, 2024). This 
stresses that the well-being of gig workers is not a 
phenomenon of individual psychological conditions but a 
social and collective process that affects individual 

perceptions of job quality, resilience and coping 
strategies. The HR practices need to accommodate the 
peer-network and community-level impacts when 

developing well-being interventions, therefore. 

2.3 Theories of Motivation Applicable to Gig Workers. 

In his modern study, Ong researches the effect of intrinsic 
and extrinsic motivation on job satisfaction of gig workers 
who work on digital platforms (Ong, 2026). Results show 

that the two motivational types have a significant impact 
on job satisfaction, and intrinsic motivation is especially 
linked to job engagement and perseverance to remain in 
the gig work (Ong, 2026). This supports motivation 
theories like Self-Determination Theory which hold that 
autonomy, competence and relatedness are central 

psychological needs that maintain motivation in the 
flexible work settings. As gig work in most cases offers a 
sense of autonomy in the absence of other more 
established sources of support, it would be prudent to 
learn more about these motivating forces in order to 
improve HR practices that strengthen worker commitment 

and minimize turnover. 

Pilatti (2024) continues to explain external and internal 
motivational constructs in the gig economy, stating that 
the system of rewards and allocation of tasks designed by 

the digital platforms influences the level of motivation of 
the gig workers. This review suggests that incentives like 
digital badges, ratings, and being able to choose tasks can 

be used to increase the motivation of workers when they 
align with personal goals and perceptions of fairness, but 

can also become demotivating when perceived as unjust 
or randomized (Pilatti, 2024). Regarding the HR strategy 
formulation, it implies that the extrinsic incentive must be 
balanced with the mechanisms that promote autonomy 
and recognition to avoid a motivational conflict in the 

design of platforms. 

2.4 Flexible Work Environments Psychological Safety. 

Psychological safety is an identified field of study in the 

research of gig work settings as identified by Khan in his 
bibliometric analysis (Khan, 2025). It has been concluded 
that the fear of a worker being able to express any issues 
they have without the fear of being dealt with is a common 
practice in systems that operate on an algorithmic basis 
and a one-way feedback mechanism (Khan, 2025). Thus, 

psychological safety can be considered an important 
predictor of engagement over time and mental health, 
particularly because traditional HR means of 
communication and support are not always available to 
gigs (Khan, 2025). According to this literature, HR 
interventions should have channels of worker voice, open 

feedback systems, and psychological support systems. 

The findings of Lin and Au also support the psychological 
safety issues in the indirect or non-direct manner that 
demonstrates that employees who face distress and low 

satisfaction tend to request structural reforms, which 
means that poor job performance correlates with the 
absence of safety in voicing wants (Lin and Au, 2025). 
The lack of psychological safety makes anxiety and 
disengagement more common when the workers, thus, 
weaken sustainable gig employment (Lin and Au, 2025). 

In that way, the HR practices need to be sensitive to the 
need to develop psychologically safe interfaces and 
support systems even in the environments of 

algorithmically mediated gig work frameworks. 

2.5 The HR in Gig and Platform Work. 

The studies by Mat on the concept of flexible HRM 
practices in gig work highlight that the traditional models 
of HR do not adapt well to the demands of gig workers 

due to the fact that they were meant to support stable and 
long-term employment relations (Mat, 2025). This 
research reveals that HR in gig structures should be 
creative in ways that go beyond the conventional 
recruitment and appraisal systems to incorporate sustained 
interactions, feedback processes, well-being resources, 

and platform-based support systems unique to 
decentralized workforces. The HR strategies must 
therefore incorporate psychological and motivational 
aspects to provide more enabling environments that can 

be used to improve sustainable freelance employment. 

The overall review conducted by Pilatta also indicates that 
the empowerment of gig workers via social networks and 
collective agency can improve their resilience and well-
being, which are the primary areas that HR strategies may 
help by creating community-based initiatives and online 

platforms to learn together and peer-review (Pilatti, 2024). 
Isolation can be reduced by promoting interrelations and 
common standards, which will contribute to 

psychological safety. 
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2.6 Summary of Research Gaps 

The work by Kurian illuminates the enduring gaps in the 
knowledge regarding the interaction of the motivation and 
well-being, as well as the psychological safety of gig 
workers in the framework of the platform work 
arrangement, in particular how HR practices can address 

the dimensions of their interaction simultaneously. Even 
though there is often literature on the study of individual 
constructs, there is limited literature on integrated 

frameworks. 

3. THEORETICAL FRAMEWORK AND 

CONCEPTUAL MODEL  

3.1 Theoretical Foundations 

The concept of sustainable gig job demands a combination 
of well-known organizational and psychological concepts 
that describe how workers behave, get motivated and well 
in the non-standard and flexible jobs. Recent gig economy 
studies have more and more turned to current applications 

of Self-Determination Theory, the Job Demands 
Resources (JD-R) Model, and Psychological Safety 
Theory to describe how workers manage autonomy, 
uncertainty, and digital management systems (Wu et al., 
2022; Khan, 2025). The theories provide a solid 
framework of understanding the relationship between the 

well-being of the gig workers, motivation, and their 
psychological safety in the context of platform-based 

structures of employment. 

The Self-Determination Theory focuses on the 

satisfaction of the primary psychological needs, including 
autonomy, competency, and relatedness among the most 
essential factors of motivation and well-being (Wu et al., 
2022). During gig work, the level of autonomy is usually 
high, whereas competence feedback and relatedness are 
not always supported because of the low level of 

organizational interaction. Lack of satisfaction of these 
needs can result in low motivation after the perceived 
flexibility. Thus, current studies suggest that HR-based 
interventions may be required to strike a balance between 
autonomy and significant feedback and social contact in 

freelance work (Wu et al., 2022). 

The JD-R Model further explains this dynamic 
equilibrium between job demands (associated with job 
uncertainty, income instability, and algorithmic control) 
and job resources (flexibility, a chance to develop skills 

and other support mechanisms) as a predictor of gig work 
(Pilatti, 2024). Workers have better engagement and 
psychological well-being when there are more resources 
than demands, and more likely to burn out and become 
disengaged when demands are dominant. The application 
of this model to the gig work highlights the significance 

of the HR strategies that would increase the resources, not 

just the distribution of the tasks. 

3.2. Connection Well-being, Motivation and 

Psychological Safety. 

Recent literature indicates that well-being, motivation, as 
well as psychological safety are complementary rather 
than independent constructs that cumulatively determine 
working experiences of gig workers (Lin and Au, 2025). 

Psychological safety is a contextual facilitator that enables 
the gig worker to raise issues, seek clarification, and 

interact effectively with the platforms without the fear of 
being negatively affected. Lack of psychological safety 

will also lead to stress and anxiety among highly 
motivated employees, as well as withdrawal (Khan, 

2025). 

Motivation has a mediating role between the well-being 

and work outcomes. Intrinsically motivated gig workers 
tend to be more satisfied and resilient, even in the 
economic uncertainty case, as long as they feel respected 
and heard in the platform system (Ong, 2026). On the 
other hand, the extrinsic motivation, which is solely 
motivated by ratings and money, can be detrimental to 

well-being since the workers feel that systems are opaque 
or unjust. This relationship implies that psychological 
safety increases motivation due to the development of the 
trust, which consequently leads to the emotional and 

psychological well-being. 

Well-being acts as a result and as feedback in this model. 
Employees with greater well-being tend to stay engaged, 
motivated, and desire to put effort into freelance jobs in 
the long run (Shettleppanavar and Rudagi, 2025). In this 
way, sustainable gig jobs rely on the consistent 

reinforcement of these three constructs by facilitative HR, 

which is entrenched in digital platforms. 

3.3 Proposed Conceptual Model 

According to the accumulated theoretical premises, this 
research paper suggests a conceptual framework where 
HR strategies are facilitating factors that can affect the 
well-being of gig workers, motivation, and psychological 
safety. Psychological safety is placed in the role of a 

precondition under which open communication and trust 
will occur between gig workers and platforms. Motivation 
is a dynamic mediator between psychological safety and 
wellbeing with respect to performances and retention. 
Well-being is not only a direct result of favorable HR 
practices but also a predeterminer of sustainable freelance 

activities. 

The model presupposes the two-way connection between 
the three constructs with the consideration of the fact that 
the positive development in one dimension can lead to 

positive effects in the other two. The HR practices such as 
open communication channels, equitable assessment 
system, and availability of well-being provisions are 
likely to increase these relationships and work towards 

long-term sustainability in gig jobs. 

3.4 Propositions 

Based on the conceptual model, the paper will have the 
hypothesis that HR strategies have a positive impact on 

the psychological safety of gig workers, as a result of 
which motivation and overall well-being will increase. 
Also, a stronger degree of motivation is supposed to 
mediate the correlation between psychological safety and 

the results of sustainable freelance employment. 

4. RESEARCH METHODOLOGY  

4.1 Research Design 

The research design is based on a conceptual and 
descriptive one to analyze the extent of how well-being, 
motivation, and psychological safety can be combined 
within HR strategies to facilitate sustainable employment 
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using the gig economy when it comes to freelance 
employment. This research design suits conceptual 

research since there are gaps in literature on gig work, 
with few combined frameworks that can relate 
psychological and HR aspects (Pilatti, 2024). The 
research will build a coherent conceptual perception of the 
HR practices applicable in non-traditional employment 
settings by synthesizing recent empirical and theoretical 

research. 

The descriptive approach allows considering current 
conditions of the gig work, the experiences of the workers, 
and new HR practices in a systemized manner without 

manipulation of the variables. This type of design is 
usually applied in HR and organizational studies when 
investigating the changing work models and outlining the 
trends in a variety of studies (Mat, 2025). This choice of 
methodology is appropriate to the objective of the study 

which is theory building and not hypothesis testing. 

4.2 Data Sources 

The researcher will be using only secondary data sources 

in form of peer-reviewed journal articles, policy reports, 
and empirical studies published in 2021-2025. These 
sources were chosen to be relevant to the modern-day gig 
economy and the recent HR issues. To ensure the 
transparency and verifiability of data, the focus was given 
to open-access academic journals, institutional 

repositories, and reputable research platforms (Wu et al., 

2022). 

In order to prevent the risk of publication bias and to make 
the sources representative in terms of viewpoints, the 

interdisciplinary sources like human resource 
management, organizational psychology, labor studies 
and governance of digital platforms were considered. The 
articles in the ScienceDirect were purposefully avoided in 
an attempt to meet the study limitations, and other peer-

reviewed sources were prioritized. 

4.3 The population and unit of analysis 

The study conceptual population will include gig workers 

and freelancers who perform platform-mediated work, 
which will include digital freelancers, ride-hailing 
workers, delivery partners, and online service providers. 
The unit of analysis is the experience of the individual gig 
worker as reported in the empirical literature especially 
with respect to well-being, motivation, psychological 

safety and the perceived HR support (Lin and Au, 2025). 

The article targets the individual level and therefore, the 
study captures the psychological and behavioral aspects, 
which form the core of the sustainable freelance work. 

This is in line with the recent studies on the gig economy 
focusing on worker centricity, as opposed to 

organizational or platform centricity (Khan, 2025). 

4.4 Data Collection and Data Selection criteria. 

A review of the recent literature was done in a structured 
manner to collect the data through the inclusion and 
exclusion criteria. Inclusion criteria were (a) the study had 
to cover gig or freelance work, (b) had to test at least one 

of the three primary constructs of well-being, motivation, 
or psychological safety, and (c) needed to be published 
within five years. The articles, which only emphasize the 

efficiency of technologies or the profitability of the 
platform without mentioning the experience of the 

workers, were filtered out. 

The relevant literature was determined using keywords 
like gig work, freelancers, psychological safety, worker 
well-being, and HR practices. The screening of selected 

studies was done to eliminate the ones that lacked 
methodological rigor and those that were not relevant to 

the development of HR strategies (Pilatti, 2024). 

4.5 Data Analysis Technique 

The paper uses the thematic content analysis as a method 
of synthesizing the results of literature chosen. The 
approach permits a systematic discovery of repetitive 
themes, patterns, and associations among the fundamental 

constructs (Mat, 2025). Coding and coding of the themes 
related to the well-being issues, motivational drivers, 
psychological safety mechanisms and HR interventions 
were analyzed to form an integrated conceptual 

framework. 

Thematic analysis especially is appropriate when research 
in the conceptual field of Hr is conducted since the 
analysis allows making comparisons between different 
study situations and pointing out convergent findings that 

can be applied to practice and theory (Lin and Au, 2025). 

4.6 Ethical Considerations 

Since the research will be conducted using secondary 

information, ethically there will be no direct harm to the 
participants. Nonetheless, ethical research methods were 
upheld through proper citation of all sources, data 
misrepresentation was not done and interpretations were 
made transparently. Academic integrity was highly taken 
into consideration by respecting intellectual property and 

applying APA citation guidelines (Wu et al., 2022). 

5. ANALYSIS AND DISCUSSION  

5.1 The issues of well-being of Gig Workers. 

Based on the recent literature analysis, it can be stated that 
the well-being is one of the most significant and least 
supported aspects of gig work. Gig workers face 

multidimensional well-being issues that are not limited to 
physical health, but psychological, emotional, and 
financial stress. Research has continuously shown that the 
instability of income, the lack of organizational security 
measures, and the inability to access support systems in 
organizations have a severe negative effect on the 

psychological state of gig workers (Wu et al., 2022; Lin 
and Au, 2025). Gig workers, as opposed to traditional 
employees, usually bear the entire responsibility of risk, 
such as medical expenses and income discontinuities, 

which exacerbates stress and anxiety. 

Isolation and reduced social contact also influence the 
psychological well-being. Most gig workers work alone, 
with no chance to connect with their peers or managers, 
which undermines social bond and emotional strength 
(Pilatti, 2024). As indicated in Table 1, empirical 

literature over the last five years concurred that gig work 
is strongly linked to increasing emotional exhaustion and 
burnout, especially in platform-based workplaces of high-

performance pressure. 
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As Table 1 indicates, flexibility is perceived as an 
advantage, but unless it is backed by relevant HR 

mechanisms, it may not have a positive impact on well-
being. This result is in line with the Job Demands 
resources paradigm, which indicates that job demands like 
insecurity and algorithmic authority exceed the accessible 
resources in the absence of HR interventions (Pilatti, 

2024). 

Table 1. Key Well-Being Challenges Identified in Gig 

Work (2021–2025) 

Dimensi

on 

Identified 

Challenge 

Reported 

Outcome 

Key 

Source 

Psychol

ogical 

Income 

instability 

Anxiety, 

distress 

Lin & Au 

(2025) 

Emotion

al 

Social 

isolation 
Burnout Pilatti 

(2024) 

Financia

l 

Lack of 

benefits 
Insecurity Wu et al. 

(2022) 

Occupat

ional 

Algorithmic 

pressure 
Stress Khan 

(2025) 

 

The summary of the findings in Table 1 supports the 
argument that it is impossible to respond to the problem 
of well-being in gig work solely by individual coping 
strategies. Rather, HR policies should at the structural 
level provide easy access to mental health services, stable 

pay frameworks and social support systems inbuilt in the 

platforms. 

5.2 Dynamics of motivation in freelance and Gig work. 

The issue of motivation in gig workers is a complicated 
combination of intrinsic and extrinsic elements. Intrinsic 
motivation, autonomy, skill development, and task variety 
are still prevalent motivators behind the engagement in 
freelance work (Ong, 2026). Most gig workers first 

venture into platform work as they are seen as being free 
and having control over their working schedules. But 
long-term motivation is based on the support of such 
intrinsic gains over the course of time by fair treatment 

and significant recognition. 

Extrinsic motivation, especially the monetary rewards and 
performance appraisals is two-fold. Although incentives 
can lead to improved productivity in the short term, over 
dependence on algorithmic ratings could lead to loss of 
motivation in case employees feel that systems are unclear 

or discriminatory (Putra, 2025). Table 2 summarizes the 
recent research regarding motivational drivers and shows 
the difference in motivational outcomes depending on the 

design of platforms and HR practices. 

Table 2. Motivational Drivers and Outcomes in Gig 

Work 

Motivat

ion 

Type 

Key 

Driver 

Positive 

Outcom

e 

Potentia

l Risk 

Source 

Intrinsi

c 

Autono

my 

Engage

ment 

Isolatio

n 

Ong 

(2026) 

Intrinsi

c 

Skill 

growth 

Satisfact

ion 

Limited 
feedbac

k 

Putra 

(2025) 

Extrinsi

c 

Financia
l 

rewards 

Producti

vity 
Stress Lin & 

Au 

(2025) 

Extrinsi

c 
Ratings Task 

access 
Anxiety Khan 

(2025) 

 

The motivational sustainability, as it is presented in Table 
2, depends on balance. Ratings and financial incentives in 
platforms without transparency results in frailty of 
motivation and contingency, resulting in disengagement. 

This tendency endorses Self-Determination Theory, 
according to which motivation worsens when it is 

compromised by control systems (Wu et al., 2022). 

Figure 1 illustrates the interaction of motivation and well-

being as it conceptually represents that intrinsic 
motivation acts as a moderator to the stress outcome in 

different levels of HR support. 

 

Figure 1. Connection between Well-Being and 

Motivation in Gig Work. 

The conversation of Figure 1 highlights that motivation is 
insufficient to keep gig workers without related well-
being support. HR policies should, therefore, employ 
intrinsic motivation as a means of feedback, recognition, 
and skill development instead of merely using algorithmic 

incentives. 

5.3 Psychological Safety Problems in Platform-Based 

Work. 

Psychological safety is getting established as a minimum 
requirement of a sustainable gig. According to the 
literature, gig workers in most cases do not have safe 
avenues to complain, raise concerns against unfair rating 
or report platform issues without any fear to be punished 

(Khan, 2025). This issue is exacerbated by algorithmic 
management systems, which substitute human interaction 
with automated decision-making and prevent the 

possibility of dialogue and building trust. 
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The lack of psychological safety is a direct cause of stress, 
lack of engagement, and less commitment. As Lin and Au 

(2025) remark, employees who are psychologically 
troubled will request more profound changes, meaning 
that they are not satisfied with the current communication 
and support systems. Table 3 shows major psychological 

safety barriers that were found on the gig platforms. 

Table 3. Psychological Safety Barriers in Gig Platforms 

Barrier Platform 

Feature 

Worker 

Impact 

Source 

Fear of 
deactivatio

n 

Rating systems Anxiety Khan 

(2025) 

Limited 

voice 

One-way 

communication 
Silence Lin & Au 

(2025) 

Opaque 

decisions 
Algorithms Distrust Pilatti 

(2024) 

Lack of 

appeal 

No grievance 

system 

Withdra

wal 

Mat 

(2025) 

 

The problems identified in Table 3 indicate that the 
structures of psychological safety are limited by gig work 
challenges instead of being individually predetermined. 
Figure 2 demonstrates the role of the lack of psychological 
safety in the undermining of motivation and well-being, 

resulting in unsustainable employment results. 

 

 

Figure 2. Effects of Low Psychological Safety on Gig 

Worker Results. 

The debate about Figure 2 supports the idea that 
psychological safety is an activator that helps the 
motivation and well-being to operate. In its absence, the 
HR interventions can be unable to lead to long-term 

engagement. 

5.4 Interpretations of the findings 

A holistic evaluation of well-being, motivation, and 
psychological safety shows that the three constructs are 

reinforcing. The positive impact of enhancements in one 
area on the others is possible, and the negative impact is 
likely to spread out in spaces. Table 4 shows a harmonized 
perspective of the ways HR strategies can have an impact 

on all the three constructs at the same time. 

Table 4. Integrated HR Strategy Results of Gig Workers. 

HR Strategy Well-

Being 

Impact 

Motivati

on 

Impact 

Psychologica

l Safety 

Impact 

Transparent 
communicati

on 

Reduced 

stress 
Trust Voice 

Fair 

evaluation 

Emotion
al 

stability 

Engage

ment 
Security 

Support 

resources 

Mental 

health 

Commit

ment 

Confidence 

Feedback 

systems 

Satisfact

ion 
Growth Inclusion 

 

The synthesis of Table 4 shows that HR strategies cannot 
be implemented on their own. The interventions must 
support more than one outcome at a time through holistic 
approaches. This interrelatedness is graphically summed 

up in Figure 3, where the synthesized framework of the 

analysis is revealed. 

 

Figure 3. Combined Framework of Well-Being, 

Motivation, and Psychological Safety. 

5.5 Comparison of Existing Literature. 

The results of this analysis are in line with and relevant to 
the current research on the gig economy. The independent 
focus on the well-being (Wu et al., 2022), motivation 
(Ong, 2026), and psychological safety (Khan, 2025) in 
previous research has not often combined these constructs 
into a single HR context. This section is a contribution to 

the increased comprehension of sustainable gig 
employment through cross-referencing a range of studies 

and synthesizing the findings. 

This analysis predicts the human-based HR practices as a 

key factor of sustainability compared to the previous work 



How to cite : Sunakshi Verma , Neha Gupta , Avinash Chopra , Mansi Sharma  , Integrating Well-Being, Motivation, And 

Psychological Safety In Gig Work: Hr Strategies For Sustainable Freelance Employment. Advances in Consumer Research. 

2025;2(6): 2996-3006 

Advances in Consumer Research 3003 

 

 

in which the major attention was paid to economic 
performance. The combined approach proposed in this 

paper justifies the demands of the redefinition of HR 
functions in platform-based work in terms of the inclusion 
of psychological and social obligations along with the 

performance management. 

5.6 Gig and Freelance Employment, Financial Aspect. 

Financial dimension is a very important part of sustainable 
gig and freelance jobs, because economic security is the 
main factor influencing well-being of workers, their 

motivation, and their interest in long-term interaction. The 
fact that gig work is mostly characterized by unreliable 
income, compensation based on the tasks, and the lack of 
regular pay sets it apart in stark contrast to more 
traditional employment agreements (Wu et al., 2022). The 
literature reviewed indicates that financial instability is 

one of the most serious challenges of the gig workers, 
which leads to psychological stress and job 

dissatisfaction. 

Gig workers rely mainly on the tasks with a short duration 

and on the assignments with the mediation of platforms, 
in which the salaries vary according to the demand, 
customer ratings, and algorithmic distributing work (Lin 
and Au, 2025). Such uneven income pattern limits proper 
financial planning and creates uncertainty concerning the 
ability of covering daily spending on expenses and 

financial obligations in the future. It has been found that 
unpredictable income is closely linked to emotional 
distress and a falling work satisfaction which eventually 
impact the willingness of workers to continue working in 
a gig employment in the long run (Shettleppanavar and 

Rudagi, 2025). 

The other significant financial issue that has been 
mentioned in the literature is absence of employment 
benefits. In contrast to the regular employees who receive 
health insurance, retirement benefits, paid leaves, and 

either social security coverage, gig workers need to cover 
these financial safeguards on their own (Wu et al., 2022). 
Such shifting of financial risk by organizations to 
individuals makes individuals more economically 
vulnerable especially in times of illness, decreased 
workload or greater economic uncertainty. The lack of 

financial protection institutions enhances stress levels and 

deteriorates general well-being in gig workers. 

Financial transparency can be seen as one of the 
determinants of worker trust and psychological safety as 

an HR and platform governance factor. Clarity about 
payment arrangements, consistent payout periods and 
evaluation criteria diminishes feelings of inequity and 
insecurities amongst gig employees (Khan, 2025). 
Workers will be more willing to stay motivated and work 
on platforms in case they know how their earnings are 

calculated and believe that compensation systems are just 

(Mat, 2025). 

But other studies also highlight the fact that money cannot 
just be used to make the employment in gigs sustainable. 

Although incentives based on performance and on 
financial compensation can have a short-term effect on 
productivity, over-reliance on algorithm-based 
compensation systems can lead to an increase in stress 
levels and a decline in intrinsic motivation, especially 

when these systems are not seen as transparent or 
aggressive (Putra, 2025). The sustainable financial HR 

strategies should thus apply a balanced approach between 
fair remuneration and predictable income, transparency 

and supportive financial practices. 

5.7 Financial Aspect in Sustainable Gig Employment 

Financial component of gig employment is the 

key to long-term sustainability of the 

employment. In contrast to the traditional forms 

of employment, which provide stable wages and 

systematic benefits, gig work is mostly reliant 

on ever-changing per-task salaries, performance 

scores, and demand in the market (Wu et al., 

2022). Financial insecurity has a direct impact 

on the well-being of workers due to stress 

increase and anxiety, as well as long-term 

financial vulnerability (Lin and Au, 2025). 

Sustainable gig employment must have a system 

that facilitates income predictability, open pay 

structures, and financial literacy care on the part 

of HR. Minimal earning assurance, paid on 

schedule and precise payout formula can greatly 

lower the economic load and boost general job 

fulfillment. Thus, motivation and psychological 

security among gig workers are enhanced when 

financial stability is incorporated in the HR 

strategies. 

5.8 Finance and Platform Governance 

Finance of the gig platforms is much more than 

individual income and covers wider governance 

systems to impact trustworthiness and equity. 

Clear financial policies, balanced awarding of 

incentives, and compensation models based on 

ratings are vital in the establishment of 

confidence among gig workers (Mat, 2025). 

Opaque financial systems and systems 

perceived as biased undermine intrinsic 

motivation and destroy psychological safety 

(Khan, 2025). HR strategies should then work in 

coordination with platform governing 

frameworks to devise finance related policies 

that focus on justice, precision, and regularity. 

The financial transparency does not only 

enhance the interaction of workers, but also 

leads to retention and reputation of the platform, 

thus finance is an effective strategic pillar in 

sustainable freelance employment. 

6. SUSTAINABLE GIG ENPLOYMENT HR 

STRATEGIES  

6.1 Developing HR Policies that are Well-Being-Centric. 

Gig employment needs a sustainable HR approach that is 
bold enough to focus on worker well-being instead of 
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making individual accountability. The latest study notes 
that the well-being of gig workers is largely determined 

by the platform design, the stability of income, and the 
availability of psychosocial support (Lin and Au, 2025). 
The HR strategies should thus go beyond the transactional 
task allocation and incorporate policies that focus on 

mental, emotional, and financial health. 

HR policies that focus on well-being can involve mental 
health resources and access to digital counseling and 
stress-management programs, specially designed to be 
used by independent workers. Even though gig workers 
are not ordinary employees, platforms can be used to form 

partnerships with third-party providers of well-being to 
provide optional support services (Mat, 2025). Moreover, 
the predictable payment patterns and clear fee systems 
alleviate financial anxiety and add to emotional stability, 
which is a crucial factor that defines long-term 
involvement in the gig work (Wu et al., 2022). These 

solutions are consistent with the Job Demands Resources 
model since the number of job resources will be increased 

to offset the psychological demands of working in a gig. 

6.2 HR Motivation amongst Gig Workers. 

Gig work motivation can last over a long time provided 
that the HR strategies consider intrinsic motivation factors 
as well as extrinsic motivation factors. The intrinsic 
motivation (autonomy, use of skill, and personal growth) 

is found to be the key aspect of the satisfaction and 
commitment level of gig workers (Ong, 2026). The HR 
plans must subsequently focus on talent growth prospects, 
learning tracks, and acknowledgment systems that focus 

on talent and diligence other than numerical scores. 

Extrinsic motivation such as the monetary rewards and 
performance rewards have to be applied with caution to 
ensure that it does not diminish autonomy. Studies show 
that the lack of transparency, as well as algorithmic 
punishments, can destroy trust, and motivation when it is 

seen as unjust (Khan, 2025). The HR policies must ensure 
openness in review guidelines and that constructive 
feedback arrangements are in place so that the workers can 
be encouraged to work better and not just to be punished. 
With balanced motivational systems that incorporate 
autonomy-supportive practices, engagement is improved, 

and stress and burnout is low (Putra, 2025). 

6.4 Construction of Psychological Safety in Online 

Workplace. 

A sustainable freelance job, especially in a digitally 
mediated workplace, is based on the psychological safety 
of the employment. Gig workers are also subject to 
instability under performance analysis without any clear 
means of raising issues or disagreeing with decisions or 

seeking clarification (Khan, 2025). HR strategies should 

thus include the provisions of trust, voice, and equity. 

The development of psychologically safe environments 
would entail the development of open communication 

channels, mechanism of redressing grievances, and the 
process of appealing a rating or deactivation decision. 
Two-way communication platforms and the need to 
consider worker feedbacks will create a feeling of 
inclusion and security (Lin and Au, 2025). Psychological 
safety also demands an unchangeable application of the 

policies and guard against random punishment that creates 
confidence in the workers in the governing units of the 

platform. 

Furthermore, the fear and anxiety can be mitigated by the 
HR practices that encourage the respectful interaction and 
the use of the inclusive language in the digital interfaces. 

Workers will feel more achieved and will be more willing 
to stay active and motivated, even in unpredictable work 
situations, when they feel that their voices are heard and 

are properly addressed (Pilatti, 2024). 

6.4 AI and Technology in HR Support. 

Technology and artificial intelligence (AI) are becoming 
more and more key in the management of gig workers, 
both as a threat and an opportunity with regard to 

implementing HR strategies. Efficiency in the assignment 
of tasks and monitoring performance can be improved 
using the algorithmic systems, yet overreliance on 
automation can negatively impact the psychological 
safety and well-being once the latter is not handled 

properly (Pilatti, 2024). 

The HR strategies must take advantage of technology to 
facilitate, and not manage gig workers. As a case in point, 
AI-based analytics can be employed to detect trends of 
burnout or a lack of engagement and initiate supportive 

measures. The transparency and trust can be improved 
with the help of digital dashboards that explain the 
performance indicators and the calculation of earnings in 
a clear way (Mat, 2025). In case technological use is 
implemented as a tool of equity, communication, and 
assistance, it is capable of reinforcing motivation and 

well-being, at the same time. 

Eventually, to create sustainable gig employment, it is 
necessary to align technological innovation with human-
focused HR concepts. Organizations can create strong and 

engaged freelance labor forces that can contribute on long 
term basis by incorporating wellbeing, motivation and 
psychological safety in the platform design and HR 

governance. 

7. IMPLICATIONS OF THE STUDY  

7.1 Theoretical Implications 

The offered work is relevant to the existing body of 
literature in the sphere of the gig economy, as employing 
a combined framework allows relating well-being, 
motivation, psychological safety into the context of an HR 

strategy. The current study analyzed these constructs 
separately and mostly studied the outcomes of well-being 
(Wu et al., 2022), the dynamics of motivation (Ong, 
2026), or the notion of psychological safety in platform 
settings (Khan, 2025). The combination of these 
dimensions brings the current research to the next 

theoretical concept in reaching a deeper comprehension of 
sustainable freelance employment as a multidimensional 

concept instead of an economic or technological problem. 

The combination of the Self-Determination Theory, Job 

Demands Resources model, and Psychological Safety 
Theory make them applicable to non-traditional 
employment settings. According to the findings, the 
theories are applicable at gig work, though they need to be 
adjusted to the circumstances to consider the presence of 
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algorithmic management, flexible contracts, and the lack 
of traditional HR frameworks (Pilatti, 2024). This 

theoretical contribution forms a basis of future empirical 
research on the need to test integrated models of gig 

worker sustainability. 

7.2 Implications in HR Professionals and Platforms 

Practically. 

Practically, the study can provide useful 
recommendations to HR professionals, the platform 
design team, and intermediaries of gig work. The results 

indicate that sustainable gig employment cannot be 
attained using financial incentives. The HR policies 
should include the support systems of well-being, open 
performance review systems, and psychologically safe 
communication channels that will promote long-term 

engagement (Lin & Au, 2025). 

Among platform-based organizations, the paper 
highlights the need to redefine the role of HR to add 
worker advocacy and support capabilities. The 
introduction of available grievance redressal systems, 

equitable rating systems, and optional well-being services 
are all that can greatly increase the trust and motivation of 
gig workers (Mat, 2025). The practices do not only 
facilitate increased satisfaction among the workers but 
also help in decreasing the turnover, enhancing the quality 
of services offered, and increasing the reputation of the 

platform. 

7.3 Implications on Policy and Regulatory. 

The research also has significant consequences to policy-
makers and labor regulators. Since gig work is ever-
growing in the world, there is increasing concern to 
provide policy frameworks that acknowledge the 
psychological and social aspects of freelance work. These 
results justify the need to have minimum standards 

regarding income security, mental health safety, and 
equitable treatment in digital labor production (Pilatti, 

2024). 

The combined framework suggested in this paper will 

assist policymakers in developing regulations that will 
help platforms implement responsible HR practices 
without jeopardizing flexibility. These policies can 
involve rules on open-minded algorithmic governance, 
worker voice practices, and the provision of the basic 
well-being resources. Governments can facilitate more 

inclusive and sustainable gig economies through 
harmonizing regulatory action with people-focused HR 

policy. 

8. CONCLUSION AND FUTURE DIRECTIONS 

8.1 Summary of Key Findings 

This paper aimed to analyze the extent to which HR 

practices can incorporate well-being, motivation, and 
psychological safety and ensure sustaining freelance work 
in the gig economy. The discussion indicates that gig work 
is characterized by flexibility and autonomy but has 
immense psychological, emotional, and economic 

problems that do not guarantee sustainability in the long 
term. It has been found that income instability, social 

isolation, and absence of structured support erode well-
being, whereas motivation is influenced by the precarious 
nature of intrinsic autonomy and extrinsic algorithmic 
controls (Wu et al., 2022; Ong, 2026). Psychological 
safety is revealed as a prerequisite that allows gig workers 
to interrelate meaningfully with platforms, express their 

concerns, and be motivated to remain unpunished (Khan, 

2025). 

The combined framework of the research paper has shown 
that HR strategies are very important as a mediating factor 

that enhances the interrelationship between these three 
constructs. In the event HR practices focus on 
transparency, fairness, and support to their workers, it 
promotes psychological safety, which subsequently 
promotes motivation and well-being. On the contrary, in 
the case of lack of such strategies, disengagement, stress, 

and high churn rates in the workforce are posed, which 
puts the sustainability of the gig employment models at 

risk (Lin and Au, 2025). 

8.2 Contributions of the Study 

The main value of this study is that it is holistic in the 
explanation of sustainable gig employment. The study is 
incremental in that it incorporates well-being, motivation, 
and psychological safety into a single HR framework, 

instead of focusing on these three elements separately as 
is the case with the current body of literature on the gig 
economy. The fact that the applicable organizational 
theories, including Future Self-Determination Theory and 
Job Demands Resources model, also apply to platform-
based work settings also contributes to the theoretical 

discussion and demonstrates that human-centered HR 
governance in digitally mediated labor systems is 

necessary (Pilatti, 2024). 

8.3 Limitations 

The study has some limitations even though it has 
contributed to some things. Being a conceptual and 
literature-based analysis, it is based on secondary data, 
and it lacks primary empirical testing. Also, the 

differences between the gig platforms and the labor laws 
in different regions might restrict the applicability of the 

suggested framework. 

8.4 Future Research Recommendations. 

The proposed model should be empirically tested in future 
to determine its validity in different gig industries by 
quantitative or mixed-method designs. It would be 
especially helpful to conduct longitudinal studies 

(considering the long-term impact of HR interventions on 
the well-being of gig workers and their retention). 
Additional studies of algorithms management and AI-
based HR systems through the lens of psychological 

safety are also a good research direction. 

 

.
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