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Abstract 

 

The gig economy can be described as a temporary work-environment where an independent 

workforce uses platforms to find and draw income from work. In 2016, 20-30% of US and 

Europe’s population took part in some kind of independent work, and the amount of self-

employed in Sweden is growing. However, at what rate it grows differs depending on how 

these workers are defined. Within the gig economy, the fastest growing areas of work are in 

knowledge intensive- and creative environments such as consulting. Using gig consultants 

provides companies access to top talent within IT, which is required in many businesses and 

industries where digitalisation is disrupting their ways of working. One of these industries is 

manufacturing, where e.g. servitisation and Industry 4.0 makes the companies more digital 

and connected.  

 

The purpose of this thesis was to understand how manufacturing companies handle their 

external talent management and demand for consultant hires within IT, both now and in the 

future as the amount of gig consultants increases. This was done by conducting interviews 

with representatives from five Swedish manufacturing companies within automotive and 

machinery. The interviewees had different roles, but were or had been responsible for hiring 

consultants within IT. The empirics gained from the interviews were combined with theory, 

mainly on talent management and managing external talent.  

 

The main findings from the study were that in most cases, the companies do not choose 

between a consultant and a gig consultant, they rather look for the right competence. Gig 

consultants are however seen as more of experts and can specifically be hired when front-

edge or niched competence is needed. On the other hand, consultants can be used when a 



complete solution has to be delivered as the capacity of a consultancy is higher. To ensure 

successful consultant hires, the IT departments work with preferred suppliers with whom they 

have framework agreements to access and hire talent. These suppliers include both 

consultancies and brokers, from where they get both regular consultants and gig consultants. 

In general, what defines a successful hire of a consultant is that he or she is sufficiently 

competent and able to quickly adapt to the company. Additionally, a successful hire is when 

the project or assignment is completed on time with good result. The main advantages with 

hiring gig consultants are that acquiring competence can be made easier and more flexible, 

they can also access more niched competencies. The main disadvantage is that it is unclear 

who takes responsibility if a gig consultant cannot deliver as they are not part of a firm who 

can send a replacement. However, some brokers seem to replace the gig consultant.  

 

Keywords 

Gig economy, freelancing, consulting, talent management, manufacturing industry, talent 

supply chain management, IT, competence 
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Sammanfattning 

 

Gigekonomin kan beskrivas som en tillfällig arbetsmiljö där en självständig arbetsstyrka 

använder sig av plattformar för att hitta och tjäna pengar på sitt arbete. Under 2016 jobbade 

20-30% av befolkningen i USA och Europa med någon form av självständigt arbete, och 

denna grupp växer i antal i Sverige. Däremot kan tillväxttakten se lite olika ut beroende på 

hur man definierar dessa självständiga arbetare. De snabbast växande områdena för 

självständigt arbete inom gigekonomin är i kunskapsintensiva och kreativa områden såsom 

konsultbranschen. Genom att använda sig av så kallade gigkonsulter kan företag få tillgång 

till topptalanger och kompetens inom IT, vilket det är ett stort behov av inom många 

industrier där digitaliseringen radikalt förändrar de arbetssätt som finns. En av dessa 

industrier är den tillverkande industrin, där bland annat servitisation och Industry 4.0 gör att 

företagen måste bli mer digitala och uppkopplade.  

 

Syftet med detta examensarbete var att undersöka hur tillverkande företag jobbar med extern 

talent management och sitt behov av extern kompetens inom IT, både nu och i framtiden 

eftersom antalet gigkonsulter ökar. Studien genomfördes genom intervjuer med 

representanter från fem svenska tillverkande företag med inriktning mot fordon och maskiner. 

De personer som intervjuades hade olika roller inom företagen, men jobbar med eller har 

erfarenhet av att hyra in konsulter inom IT. Den empiri som intervjuerna gav kombinerades 

med teori, huvudsakligen inom talent management och hur man jobbar med extern inhyrning 

av kompetens.  

 

De viktigaste upptäckterna från studien var att företagen i de flesta fall inte väljer mellan en 

konsult och en gigkonsult, de letar snarare efter rätt kompetens. Gigkonsulter ses dock som 

experter i större utsträckning och används speciellt när spetskompetens behövs. Däremot 

används konsulter i större utsträckning när en komplett lösning behöver levereras då ett 



konsultföretags kapacitet är högre eftersom de har anställda konsulter. För att lyckas med en 

extern inhyrning så använder företagen så kallade “preferred suppliers” som de har ramavtal 

med. Bland dessa finns både klassiska konsultföretag med anställda konsulter och så kallade 

konsultmäklare som de använder för att ta in gigkonsulter. Generellt definierar företagen en 

inhyrning som lyckad om personen är tillräckligt kompetent och snabbt kan anpassa sig till 

företaget och dess arbetssätt, och projektet eller uppdraget blir klart i tid med gott resultat. 

Den främsta fördelen företagen ser med gigkonsulter är att man lättare och mer flexibelt kan 

få tag på kompetens. Den främsta nackdelen är att det finns en osäkerhet i vem som tar ansvar 

om en gigkonsult inte kan leverera, eftersom de inte jobbar för en konsultfirma som kan 

skicka en ersättare. Vissa konsultmäklare verkar dock ordna en ersättare. 

 

Nyckelord 

Gigekonomi, frilansande, konsulterande, talent management, tillverkande industri, talent 

supply chain management, IT, kompetens 
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1. Introduction 

 

The first chapter introduces the thesis and the background of the research, as well as the 

main topics investigated. These lay the foundation for the problem statement and are 

followed by the purpose and the corresponding research questions. There is also a short 

section about delimitations. Lastly, the chapter ends with an outline of all the chapters of the 

thesis. 

 

1.1 Background 

The gig economy can be described as a temporary work-environment, such as a marketplace 

(Hayzlett, 2018), where independent workers take on short-term contracts (Parmar, 2018). 

Bughin and Mischke (2016), refer to the gig economy as an independent workforce where 

those doing independent work can use new digital platforms to find and draw income from 

their work. The term gig originates from the music industry where artists take on gigs, but the 

gig economy includes everything from low wage jobs such as dog-walking and Uber-driving, 

to high wage jobs such as law and consulting (Friedman, 2014).  

 

In 2016, 20-30% of US and Europe’s population, approximately 162 million people of 

working age took part in some kind of independent work (McKinsey Global Institute, 2016). 

According to Manpower Group (2017), nine of ten Swedes are open to work as a gig worker 

or gig consultant in their future. Additionally, 40% of corporate executives around the globe 

thinks that the gig economy and rising amount of its independent workers will affect their 

workforces significantly within five years, and that these independent workers will become a 

larger part of their workforce (Wallenstein et al., 2019). Although, the amount of Swedish 

companies with less than one employee only grew by approximately 4% between 2014 and 

2018; Looking at knowledge intensive areas such as information service companies, data 

consultants and software producers with less than one employee, there was also only a 

growth of one percent between 2014 and 2018. (SCB, 2019). However, McKinsey Global 

Institute (2016) reports that the fastest growing areas within the gig economy are in fact 

knowledge intensive- and creative environments, such as consulting. Hence, the size and 

impact of the gig economy’s growth within consulting can be dependent on how a gig 

consultant is defined - according to Triches (2018) the amount of self-employed in Sweden 

has grown with 55% annually the prior six years. However, these are temporarily employed 

by a self-employment company during assignments and are thus not running their own 

companies (Bolagsverket, 2019) which might be why this group is not visible in the statistics 

from SCB.  

 

Platforms and brokers in the more professional areas of gig work have emerged (McGovern, 

2017), for example Catalant, Brainville, Nox and Ework. Independent work, as done by gig 

workers and gig consultants, is depicted by McKinsey Global Institute (2016) by three key 
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features. Firstly, it contains a high degree of autonomy enabling them to control their 

workload and make key decisions such as their fee, which clients to work with and the timing 

of their work. Secondly, they are paid by task, assignment, contract or volume of sales thus 

being paid only for productive hours. Thirdly, the relationship between the independent 

worker and his or her client is short term by default (lasting less than 12 months) which is 

acknowledged by both parties. 

 

Cecere and Guarini (2018) predict that the gig economy will grow as the demand for high-

tech workers and their desire to work flexibly and earn more money will increase, and they 

think that it will eventually become the go-to way of talent acquisition. Nyberg (2015) also 

mentions several forces driving the gig economy forward, such as surrounding world changes 

(globalisation and new customer behaviour due to digitalisation and new technology), 

automation and digitalisation changing the competence demand, less safe employment, fewer 

jobs in middle positions, and that the desire to run an own business is growing. There are also 

new tools and platforms for matchmaking emerging, making it easier for gig workers and 

companies to do business.  

 

Opinions on the gig economy’s significance differ, some see it as insignificant and 

overhyped, some argue that it is a growing force changing the way people work in the future 

(Bughin and Mischke, 2016). Nevertheless, the gig economy enables a greater flexibility, 

agility, access and knowledge to employers than traditional contractor models do. However, 

legal and operational aspects such as taxes, benefits, and actual employment status must be 

handled with care as new difficulties might arise within these areas. (Cecere and Guarini, 

2018).  

 

There are several different names for independent workers, such as “freelancer” or “self-

employed” (Rabideau, 2018). The terminology and the temporary work setting associated 

with the gig economy has been around for quite some time (Merriam Webster, 2019), but 

what fuels the freelancing work into becoming the gig economy is the increasing number of 

digital platforms and freelancer associations. These platforms and associations have become 

important tools in the modern short-termed contractual market, aiding freelancers in their 

pursuit of connecting with customers but also their need for receiving support and advice 

(Younger, 2018). Examples of such platforms are Fiverr, TaskRabbit, Upwork, Uber and 

AirBnb (Clarke, 2018; Jessup Online, 2018). McKinsey Global Institute (2016) divide 

independent workers into four main segments based on if they do their work by necessity or 

choice, and for primary or secondary income. These are Free agents, Casual earners, 

Reluctants and The financially strapped. In Sweden, Casual earners represent the largest part 

(41%) followed by Free agents (33%) and Reluctants and Financially strapped both on 13%.  

 

This thesis focuses on gig workers who are doing IT consultant assignments at manufacturing 

companies. For this thesis, the term “gig consultant” will be used instead of gig worker to 

separate these gig consultants from the regular gig workers, more commonly related to low 

complexity jobs such as Uber drivers or task runners who use TaskRabbit, as well as 

differentiate them from consultants who are employed by a consultancy. The gig consultant is 
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a person who is highly skilled in his or her area, and working as an independent contractor for 

their main income who participates in the gig economy by choice, named “Free agent” by 

McKinsey Global Institute (2016).  

1.1.1 Talent management within IT 

Within IT, lacking talent in certain competence areas is common. The development within 

the Swedish IT sector is threatened by a shortage of front-edge competence, and this shortage 

is predicted to grow to an amount of 70 000 people in 2022 if no actions are taken (The 

Swedish IT & Telecom Industries, 2017). As finding the right competence to employ full-

time can be hard, hiring consultants can be a favourable option. However, the talent shortage 

makes companies compete even harder for the talent that is available (Rumenius, 2019) and 

the IT specialists who are on the market demand stress-free jobs and flexible working hours 

(Andersson, 2018). Flexible work can be achieved by entering the gig economy and as the 

gig economy is growing and people increasingly want to run their own businesses, there is a 

growing opportunity to hire a gig consultant. This study will therefore focus on how to handle 

Talent Management (TM) and the supply and demand of talent by hiring competencies 

externally, where traditional consulting is compared to gig consulting.  

 

By utilising gig consultants, companies can avoid unnecessarily long hiring processes when 

acquiring necessary skills, but also tap into the knowledge that these bring in for more 

strategic decisions (Consultancy UK, 2018;  Bohlmann, 2008). The gig economy seems to 

offer an agile and adaptive solution for companies hiring and managing highly competent 

individuals, often known as talents (Gallardo-Gallardo et al., 2013). TM can be defined as 

companies’ processes of anticipating and meeting needs for talent or human capital (Cappelli, 

2008). Even though the gig economy might offer these adaptive solutions, TM practices 

currently adopted by many companies are in many ways obsolete. They rely on one’s ability 

to predict and forecast the need for human capital in advance (a difficult endeavour in today’s 

global market), resulting in either overextending internal development of employees or 

efforts in poaching trained ones from competitors.  

1.2 Problem statement 

The focus of this thesis is on IT departments within the manufacturing industry. Since the 

industry is under constant digitalisation with trends such as Industry 4.0, servitisation and 

digitalisation, there is demand for different kinds of talent within IT, both within product 

development, production and IT departments which makes the manufacturing industry an 

interesting research area. The gig economy is a growing phenomenon in knowledge intensive 

and creative environments (McKinsey Global Institute, 2016), such as IT- and business 

consulting. As there is a talent shortage within IT in Sweden (The Swedish IT & Telecom 

Industries, 2017), and the gig economy and the amount of gig consultants grow, new ways of 

finding and hiring talent might be necessary. Additionally, the market setting for consultancy 

companies such as the commissioning company for this thesis, Tieto, change as their 

customers now have more options for finding and contracting talent. To keep their 
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competitiveness, consultancies need to prepare for the new market setting and understand 

how their customers will find and contract talent in the future - whether they will keep doing 

so from consultancies, directly from gig consultants, or fill their demand in some other way. 

 

The TM area originated from Human Resource Management (HRM) but focuses on 

organisations’ supply and demand of talent rather than the broader perspective HRM has. 

Within TM, there is need for future research regarding the influence of intermediaries as well 

as hiring external competence (for example consultants) on demand. This because the labour 

market has shifted toward shorter employment relationships and that external contracting is 

increasing in all levels of organisations. (Cappelli and Keller, 2014). 

1.3 Purpose 

The purpose of this master thesis is to understand how manufacturing companies handle their 

TM and demand for consultants within their IT departments, both now and in the future as 

the amount of gig consultants increases. The purpose is additionally to contribute to filling 

the gap in the TM field in the setting of external consultant hires in the gig economy.  

1.4 Research questions 

In order to fulfill the purpose of the thesis, a main research question with three sub-questions 

were formulated as following:  

 

MRQ) How do IT departments in manufacturing companies currently work to successfully 

utilise external consultant hires, and how will this be affected by the gig economy? 

● SRQ 1) What is seen as a successful external consultant hire within IT in the 

manufacturing industry, and what is done to ensure successful external consultant 

hires? 

● SRQ 2) Do IT departments in manufacturing companies see a difference in hiring 

consultants and gig consultants? 

● SRQ 3) What advantages and disadvantages do the IT departments in manufacturing 

companies see with hiring gig consultants? 

1.5 Delimitations 

The different companies’ TM will be studied with a focus on external consultant hires rather 

than employment and employees, and the study will further focus on talents within IT. 

Training and other aspects within the field of TM will not be studied. The main focus of this 

study will be in the context of the Swedish market, within IT departments of manufacturing 

giants with 8000 to 50000 employees and a turnover between 30-130 BSEK. The study will 

be delimited to the manufacturing industry within the automotive and machinery fields. 

Thereby, it will not investigate other industries or sub-industries of manufacturing.  
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The gig workers in the context of consulting are in this thesis called gig consultants, and are 

not to be mistaken for “traditional” gig workers which are mainly connected to low-

complexity jobs such as working through platforms like Uber or Taskrabbit. The perspectives 

of gig consultants are not investigated in this thesis since a forthcoming study by Karlsson 

and Wranne with the title Motivation in the Gig Economy - A Case Study of Gig Workers in 

the IT and Business Consulting Industry is to be published. 

1.6 Chapter outline 

This short section presents an overview of the chapters included in this thesis. 

 

Chapter 1: Introduction 

The first chapter introduces the thesis and the background of the research, as well as the main 

topics investigated. These lay the foundation for the problem statement and are followed by 

the purpose and the corresponding research questions. There are also short sections about 

expected contributions and delimitations. The chapter ends with an outline of the chapters. 

 

Chapter 2: Research context 

In this chapter, the research context of the thesis is presented in order to provide the reader 

with the basic knowledge needed to understand the environment in which the thesis aims to 

provide insights. The reader is provided with a deeper understanding of the concepts of gig 

economy, its platforms and workers as well as the manufacturing industry and IT.   

 

Chapter 3: Literature review and theory 

This chapter introduces the theory used for analysis, and provides an overview of earlier 

research. The main concepts of this chapter are Talent Management and Managing external 

talent. There are also sections about theory on different aspects of how to be successful in 

consultant hires. The chapter is concluded by a short section on the authors’ interpretation 

and view on the theory. 

 

Chapter 4: Research methodology 

This chapter describes the research method used for the study. This includes both methods for 

writing the literature review and theory, and how the empirical part of the study was 

conducted. Additionally, there is a description of the method of analysis. The last part of the 

chapter contains discussions on research quality.  

 

Chapter 5: Empirics 

In the Empirics chapter, the findings from the conducted interviews are presented. These are 

presented under the three sub-research questions, both in terms of general opinions of the 

companies and interviewees, and some separate opinions and quotes to highlight certain 

thoughts of interest.  
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Chapter 6: Analysis and discussion 

In this chapter, the empirical findings from the qualitative study are analysed and discussed in 

relation to the literature review and theory. The chapter is divided by the research questions 

where each is attended in order. In the end of the chapter, the main research question is 

discussed as well.   

 

Chapter 7: Conclusion 

In this final chapter, conclusions are drawn from the analysis and discussion. In this chapter, 

the three sub-research questions are answered. These are in their turn used to answer the main 

research question. This chapter also includes sections on future research and managerial 

implications. 
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2. Research context 

 

In this chapter, the research context of the thesis is presented in order to provide the reader 

with the basic knowledge needed to understand the environment in which the thesis aims to 

provide insights. The reader is provided with a deeper understanding of the concepts of the 

gig economy, its platforms and workers as well as the manufacturing industry and IT. 

 

2.1 Gig platforms 

There are several benefits to the gig economy, such as quicker hiring of flexible workers who 

can contribute to a higher capacity and front-edge competence. There are also lower costs as 

the need for recruitment firms taking a cut out of the candidates’ earnings is reduced, and 

companies can require them to bring their own equipment, saving money on laptops and 

telephones. (Cecere and Guarini, 2018). However, when using brokers and platforms for 

finding gig consultants, these take a cut of the transaction as well (Prassl, 2018). There are 

also limitations to the gig economy. Regulatory and other legal barriers when it comes to 

taxes and benefits need to be taken care of, as well as avoiding intellectual property and 

transparency issues. Within technology organisations, the tasks are sometimes complex and 

not as easy to understand and match as for example an Uber drive. There are also difficulties 

in the matching between job description and workers’ competencies, as these are sometimes 

exaggerated or does not show the whole picture of what the role means. (Cecere and Guarini, 

2018). 

 

To facilitate gig work, several markets and online platforms have emerged and among the 

most known gig platforms, Uber and TaskRabbit can be found. According to the Information 

Technology & Innovation Foundation (ITIF) (2018, pp.1), online platforms are “online 

businesses that facilitate commercial interactions between at least two different groups—with 

one typically being suppliers and the other consumers”. They simplify companies’ processes 

for finding customers, reduce transaction costs dramatically and simplifies the hiring of 

temporary workers in the gig economy. Digital platforms enable companies looking for 

workers in the gig economy to connect with such workers looking for assignments. (ITIF, 

2018). The platforms’ intermediating role differs between different platform companies 

(Collier et al., 2017). Their business models are based on having a large pool of talent, which 

is connected with customer demand, offering intermediation for (mostly digital) work, 

handling ratings and making money by commissions. (Prassl, 2018).  

 

When it comes to higher-skilled gig work such as gig consulting, two examples of platforms 

are Freelancer and Upwork. They allow companies to post their work to gig consultants of a 

wide range of skills, without connecting recruiters. These also provide support for the gig 

consultant such as payroll, personal and skills development as well as onboarding. This is 

also the case for consultant brokers such as Ework, who has a platform where companies’ 

assignments are matched to consultants or gig consultants. These online platforms, together 
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with matchmakers such as Monster and LinkedIn could by 2025 have added $2.7 trillion to 

the global economy (ITIF, 2018). Among the gig workers in Bughin and Mischke’s (2016) 

study, around 40% exclusively use platforms to find and perform their work, while 60% mix 

platforms with other digital- and non-digital methods. In a study on executives’ thoughts on 

the gig economy, 50% of the surveyed executives stated that they think their use of gig 

platforms will increase in the future (Wallenstein et al., 2019). There are both stand-alone 

platforms and platforms connected to a certain company, for example EY’s GigNow where 

people searching for gig work are connected with relevant opportunities in EY offices around 

the world. This enables them to scale their talent base in an agile way, and provides gig 

consultants with virtual courses and quick onboarding. (EY, 2018). Another example of a 

company-connected gig platform is PwC’s Talent Exchange (Zillman, 2016). 

2.2 Consultants and gig consultants 

Consultants are not “normal” employees, they are hired, paid, reviewed and retained 

differently to employees (Orr and Orr, 2013). Consultants provide professional or expert 

advice within their area of knowledge to clients who lacks this knowledge for a fee. Two 

important reasons for hiring consultants are because they are exposed to many different 

businesses and organisations which teaches them management skills and techniques, and that 

they become experts who can offer solutions that work based on their previous encounters 

with similar problems (Orr and Orr, 2013). According to Orr and Orr (2013, pp.110) there are 

10 main reasons for hiring a consultant:  

 

“1.  The business is too small for a full-time hire 

2.   You need a skill for which an employee can be trained 

3.   You are conducting a search for a full-time employee 

4.   Your employees and existing methods fail to find the root cause of the problem 

5.   Your need is temporary 

6.   You need a breakthrough change that can be sustained internally 

7. Your company is in need of creativity, innovation, R&D, ideas, or cross-industry 

fertilization 

8.  You need someone with a highly specialized skill who is difficult to find (or resource, lab, 

etc.) 

9.   You need an objective or anonymous opinion 

10. You require professional expertise, such as compliance or auditing” 

 

Consultants can be employed by a consultancy firm or work as an independent contractor. 

(Consultancy UK, 2019). As mentioned in Section 1.1 Background, independent contractors 

get paid per assignment, and can choose which ones to take and not to take (Bianchi, 2017). 

The independent contractors choose what will be done and how, and the client only has 

control over the result. Gig consultants (or gig workers) are independent workers as they can 

choose their own assignments and get paid for each one. According to Orr and Orr (2013), for 

gig consultants who do not belong to a consultancy firm, networking is of great importance as 
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it is mainly how to get assignments, similar to how companies build awareness and sales for a 

product. 

2.2.1 Specialists, generalists and strategic competition 

Specialists typically have deep and embedded knowledge within a domain, whereas 

generalists are more multi-skilled, and can use their knowledge in different areas and 

situations (Kang and Snell, 2009). Specialists and generalists are often used for different 

purposes, and can be both employees and consultants. A specialist is used when something 

small and specific needs to be fixed, where the company understands what needs to be done 

and how, and particularly if it needs to be done quickly. A generalist is used when there is 

need for adaptability to changes or broader experience in several fields, but also when the 

person needs to be affordable as a generalist can often do several different types of projects. 

(Biederman, 2014). However, studies show that at least among CEOs, generalists are actually 

higher paid (Custodio et al., 2012). Even among newly graduated juniors within investment 

banking, generalists get higher starting-bonus compensation in their first jobs, and also get 

more job offers (Merluzzi and Phillips, 2015). 

 

In consulting, the gig consultant has to compete with the larger established consultancy firms. 

To become successful when working with consulting independently, Muhammed (2017) 

states that a person has to become niched in an area where he or she is an expert. It might be 

easier to get by as a specialist gig consultant than a generalist, as companies are increasingly 

turning to specialists when using independent workers (Inavero, 2019).  

 

One might say that gig consultants (specialists) compete by differentiation, and that resource 

consultants (resembling generalists) compete on lower costs (Goréus, 2010). These are actual 

strategies to compete on a market. Porter (1980) describes his ‘Three Generic Strategies’ of 

which the first, overall cost leadership, is a strategy where managerial attention is on 

establishing a low-cost position compared to competitors. The cost control is necessary to 

achieve cost-efficient facilities, minimising it in areas within a firm such as sales, advertising 

and service among other things. However, for a cost leadership strategy to work as intended it 

cannot compromise quality, service or other areas that affect the buyer’s experience. Taking a 

low-cost position, the firm is awarded with above-average returns in its industry because 

when competitors’ profits dwindle due to competitive price reductions, the firm can still earn 

returns.   

 

Differentiation is on the other hand a strategy based on offering products or services that are 

industry wide perceived as unique. Differentiation can be done in many ways: in the brand 

image or design, technology, customer service, and dealer networks to name a few. However, 

a firm cannot ignore costs even though it incorporates a differentiation strategy as the target 

for the strategy still is achieving above-average returns. Successfully implemented, this 

strategy allows a firm to withstand competitive forces, with the most notable defences being 

having lower sensitivity to price and that customers are more loyal to the brand. 
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Compared to the above strategies which are aimed at the industry as a whole, the focus 

strategy targets specifically one segment of e.g. a production line, geographic market or buyer 

group. The objective of this strategy is to address these areas incomparably and can either be 

related to differentiation as the firm may be better at addressing the needs of the particular 

area, or to costs reduction, but sometimes both. The three strategies’ relative position in the 

frame of Porter’s ‘Three Generic Strategies’ can be seen in Figure 1. (Porter, 1980). 

 

 

 

Figure 1: Porter’s Three Generic Strategies (Porter, 1980). 

2.2.2 Framework agreements 

Framework agreements are agreements which establish the terms and conditions for a 

contract that might be bound to a specific product or service (for example consultancy 

assignments), and are valid during a certain time. This means that as long as the agreement is 

valid, new purchases or hires do not need to be negotiated each time. Framework agreements 

are valid during a maximum of four years if there are not any particular reasons involved. 

(Företagarna, 2019).  

2.3 Labour conditions in the gig economy 

The classification of platforms (for example “marketplace” or “virtual employer”) is a 

juridical matter, and it is necessary to decide their responsibility and liability in work 

environment, taxes, and the worker’s rights and liabilities in the transactions (Söderqvist, 

2016). As the use of platforms for gig work has increased, issues regarding how to regulate 

the new work relationship have risen. As a consequence, these labour issues have 

increasingly been handled in courts. (Collier et al., 2017). For example, in the US, there have 

been several lawsuits concerning misclassification of workers where these have been labeled 

“independent contractors” and not “employees”. With an employee status, a worker gets 

access to essential legal rights (Cherry and Aloisi, 2017). With an independent contractor 

status however, there is a risk that a group of almost invisible, dehumanised workers emerge, 
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as they are extensions of platforms and not seen as people who should be included in labour 

safety. (De Stefano, 2016).  

 

As of 2019, there are no specific regulations regarding online platforms and the gig economy 

in Sweden. Rather, labour conditions are regulated by the Work Environment Act, where the 

definition of employee is rather vague, and a person calling themselves independent worker 

or self-employed might not count as such by the Swedish Work Environment Authority. The 

main debate in the Swedish government has been about how to tax and regulate the new 

digital work, rather than on labour law and social insurance. (Garben, 2017). Within EU, the 

rise of the gig economy has awoken an interest in renewing the social protection for workers, 

as challenges rise for both policy makers, employers and representatives from labor. In a 

report on social protection for platform workers, it was found that the higher financial 

dependence on platform work, the lower is the access to social protection. (Forde et al, 2017). 

2.4 The manufacturing industry 

The world of manufacturing adapts to the changes of technology. New technological 

developments such as additive manufacturing, cloud computing and Internet of Things (IoT) 

drive the technology shift forward into what is called Industry 4.0, where manufacturing is 

“smart” and connected. This will make mass customisation easier, faster and better adapted to 

customer requirements, as the flexibility and productivity increases the quality of production 

and reduced direct costs. (Modrak 2017). Another force shaping the industry is servitisation 

where manufacturers increasingly provide services rather than products (Houmes et al., 

2017). 

2.4.1 Industry 4.0 

Germany is one of the global leaders in manufacturing, due to their vast research and 

development of new manufacturing technologies. Having this high knowledge of embedded 

systems, IT and automation engineering, increases a company’s possibility of reaping the 

benefits of Industry 4.0 significantly. In the smart factories that emerge, dynamic processes 

allow for last-minute production changes and meeting individual customer requirements, as 

well as increasing efficiency and reducing resource and energy consumption. With the use of 

Cyber-Physical Systems (CPS) which include “smart machines, storage systems and 

production facilities capable of autonomously exchanging information, triggering actions 

and controlling each other independently” (Kagermann et al., 2013, pp.5) workers will be 

enabled to leave routine tasks and focus on value-adding activities instead, reducing the 

amount of workers needed. (Kagermann et al., 2013). However, continuous training and 

development of workers’ competence will be required as their roles will change. 

 

From the smart factories and their robots, automated vehicles, tools and their corresponding 

sensors, large amounts of data can be collected (Wiktorsson et al., 2018). This because IoT 

and CPS are physically embedded into manufacturers’ processes (O’Donovan et al., 2015). 

Wiktorsson et al. (2018) name six application areas for where Industry 4.0 and digital 
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technology can improve a manufacturing business. These are Predictive maintenance, 

Seamless virtual verification for product development, Smart IT in assembly and materials 

handling, Quality control and risk management, Automated real time management, and 

Supply chain transparency. Although the methods for data collection and advanced analytics 

exist today, there are several challenges when it comes to integrating these into the business, 

as the data collection needs to be motivated but not limited by the current way of working. 

(Wiktorsson et al., 2018). Manufacturers must therefore be able to manage these data flows, 

and the exponential increases in data production for them to realise the efficiencies and 

advantages they provide (O’Donovan et al., 2015).  

2.4.2 Servitisation 

Manufacturing companies have traditionally focused their R&D efforts on innovating new 

products, and being seen as high-tech was positive for competing in the globalised markets. 

However, the focus is shifting from solely delivering products towards integrating services 

and processes (Lerch, 2014), thus making the manufacturers into service providers instead 

(Lay et al., 2009; Houmes et al., 2017). This is because customers are increasingly 

demanding solutions where the entire uptime and performance is ensured by suppliers, rather 

than just buying products. This is called servitisation (Cinquini et al., 2013). This requires 

new business strategies and concepts (Lay et al., 2009) as well as new business models, 

where customers pay for added value (output or outcome) instead of the physical products 

(Houmes et al., 2017). Additionally, it requires new tools and knowledge as innovating for 

products and services are different things (Lerch, 2014). An example of this is from the 

chemical product manufacturing industry, where chemicals are not just produced but also 

managed by the supplier. The payment model focuses on whether the machines are running 

and the maintenance works, rather than using a fixed price per hour for the engineering work. 

(Lay et al., 2009).  

 

In their report on servitisation within the manufacturing industry, Houmes et al. (2017) found 

that 75% of industrial manufacturers expect an increased servitisation within their own 

businesses, where service deliveries will be a significantly larger part within three to five 

years. Among the asked companies, most did not have a consistent servitisation strategy or 

capability, but those who were already running their servitised businesses successfully had 

significantly higher margins than those who were not. Those who were successful were good 

at integrating and using their capabilities within technology, data and their customer usage 

information. (Houmes et al., 2017). Servitisation changes the way companies compete and 

operates, and knowing how to transform the business both strategically and operationally is 

crucial for creating competitive advantage. To be able to deliver servitisation to customers, 

The Manufacturer (2017) state that manufacturers need to adopt IoT in a successful way, as it 

allows insight into the performance of production and products. Additionally, a sufficient 

Enterprise Resource Planning (ERP) system is necessary to increase visibility of products, 

services and activities.  
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2.4.3 IT in manufacturing 

IT plays several roles within manufacturing and production companies. Two examples are 

ERP systems and cloud computing, which help employees communicate, streamline 

production processes, reduce the needs for storage, aid in placing orders and monitoring 

production flow, and plan schedules for workers, among other things. (Aldridge, 2019). Since 

manufacturing companies mainly work with products and production, IT departments are 

rather support functions. However, as the industry gets more digital, connected and 

servitisised, isolating the manufacturing processes from corporate IT is no longer an option. 

As an example, real-time production information is now requested by managers, in order to 

evaluate the production and take business decisions based on actual data. (van Wyk, 2013). 

According to Shacklett (2018), at least some of the responsibility for maintaining the 

equipment used for smart, digitalised manufacturing will be placed on IT departments. These 

are the following:   

 

● “Defining the IT architecture for big data so it includes smart manufacturing 

● Assuring that security and compliance measures are met 

● Defining and developing present and predictive analytics reports for manufacturing 

users and for all others with a need to know 

● Working out contracts with edge computing suppliers 

● Contracting for the bandwidth needed to tether these new IoT devices together so they 

can exchange information 

● Contracting with cloud services providers for the transport of any localized machine 

data that needs to be transported or stored elsewhere 

● Developing active partnerships with plant managers, technicians and engineers 

● Developing IoT failover and DR strategies 

● Cleaning data so machine jitter like communications, handoffs, and 

acknowledgements are removed” (Shacklett, 2018, § 4) 

As the IT landscape is under constant change, having people with the right skills is crucial for 

success, and finding these is not easy. When Clarke et al. (2019) asked about the biggest 

barriers to success in digital transformations, 50% of 109 digital strategy executives 

questioned answered that the lack of people or skills is the biggest barrier. Firms should 

ensure that the new teams have the competencies and skills they need to succeed in their 

roles, and determine if these should come from the internal organisation and be trained, or if 

new skills should be hired or bought. (Clarke et al., 2019). 
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3. Literature review and theory 

 

This chapter introduces the theory used for analysis, and provides an overview of earlier 

research. The main concepts of this chapter are Talent Management and Managing external 

talent. There are also sections about theory on different aspects of how to be successful in 

consultant hires. The chapter is concluded by a short section on the authors’ interpretation 

and view on the theory. 

 

3.1 Talent management 

“Talent management is the process through which employers anticipate and meet their needs 

for human capital” (Cappelli, 2008, pp.1). 

TM is a field within HRM which has shown to be the most critical issue facing Human 

Resource (HR) departments worldwide (Beardwell and Thompson, 2014). Other studies show 

that most organisations face difficulties when establishing TM practices as employees 

increasingly engage in flexible working relationships and they require a more individualised 

employment relationship (Cheese, 2010). TM can be seen as doing what HR has always done 

but doing it faster (via the internet, external consultant hiring or outsourcing) or doing it 

across the enterprise rather than within a department or function (Lewis and Heckman, 2006).  

When mentioning the term talent, people tend to have a differing understanding of what it 

actually means. Some define it as an organisation’s highly performing top employees, while 

others define it as people with high skill and knowledge (Poorhosseinzadeh and 

Subramaniam, 2013). The TM decisions shape the organisation and its success. Failed TM 

can result in too many employees leading to layoffs, or too few employees leading to 

shortages of skills. The goal of TM is to help an organisation fulfill its goals, which are often 

financial why the costs and benefits associated with TM needs to be understood. (Cappelli, 

2008). 

 

In recent years, the field of TM has experienced a surge of interest as the academic world 

started its advancement in it, subsequently leading to the amount of literature currently 

available (Collings et al., 2019). TM can be defined as putting the right person on the right 

place at the right time; managing the talent flow through an organisation (Machado, 2017). It 

can also be defined as the process of anticipating and meeting talent needs in strategic jobs 

within organisations. TM is an important strategic field for business success and competitive 

advantage (Heathfield, 2019). 

 

In practitioner literature, TM has been criticised for being a rebranding of HR activities, 

whereas in academic literature efforts have been made to distinguish the two. (Cappelli and 

Keller, 2014). According to Makarius and Srinivasan (2017), the difference between TM and 

HRM lies in that TM focuses on supply and demand of talent for organisations rather than the 

broader perspective of HRM. Within TM, there is debate on where the conceptual boundaries 



15 
 

should be drawn - whether to use an inclusive or exclusive approach (Cappelli and Keller, 

2014; Sonnenberg and van Zijderveld, 2015). The inclusive approach suggests that all 

individuals have the potential to create value, and should thereby be included in TM. The 

exclusive approach instead suggests that the individuals with the largest returns on 

investment are subject to TM (Gallardo-Gallardo et al., 2013). The exclusive approach has 

historically dominated the academic literature on TM, whereas the inclusive approach has 

developed in recent times (Cappelli and Keller, 2014). 

 

As organisations have to deal with uncertainty in supply and demand of talent, TM remains 

an interesting topic for employers. On the supply side, there is uncertainty of what skills and 

competencies organisations will need in the future, and their turnover as employees 

increasingly are poached by competitors. Another big issue within TM is the skills gap 

referring to the difficulties organisations face when a scarcity of talent makes it hard to fill 

empty positions. (Makarius and Srinivasan, 2017). According to Cappelli (2008), the risk on 

the demand side is either producing too much or too little talent, with too much talent 

representing the greatest costs. By having people unassigned and waiting for their next 

opportunity a company risks making people leave for jobs at competitors as they do not get 

any opportunities to advance. Then, all previous investments in their development are lost. 

Producing too little talent also provides a risk, but it is less costly to hire externally than 

losing a well-developed internal talent. Cappelli (2008) therefore suggests that organisations 

should strive to not have an inventory of talent, rather undershoot their talent estimates and 

use external hires to fill the actual demand, in order to not risk having too much talent.  

 

On demand external hiring has increased even for strategic jobs, substituting workforce 

planning and internal development. However, most new research has focused on internal 

talent issues. This has led to a lack of literature on external talent issues, but the area is 

growing with initial research investigating actors such as labour market intermediaries and 

executive search firms. (Cappelli and Keller, 2014). Intermediaries such as online job boards, 

platforms and social network sites and their contribution to facilitating filling talent demand 

has not extensively been examined in empirical research (Cappelli and Keller, 2014). 

 

In their literature review from 2014, Cappelli and Keller state that much of the literature on 

TM focuses on the traditional ways of managing workforces where careers within 

corporations are long lasting, even though today’s labour market has shifted toward shorter 

employment relationships and external hiring. External labour markets and uncertainty in 

regards to employment grow and as organisational structures flatten, job ladders are not as 

well-defined as they once were. But there is also a fundamental change originating from the 

increase of external hires at all levels of the organisation, and the authors of the literature 

review therefore suggest that TM must be approached in new ways, with external hires such 

as consultants being an area of interest. (Cappelli and Keller, 2014).  

 

According to Cappelli and Keller (2014), there could be significant value in further predicting 

how strategic jobs and its talent pool will evolve over time and who will succeed in this new 

system of uncertainty. They suggest a number of areas for further research:  
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● How employers think about and handle TM in practice. For example, to what extent 

they wait for a vacancy before they consider options for filling it, or if they plan 

ahead. 

● Why some organisations work mainly with outside hiring instead of internal 

promotions. 

● How organisations assess potential, and if their processes for this are well-

functioning. 

● How organisations plan for their future needs of knowledge, skills and abilities in 

times of uncertainty, and how they should access those individuals. 

3.1.1 Diversity and inclusion 

The diversity and inclusion work made by organisations began with social justice and civil 

rights for all - no matter race, gender, disability, age or other bases of discrimination and 

exclusion. As the previously excluded groups got an increased representation in different 

organisations, types of jobs and hierarchical levels, assimilation to increase effectiveness 

gained importance. (Ferdman and Deane, 2014). According to Ferdman and Deane (2014), 

diversity and inclusion is at the center of talent management. Diversity is “The representation 

of multiple identity groups and their cultures in a particular organization or workgroup” 

(Ferdman and Deane, 2014, pp.3), and inclusion is about encouraging people to be 

themselves fully and work together by creating and fostering practices and conditions which 

allow this. According to Page (2017, pp.2), “Diversity can produce bonuses” which emerge 

as people with diverse cognitivity (such as how one interprets, reasons and solves problems) 

work inclusively with solving complex tasks.  

 

In pro-diversity regions such as western Europe, 67% of job seekers take diversity into 

account when considering an offer. This is particularly important for top female candidates. 

Having and showing a diverse workforce therefore signals that an organisation is attractive 

for talent. When the diversity is valued and all talens are included, the exchange of diverse 

ideas is encouraged, which can lead to more innovative ideas. (Turban et al., 2019). Hofhuis 

et al. (2013) identify several benefits from having a diverse workforce. For example, striving 

for a diverse workforce allows for recruitment from all groups in society, thus providing a 

larger talent pool. Having a diverse workforce might also lead to a more comfortable, 

inspiring and fun work environment. 

3.1.2 Talent Supply Chain Management 

Makarius and Srinivasan (2017, pp.497), describe Talent Supply Chain Management (TCSM) 

as “A strategic approach to securing and optimizing talent supply to ensure that the human 

capital demands of the market are met”. The goal of TCSM is to combine TM and Supply 

Chain Management (SCM) to be able to utilise SCM’s processes for dealing with risk, 

uncertainty and variability which are all common in today’s labour market, in order for 

organisations to be able to adapt to the changing environment. Makarius and Srinivasan 
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(2017) suggest the SCM approach Collaborative Planning, Forecasting and Replenishment to 

manage supply and demand of talent. Included in this is strategy and planning, which can 

involve strategic sourcing where strong relationships are developed with suppliers, in this 

case referring to talent providers.  

 

Accurately forecasting the skills which will be needed is hard (Makarius and Srinivasan, 

2017) as there are changes in the working environment making it difficult to anticipate what 

knowledge or skills are needed (Machado & Davim, 2014A). Makarius and Srinivasan (2017) 

state that creating strong, potentially formal relationships can reduce costs and supply risks as 

it allows a more efficient and better quality exchange of talent. Therefore, talent suppliers 

should have close, ongoing relationships with their biggest customers and let their talent base 

develop both specialist and generalist skills. To decide how talent should be sourced, 

portfolio analysis can be used. In this model, products and services fall under one of four 

categories which are determined by their degree of supply market complexity and business 

impact as seen in Table 1. Hence, the talent sourcing strategy should be designed 

accordingly. Different talent needs emerge when a company work with high-complex 

products or services, while those of lower complexity might benefit from another strategy.  

 

Table 1: Strategic decision-matrix based on market complexity and business impact for 

acquiring talent (Makarius and Srinivasan, 2017). 

 

3.2 Managing external talent 

As of today, many organisations rely on external expert talent from all over the world, instead 

of just having traditional employment and employees (Younger and Smallwood, 2016). 

Using external talent is a way for companies to stay agile, flexible and competitive in a world 

where globalisation and technology creates skill gaps (Burke, 2011; 2012; Machado & 

Davim, 2014B). According to von Hippel et al. (1997) external talent in the form of 
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temporary workers (e.g. gig consultants) can facilitate an organisations skill flexibility by 

providing specialised or niched competencies that are necessary but needed infrequently. 

These benefits are, among others, increased speed, innovation and flexibility. However, the 

cost can be high compared to using internal talent why the use of external consultants is not 

cheaper, but it is often better. (Younger and Smallwood, 2016). At the same time, businesses 

are able to manage risk by adjusting their workforce according to uncertainty of demand, 

which is why they can pursue business opportunities that initially are riskier but have 

potential to become sustainable over time. In this case, a temporary workforce can be 

substituted by employees (Burke, 2011 and 2012). This advantage is tangible because 

training and developing employees to acquire knowledge-based resources can be time 

consuming and inefficient. Furthermore, developing employees to acquire needed 

competencies might require them to already possess talents that they do not currently have, 

hence also this process might be inefficient. (Jackson et al., 2003). Hence, contracting 

external resources is often perceived to be a low-cost investment even though these might 

initially be more expensive, especially as underperforming ones can be laid off easily and 

rapidly. On the other hand, should contracted candidates be prominent and talented, they can 

be provided an attractive offer later on. (McCuller, 2012). 

There are however a few consequences that might come from hiring independent contractors. 

For example, it might be necessary to change the design of the organisation due to the need of 

managing new boundaries and designing organisational learning to absorb knowledge from 

these contractors. Independent contractors might also be reluctant to share knowledge with 

teams if an organisation does not provide incentives for them to do so. This because 

independent contractors’ competence and knowledge constitute their competitive edge. 

(Jackson et al., 2003). 

According to Younger and Smallwood (2016), there are three common ways of managing 

agility with external talent. The first one is having external talent as an exception and mainly 

have full-time employees. The second way is having it as a “strategic augmentation” where 

these are more common (but there is internal talent as well) and mainly used to fill sudden 

needs of capability. According to Espedal (2005), using a combination of internal and 

external talent might lead to positive effects, where teams balance or complete one another’s 

talent, perspectives and viewpoints. However, there should also be development of core 

competence internally to secure the company’s long-term goals (Espedal, 2005). As 

discussed by Barney and Wright (1998), sustainable competitive advantage often comes from 

investments in firm-specific skills as they are not easily replicated by competitors. Hence, 

there is a potential pitfall in outsourcing such activities and Jackson et al. (2003) further state 

that firm-specific skills cannot be contracted. The third way to manage agility with external 

talent is using it for almost the entire workforce, called a total workforce strategy. Even 

though senior management decides on what level the organisation should use external 

competence, middle managers who work with these are in charge of implementing these 

staffing models. (Younger and Smallwood, 2016). 

Younger and Smallwood (2016) identify seven ways for managers to help external talent 

succeed. The first one is building a talent network and keeping this up to date to ensure the 
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right talent is hired. The second is to kickstart the work and relationships, as external hires 

need to be onboarded and get clear goals and expectations, as well as setting schedules, 

milestones and getting to know the colleagues. Without this onboarding, the chance of project 

failure is increased. Importantly, both temporary workers (in this case gig consultants) and 

firms have to work together in order for their relationship to be successful (George & 

Chattopadhyay, 2005; von Hippel et al., 1997).  

The third step is to manage the politics, where managers need to calm down employees who 

might think their jobs are at risk, and stress that external competence is temporary and gives 

access to new technology and flexibility. This step can be challenging, as George (2003) 

explain that negative effects are associated with increasing externalisation such as worse 

work support for internal employees and less ability to reach higher positions in the firm. 

Because of this, employees’ attitudes towards their organisation are negatively affected 

depending on to which extent and amount of time this externalisation occurs. However, 

George’s study revealed these effects to be less significant in situations where employees had 

a more supervisory position and better control of it.  

Younger and Smallwood’s (2016) fourth step is to think of the external talent as partners so 

both parties feel that they benefit from the collaboration, as there is a lot of competition for 

top expertise. The fifth step is to develop the external competence and not just the internal so 

that they can work efficiently within the organisation, and make sure they leave some 

expertise behind when they leave. The sixth step is to ask those affected by the use of the 

external talent for feedback to ensure even more successful external hires in the future. The 

last and seventh step is to try to drive changes which make it easier and reduces friction for 

future external hires.  

3.3 Job and organisation fit 

Hiring and retaining the right people for the roles within an organisation is essential. The 

right hire is self-motivated, self-aware and takes responsibility for their results which boosts 

their team’s productivity. Besides, they are typically also eager to take on additional 

responsibilities, be creative and curious. In contrast, the wrong hire might result in the need 

of doing yet another person’s work, spending a lot of time correcting errors and disciplining 

those failing to fulfill even minimum expectations. (Falcone, 2016).  

 

According to several studies, person-organisation (P-O) fit refers to the compatibility 

between an person and the organisation in regards to both sides’ characteristics and needs. 

This mainly concerns a person’s ability to match with the organisation from a broader 

perspective. (Sekiguchi, 2004). Other studies describe person-job (P-J) fit which refers to 

whether the skills and abilities of a person are aligned with the specific job’s requirements, or 

what a person desires and what the job can offer. (Sekiguchi, 2004). It can further be divided 

into objective P-J fit and subjective P-J fit where the former refers to the conceptualisation of 

actual similarities between a job and a person, whereas subjective P-J fit concerns an 

interviewer’s holistic interpretation of such similarities and relies more on instincts. (Kristof-
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Brown et al., 2005; Thompson et al., 2015). Good P-J fit has been observed to result in 

several benefits such as decreasing work stress and turnover intentions (Cable and Judge, 

1997), but also increases organisational commitment and job satisfaction (Kristof-Brown et 

al., 2005). Hence, P-J fit is a complex but important concept particularly in the selection 

process. Its complexity is demonstrated by Thomson et al. (2015) when they declare that 

subjective P-J fit has superior influence on the hiring process compared to objective P-J fit, as 

subjective parameters are more vaguely defined. 

3.4 Successful consultant hire 

Applebaum and Steed (2005) identify a number of success factors for an ideal consulting 

project. These include competent consultants, consultants actually emphasising client results 

and not just deliverables, the client cleary communicating their expectations and desired 

goals and providing executive support, as well as including the consultants during the actual 

implementation phase. Also included in the success factors are consultant adaptation to client 

readiness and investments early on in understanding the client, and having a real partnership 

between consultant and client. It is also important that the project is built on incremental 

successes rather than one large success. 

 

According to Djavanshir and Tarokh (2010, pp.4), “The successful consultant listens well, 

understands the client, and provides honest feedback and solutions” and a consultant who 

listens to the client helps in diagnosing the actual problem, and creates consensus in what 

should actually be done which reduces the occurrence of misunderstandings. In 

implementation projects, client-consultant interactions built on trust, commitment to change 

and reputation improve the effectiveness of the implementation (Chalutz Ben‐Gal and 

Tzafrir, 2011). In service relationships such as between consultants and clients, the 

collaboration between the supplier and client is an important success factor. Therefore, 

communication skills, attitudes, commitment and trust between the two are important, and 

this might be one reason to why many consultancy relationships originate from 

recommendations. (Sporrong, 2011). Ending up on the shortlist and thereafter winning the 

contract is crucial for service providers (such as consultants), therefore it is of great 

importance to understand how these decisions are made (Day and Barksdale, 2003).  

 

The process for selecting a service provider is complex, and since it is not possible to 

evaluate a purchased service until it is delivered, first impressions matter. Day and Barksdale 

(2003) identified several success factors for being selected as service provider, grouped into 

the themes capability, personal chemistry and client-orientation. Among these factors were 

relevant experiences, competence and capacity, and trust (both in commitment and how they 

present themselves). They also found that if all factors are equal among the providers, the 

person chemistry is likely to be the final deciding factor, and that a poor presentation can 

make a firm lose the contract even if they are supposedly competent. Day and Barksdale 

(2003) conclude that in order to increase the probability of getting on the short list and getting 

the contract, service suppliers should, among other things: learn about the client’s need and 
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develop a working partnership, know the audience when presenting, have a client-oriented 

approach and position themselves with a focus on their areas of expertise. 

 

When assessing consultants, Orr and Orr (2013) suggest several ranking factors. These are 

for example quality of the presentation and proposal, cultural fit, quality of references and 

anticipated return on investment. In their study, they identified several additional selection 

factors and the percentage of companies using them for selection, see Table 2. On average, 

three criteria were used, and the criteria chosen for selection did not affect the actual 

satisfaction with the consultant in the end. However, this study was conducted in America 

why cultural differences might impact its generalisability for companies situated in other 

countries. 

 

Table 2: Consultant selection factors and percentage of companies using them (Orr and Orr, 

2013). 

 
 

Another study, by Simon and Kumar (2001) identifies the strategic capabilities needed for a 

successful consulting project on a deeper level than Orr and Orr’s. These capabilities were 

mentioned by managers and executives of Australian consultancy client companies, hence 

there might be some cultural differences to what is seen as important here as well. Simon and 

Kumar’s (2001) strategic capabilities for successful consulting projects can be seen in Table 

3.  
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Table 3: 18 strategic capabilities for successful consulting projects (Simon and Kumar, 

2001). 

 

3.5 Employer branding and attractiveness 

The employer brand was originally defined by Ambler and Barrow (1996) as an employer’s 

combined qualitative features and attributes (economic, psychological, functional, 

organisational) which their target audience find attractive. Organisations with a good 

employer image benefit from larger talent pools of higher quality, a stronger emotional bond 

between employer and employee and is often higher performing financially (Lievens and 

Slaughter, 2016). With a good reputation and image, a company can create attractiveness 

towards current and potential employees (Venkatesh and R. Geetha, 2015). Some aspects that 

may increase the organisation’s reputation and attractiveness are its levels of diversity and 

inclusion, treatment of employees and personal growth. All of which are important factors for 

increasing the recruitment and selection process’ efficiency. (Armstrong, 2010).  

However, the work of a gig consultant (who is an independent contractor) does not count as 

employment (IRS, 2018). When a person is working for themselves and they become hired, a 

kind of business-to-business relationship emerges between the hiring company and them. The 

company decides if they can help them with their operations, and the gig consultant decides 

whether this company is good for their future career and CV. (Gershon, 2017). Organisations 

therefore need to adapt their employer branding to the gig economy, as the best workers still 

need to be attracted even to shorter work relationships (Backhaus, 2016).  

3.6 The authors view on the literature and theory 

The authors of this thesis take both the inclusive and exclusive approach to talent into 

account when analysing the empirics, so that all views on talent are to be represented in the 

results. The overview on TM as described in this chapter is also assumed to apply to IT 

talent, as TM in this sense does not just apply to a specific area of knowledge. Another basic 
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standpoint the authors take is that having a combination of internal employees and external 

consultant hires is positive, as according to Espedal (2005). Additionally, the authors work on 

the supposition that the use of temporary workers such as consultants and gig consultants is 

something positive in the way that they can facilitate an organisation’s skill flexibility, as von 

Hippel et al. (1997) state. Furthermore, Page (2017) and Turban et al.’s (2019) views on the 

importance of diversity are adopted. All of Younger and Smallwood’s (2016) three common 

ways of managing external consultants are included, to get the viewpoints on how external 

consultant hires work in different constellations and distributions of internal employees and 

external consultants.  

The authors also adopt Sporrong’s (2011) view on the importance of collaboration between 

consultants and clients, and thus put emphasis on understanding these relationships. Both P-O 

and P-J fit, as well as subjective and objective P-J fit (Sekiguchi 2004) are regarded as 

important factors in the context of hiring, both for internal employment and external 

consultant hiring as both types might work in similar ways. Furthermore, the specialist and 

generalist concept (Kang and Snell, 2009; Biederman, 2014) is perceived to be highly 

relevant in the context of consulting and that the concept’s both types might compete on both 

differentiation and price according to Porter’s (1980) competition strategies.  
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4. Research methodology 

 
This chapter describes the research methods used for the study. This includes both methods 

for writing the literature review and theory, and how the empirical part of the study was 

conducted. Additionally, there is a description of the method of analysis. The last part of the 

chapter contains discussions on research quality.  

 

4.1 Research design 

As this thesis investigates an area where in-depth interviews with representatives from 

different firms are required to gather information, a qualitative research method has been 

used. The paradigm most commonly associated with qualitative research is the interpretivism 

one, since the studied phenomenon is understood from subjective and socially constructive 

perspectives (Saunders et al., 2016). Therefore, this thesis lies within the interpretivism 

paradigm. An abductive approach was taken, as there was a need for combining theory and 

empirics simultaneously back and forth to better understand the studied subject and alter the 

hypothesis. (Blomkvist and Hallin, 2015).  

 

As the thesis seeked to create understanding of something unexplored or something that has 

not been studied scientifically to a large extent, the purpose was exploratory. This is common 

within the social sciences research area (Blomkvist and Hallin, 2015). An exploratory 

purpose aims to lay the foundation for a more rigorous future research within the subject. 

(Collis & Hussey 2013). The thesis mainly contains applied research, as the existing 

knowledge is applied in combination with new empirics in order to improve management 

practices (Collis & Hussey 2013).  

4.2 Literature review 

The literature review was used to examine the existing body of knowledge, both printed and 

digital material, quantitative and qualitative. The purpose of the literature review is to get a 

broad understanding on how far the research within an area has come, and get a better 

understanding on the subject. (Collis and Hussey, 2013). 

 

The majority of the literature review was conducted online, but some printed sources were 

used as well. Conducting the literature review online has several advantages such as ease of 

access, speed, cross-disciplinary searching, but it can also be time consuming in the early 

stage, when the research area has not been focused (Collis and Hussey, 2013). The literature 

review was initiated in the thesis’ first day and was done continually during the research. 

Several search tools and keywords were used for the literature review which are presented in 

Appendix A: Methods for literature review, along with a description and criticism of the 

sources used. 

https://paperpile.com/c/4l6ZH8/BQtw
https://paperpile.com/c/4l6ZH8/BQtw
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4.3 Empirical data collection  

The empirical data collection was built from interviews with IT- and software departments 

from different companies within the manufacturing industry, with a focus on automotive or 

machinery. The complete interview table is presented in Table 4, where the companies and 

names of the interviewees have been anonymised. The roles of interviewees are presented as 

well as the companies they work for. Information such as the date, length and type of 

interview is further detailed out. 

 

Table 4: Detailed table of the conducted interviews. 

Company Interviewee Role Date Length Type 

A A1 Strategic Partnership manager 15/3-2019 00:50:00 Phone 

 A2  SAP Manager 5/4-2019 00:49:09 Phone 

 A3  Manager for all  IT project 

leaders in north Europe 

8/4-2019 00:41:03 Phone 

B  B1 Department Manager, Windows 

certification 

22/3-2019 00:52:40 Phone 

 B2 Function manager at IT 

department 

3/4-2019 00:41:33 Phone 

 B3 Manager, Consultant 

procurement, IT department 

15/4-2019 01:01:31 Live 

 B4 Head of PMO 23/4-2019 00:42:22 Phone 

C  C1  Responsible for  technical 

innovation lab 

25/3-2019 00:35:34 Live 

 C2 Group manager for solution 

architects, IT department 

8/4-2019 01:02:02 Phone 

 C3  Manager IT solutions 30/4-2019 00:51:40 Phone 

D D1 IT Project leader, infrastructure 27/3-2019 00:53:32 Phone 

 D2  Line Manager, software 1/4-2019 00:42:52 Phone 

 D3 Software engineering manager 11/4-2019 00:49:38* Phone 

 D4 Commodity Manager IT 12/4-2019 00:45:21 Phone 

E E1 Responsible for IT service 

procurement 

3/4-2019 00:47:55 Phone 

 E2 Software development manager 

within product development 

5/4-2019 00:44:33 Phone 

*The recording did not work for the first 6 minutes and was restarted. Total time for the interview is 00:55:38. 

 

If possible, live, face to face interviews were conducted. Because of the travelling time to 

reach most of the companies, phone interviews were preferred. Between two and four 
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interviews were held with each company, in order to get opinions from different people, and 

possibly different roles and departments within the companies.  

 

As an addition to the interviews with the companies, three other interviews were conducted 

as a short pre-study in order to get an overall understanding on the gig economy and the 

thesis’ investigated problem. One of the interviews were held with the CEO of a gig 

consultant broker firm, one with the Head of Talent Management of the commissioning 

company, and one with a large consultancy firm who has a partner network from where they 

can source gig consultants and subcontractors when their own consultants cannot meet 

demand. The results from these interviews are not included in the empirics.  

4.3.1 Interview methodology 

The interview questions were designed to get sufficient information to answer the sub-

research questions, and the interview guide was constructed by writing down several 

interview questions for each sub-research question. As an example, the first sub-research 

question regards what is seen as a successful external consultant hire within IT in the 

manufacturing industry, and what is done to ensure successful external consultant hires. 

Hence, questions like “What do you count as a successful hire of a consultant and a gig 

consultant?” and “What prerequisites need to be in place for a project/assignment to be 

successful when hiring a consultant and a gig consultant, and how do you proceed to ensure 

these prerequisites?” were asked. 

 

Some research questions were also connected to the research gap within TM as described in 

Section 3.1 Talent Management, for example why some organisations mainly work with 

outside hiring. Thus the question “When and in which situations do you identify the need for 

reinforcing the business with external resources instead of developing the competence of 

internal resources?” was asked, among others. All questions were brainstormed, refined and 

discussed with the supervisors from the commissioner company, in order for them to provide 

feedback and together pinpoint areas of interest. The questions were then reiterated, and 

prioritised. At this stage, the sub-research questions were removed from the interview guide, 

and the remaining interview questions were to answer each of them. After a few interviews 

had been held, some of the questions were rearranged for better flow during interviews. A 

few questions of interest were further added after the first two or three interviews, and these 

were asked to the remaining interviewees. The interview guide with all questions can be seen 

in Appendix B: Interview guide. 

 

Initially, the authors wanted the study to focus on the embedded IT used in the production, 

directly related to Industry 4.0 and IoT, and the development and servitisation of products. 

However, accessing interviewees within these areas was difficult, and the focus therefore 

shifted toward supportive IT. This made it a bit easier to find interviewees, even if some of 

the companies of interest could not provide interviews. If interviews could have been 

conducted with more companies and more interviewees, the results would provide even 

higher scientific value.  
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The interviews were semi-structured, which means that questions are prepared in advance 

and are allowed to vary from interview to interview (Saunders et al., 2016). The interview 

guide questions were used to make sure that all important questions and areas were answered 

and covered, but there were also add on-questions asked when an interviewee started 

speaking about areas there were not questions about, or if there was a need for clarifications 

so that the interviewees could continue to speak freely. The same questions were used for all 

interviewees, but in different orders as some of them talked about upcoming topics early in 

the interviews. The interviews were held in Swedish, but the interview guide was translated 

to English for the report.  

 

The interviewees were found and contacted on LinkedIn through searches within IT in 

companies which could be relevant for the study. They were asked to be available for one 

hour, even though most interviews ended up shorter. The interviewees were interviewed by 

phone or live, and asked if they approved being recorded. The recordings were then 

transcribed and coded by hand. The transcribed material was in total 266 pages why only 

examples of answers (and how these were connected to different codes) have been presented 

in the thesis, which can be seen in Appendix C: Overview of coding and quotes. 

4.3.2 Selection of manufacturing companies 

As the focus for this study is the manufacturing industry within automotive and machinery in 

Sweden, and Sweden has many large industry giants, there were many companies that came 

in mind. The largest Swedish manufacturing companies within these areas were targeted for 

this thesis, and the companies that were interviewed had between 8000 and 50000 employees 

and a turnover between 30-130 BSEK. Additionally, the investigated companies had to have 

at least a part of their manufacturing in Sweden, and be founded there, as well as actually 

agreeing to be interviewed. They also had to have their IT department in Sweden, so that 

interviewees could be easily accessed.  

 

All companies were anonymised in the report, which was necessary for most companies to 

say yes. Information on which statement and opinion belonging to which company was not 

given to the commissioner company either, even if the companies were their customers. To 

separate the opinions of companies and to know which company’s interviewees said what, 

they were given a letter. For example, the first company interviewed was named Company A, 

the second one Company B and so forth.  

4.3.3 Selection of interviewees 

The interviewees had to be working in close connection to consultant hires within IT at one 

of the selected companies. Preferably the interviewees would be working with these hires 

themselves in one way or another, either as managers or project leaders, or within the 

procurement department. However, interviewees who had previously had that kind of role 

were of interest as well.  
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The interviewees were anonymised as well even if they did not specifically request it, and 

then connected to their respective company. These were given a number, which was 

combined with the company they belonged to. As an example, the first person interviewed at 

Company B was named B1.  

4.4 Method of analysis 

In order to reduce, organise and analyse data in a consistent manner it can advantageously be 

coded, as qualitative research often produces a lot of data which is hard to process all at once 

(Cope, 2010). Hence, interviews were transcribed and coded by hand following the 

guidelines of a constructed codebook. To help with the transcribing and coding, short notes 

were written directly after interviews to capture the main points. 

 

The codebook provided the sample of codes as well as instructions (examples on quotes) on 

when to use a specific code. According to Creswell (2014), allowing the codes to emerge 

during the coding and analysis-process is a traditional approach within social sciences, so a 

preliminary codebook was developed intuitively after the transcripts had been read through, 

based on which topics the interviewees had mentioned frequently. During the coding process, 

the codebook was developed with in vivo-codes and analytic codes, and became more aligned 

with the actual empirics. In vivo codes are descriptive codes directly extracted from the 

transcribed statements of the interviewee, and are aligned with exploratory or inductive 

studies (Cope, 2010). Several in vivo-codes were used along with analytic codes which were 

grouped under the sub-research question that was most closely related. SRQ1 concerned 

successful external consultant hires and how these are ensured, which was why codes such as 

successful- and unsuccessful hires were grouped there. SRQ2 concerned differences between 

consultants and gig consultants, and thus their use of these together with codes for areas in 

which differences could lie were added there. The third question, SRQ3 regarded advantages 

and disadvantages of gig consultants, and among others included these as well as risks and 

trends. The codes and examples of quotes in which they were found can be seen in Appendix 

B: Interview guide, sorted under the different sub-research questions.  

 

To be added to the codebook, all codes had to be based on coherent perspectives from 

different interviewees, preferably with quotes, to be regarded as valid. If a new code was 

found, it was added to the codebook and the previous coded transcripts were read through in 

order to see if they included this code as well. When the coding and categorising was done, 

the results were translated to English (as interviews were held in Swedish) and were then 

used for empirics. The contents of the codes and the corresponding quotes were divided 

among the research questions so adequate information to answer these was presented. Lastly, 

the findings of the study were formally analysed and discussed in Chapter 6. Analysis and 

Discussion. First, the sub-research questions were addressed, and these became the 

foundation for answering the main research question. 
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4.5 Research quality 

In order to achieve high quality in a study, the research should be conducted in a systematic 

and logically consistent way. The work shall be assessed in a critical way, and the authors 

should remain as impartial as possible. (Blomkvist and Hallin, 2015). The study was initiated 

by the commissioning company Tieto, but the authors took full responsibility for designing 

and conducting the research even though the company provided their support and opinions. 

During the course of the study, the theory became increasingly aligned with empirics, as old 

parts of theory were removed if found irrelevant, and new areas were added if empirics 

provided information which could not be linked to the existing theory.  

 

The reliability of a study is to what extent the findings would be consistent if the same data 

collection techniques and analysis methods would be used again, for example if the study was 

conducted on another occasion or by another observer (Saunders et al., 2016). To ensure 

reliability in the literature review, California State University’s (2010) CRAAP test as seen in 

Appendix A: Methods for literature review, Table A.2 was applied for source criticism. In the 

literature and theory, all sources were critically reviewed books or journals. To increase 

consistency and make sure the same result would be found from the same data collection 

techniques and analysis methods, the search words were listed in Appendix A: Methods for 

literature review, Table A.1, and the used search engines were described. 

 

Several actions were taken to ensure reliability in the empirics as well. All interviews were 

recorded and transcribed no matter the content, and then coded using the same codebook. The 

codes and categories were then listed in an Excel file and connected to the corresponding 

interviewee, in order to provide a clear overview on who said what. The answers from each 

individual interviewee might deviate due to their differing competencies and backgrounds 

combined with other aspects. Hence, the consistency of findings in other studies following 

the same methods likely depend on whether the same or similar people are interviewed.  

Additionally, the interviews were held in Swedish, and thus quotes had to be translated to 

English. To reduce translation errors, each translated quote was double-checked by both 

authors to make sure it captured the essence of the original statement. 

 

Generalisability concerns whether the results of the research can be applied to other research 

settings, such as other industries and organisations as well. (Saunders et al., 2016). This study 

was made within IT departments of the manufacturing industry, among companies working 

with automotive or machinery in Sweden. However, the empirics and the theory is not 

specifically related to the manufacturing industry, even if some of the answers from the 

interviews is connected to Industry 4.0 the main part of the answers is connected to IT as a 

support function, which companies within other industries have as well. Hence, the findings 

from this study might be similar to those in other areas even if the study is too small to 

determine its generalisability.  
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4.6 Research ethics 

Research ethics is the practice of, in an ethical, moral and responsible way formulating and 

clarifying the research topic and how the research is designed. It also includes how data is 

collected, processed, stored and finally analysed and presented. Considerations regarding 

potential ethical concerns which may arise during the research are important to discuss early 

in a research process. Ethical concerns will arise, as data from organisations and individuals 

is collected, analysed and reported. (Saunders et al, 2016).  

 

Two Swedish organisations who provide guidelines for research ethics are the Swedish 

Research Council (SRC) and the Swedish Association of Graduate Engineers (SAGE). In 

their Code of Honour, SAGE (2019) presents ten principles for how engineers should act, as 

the technology and science engineers work with are powerful tools to shape the society. 

These include, among others, taking personal responsibility for the technology, respect 

others’ ideas and inventions, strive for making correct and factual statements, and openly 

report financial and other interests which might affect results. SRC (2017) present eight rules 

for research ethics. Some examples are telling the truth about the research, and openly 

accounting for methods and results.  

 

Since it is better to prevent misconduct of research and unethical behavior than to cure it 

(InterAcademy Partnership, 2016), SRC’s rules, together with SAGE’s principles, were 

considered from the beginning of the thesis. Overall, there were no ethical concerns except 

for that this project was commissioned by a company, potentially creating bias. The thesis 

was originally based on their problem, but the original problem was developed into a more 

theoretical one, which was not as targeted toward the specific company. There were some 

specific data the commissioning company was interested in from the interviews, and thus 

they had a say when it came to formulating the interview questions. However, the analysis 

based on the answers from the interview questions and the final conclusions were not affected 

by this. The focus was on generating results relevant for the study designed by the authors 

rather than finding information of particular interest to the commissioning company.  
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5. Empirics 

 
In the Empirics chapter, the findings from the conducted interviews are presented. These are 

presented under the three sub-research questions, both in terms of general opinions of the 

companies and interviewees, and some separate opinions and quotes to highlight certain 

thoughts of interest. The main research question is discussed as well.  

 
 

Five different companies were interviewed, with two to four representatives from each. The 

interviews were approximately 35 minutes to an hour long, and most were conducted over 

phone. The different companies are called Company A, B, C, D and E, but do not represent 

the whole company, just the IT department. Therefore, sentences like “Company A believes 

that...” means that that is the collected beliefs of the interviewees within the IT department of 

that company. The empirics is presented under the four different sub-research questions, 

under some short information about the interviewed companies. 

5.1 Summary of the interviewed companies 

As the interviewed companies are large manufacturers, IT is often not their core business. 

The interviewed IT departments are either support functions or connected to the development 

of the companies’ digital products, and work with different IT systems connected to the daily 

processes of the company, as well as the products. These include production related system 

support, accounting, customer order and logistics, among other things. The IT departments 

are responsible for running applications and keeping them stable, often for several production 

sites and offices globally. However, in Sweden, all companies except B and D are located in 

or near one of Sweden’s five biggest cities. Almost all of the companies’ IT departments non-

daily work is run in projects, which is where most of the consultant competence is needed. 

Most companies see an increase in their use of consultants, and almost all interviewees (with 

a few exceptions) agree that the amount of people wanting to be self-employed is growing, 

and that their use of gig consultants and platforms is likely to increase in the future. 

Additionally, several companies mention that they are starting to feel the impact of the 

growing digitalisation and the rise of Industry 4.0, even though they mainly are support 

functions and only a few interviewees work with IT and software for the actual products and 

production. 

5.2 Summary of key findings 

The following short summary presents key findings from the empirics, which can be found in 

greater detail in the following sections.  

 

Successful hires are quickly able to become part of existing teams, are self motivated and 

driven, have high competence and expertise, are quality focused, interested in being part of 

the culture and community of the company, are flexible and work according to the company’s 
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processes. Moreover, successful hires are quickly able to get up to speed in a project and do 

not require much training. A hire is also successful if the assignment is completed on time 

with a satisfying result. To ensure successful hires, the companies work with preferred 

suppliers (both brokers and consultancies) as the administrative workload decreases and 

because these suppliers develop an understanding for the companies’ organisation. In terms 

of project design, assignments need to be highly specified, and there needs to be clear 

communication regarding expected deliverables as well as follow-ups with the consultant. 

Additionally, a good onboarding process is needed for externals to become familiar with the 

companies’ tools, processes and stakeholders involved in the project, so that they can work 

according to the company’s project methodology.    

 

In most cases, the companies do not specifically choose between a consultant or gig 

consultant. They pursue the right competence whereby they utilise both brokers and 

consultancies for finding it. However, there are situations where these companies have to 

purchase complete solutions or services from a larger provider, in which they actively look to 

hire regular consultants from consultancies instead of gig consultants. There are also 

situations when niched competence requirements occur and they contract gig consultants 

specifically. Moreover, the investigated companies see differences or similarities between gig 

consultants and regular ones in a number of categories; Payment, Relationships, Competence, 

Delivery and Motivation. These are detailed out under Section 5.4.3 Differences between 

consultants and gig consultants.  

 

For the interviewed companies, the main advantages with the gig economy and gig 

consultants are that it becomes easier to access and utilise competence, and more flexibly 

align it with their competence needs. It might be unfavorable to have niched competencies 

employed internally due to the rapid changes within the IT sector. Hence, the gig economy is 

perceived to be a way of fulfilling those competence needs in a flexible way. The main 

disadvantages are that it might be harder to recruit for some positions in the future due to a 

growing number of gig consultants, and that there is uncertainty in who is really responsible 

for a gig worker’s delivery and what happens if that person has to quit. Furthermore, having a 

lot of gig workers creates many points of contact which are difficult and time-consuming to 

manage. However, the companies solve these administrative issues by using brokers (or in 

some cases consultancies) through which the gig workers need to be signed. 

5.3 SRQ1: What is seen as a successful external consultant hire within 

IT in the manufacturing industry, and what is done to ensure 

successful external consultant hires? 

This section is split under three main themes; successful and unsuccessful hires, and how 

successful hires are ensured. Based on the theory from Section 3.4 Successful consultant hire 

it was expected to find that successful consultants understand and build partnerships with the 

client, and that their cultural fit, competence and capacity are important for success factors. It 

was also expected to find procedures to ensure these, such as listening to recommendations 
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and checking references. According to the theory in Section 3.2 Managing external talent, it 

was also expected to find several ways for helping external hires succeed such as kickstarting 

work relationships with onboarding, having feedback sessions and developing the external 

hires’ competence. 

5.3.1 Successful hire 

Several aspects of successful hires were identified, and can be found in Figure 2. The aspects 

are described in detail under different categories below the figure.  

 

 
Figure 2: The main aspects of a successful external consultant hire. 

 

Deliver sufficient results on time 

Successful external consultant hires are described as people who have their competence and 

expertise in place to deliver great results. Interviewee A3 explains that “Since we work in 

projects, it is foremost that the project is delivered on time and according to the cost and 

quality we expect, and of course that there is a mutual exchange so that the consultant thinks 

it has been fun and challenging and that the client has been satisfied as well” (A3, 2019). B1 

further states that successful hires are those who are “Prepared and want to contribute right 

away, those who are excited about the job, take initiatives and are driven in the sense that 

they have the ability to lead themselves” (B1, 2019), which is also aligned with B2’s beliefs 

as well as the interviewees from Company C. In general terms, several interviewees from the 

different companies want the ordered project or assignment to be completed. Interviewee A2 

explains that those leaving their assignment when finished are seen as successful hires. 

Similarly, C3 explains that successful consultant hires are those who are bound to a specific 

end-date.  

 

Organisational knowledge and inclusion 

All companies describe successful external consultant hires as people who can quickly 

become part of existing teams. Interviewees from Company B explain that consultants should 
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be interested in being part of the community, as innovation and problem-solving is a 

collaborative process. D1 continues on the same topic by declaring that if a consultant cannot 

be familiarised with the company’s ways of working there is a risk that employees will think 

of them as outsiders, in which case collaboration becomes problematic regardless if they are 

highly competent or not. D1 further describes that competence is not the only thing affecting 

whether a consultant is successful or not: “The culture of the company and one’s mindset 

needs to match for a consultant to be successful, not only the competence of the person” (D1, 

2019).  

 

Being team-oriented is also emphasised by Interviewee C3 who further mentions that it is 

important for consultants to understand business-priorities and the users they serve to make 

sound decisions. According to B1, when consultants’ contracts are extended they become like 

employees, but that the difference is they do not have staff liabilities for them. Furthermore, 

interviewees from several companies describe that one’s ability to work according to the 

company’s processes and tools as well as willingness to share knowledge with team members 

are key characteristics of successful external consultant hires. The importance of knowledge-

sharing is also stated by C3. 

 

According to D1, if they can establish good relationships with a consultant this might cause 

synergy effects leading to better teamwork which is why organisation and culture fit is 

important. B3 explains that a consultant might be assigned multiple times, which sometimes 

depends more on how well they fit with the others rather than their actual competence. 

Similarly, C2 explains that the same consultants can be contracted again if their results are 

satisfactory. B3 also mentions that tying consultancies to the organisation can increase 

consultants’ performance as they can ask for help internally and usually do not have to start 

relationships anew each time, and A2 states that “I’d like to buy from a company where 

someone of theirs is already contracted by us so that person can instruct this new person” 

(A2, 2019). They see an advantage in using the same supplier as it reduces the efforts the 

internal staff needs to make to introduce a completely new consultant. When using the same 

supplier, the introduction time and the effort for consultants to ask necessary questions is 

reduced as they might already be familiar with A2’s company and department.  

 

C2 adds that important aspects are that consultants start building up an understanding of the 

organisation and its culture, and D3 mentions that they actually prefer having longer 

assignments with consultants as they become more aligned with the company over time. He 

states that they need to perform well, have the company’s long-term plan in mind and share 

the values of the company. C3 is on to the same subject and speculates, for instance, that gig 

consultants should be recurrently contracted as they develop an understanding of the 

organisation. 

 

The right level of competence 

C2 describes that external consultants can be hard to replace with internal employees when 

these become key figures in projects due to their high competence, which is why his 

department always try to have internal employees learn from the consultants’ knowledge. B2 
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thinks that gig consultants are among the most competent people in the market, and that to 

employ someone with the same type of competence could be cheaper, but the same 

competence level will not be available for employment. “If you would recruit someone with 

corresponding skills you might get someone that is not as good, they might be a bit cheaper 

but you might not get what you want. If you have found someone with outstanding 

performance, you disregard whether he or she is a consultant even though you might aim for 

having employees” (B2, 2019).  

 

However, having superior competence is not always needed, especially not for resource 

consultants. D1 explains that “Sometimes you see that the person is highly dedicated and 

competent, but that is maybe not something you require. In most cases when hiring resource 

consultants you don’t have any requirements for overachieving” (D1, 2019). D4 mentions 

that they appreciate when consultants bring new insights and perspectives to the table; having 

the right competence from start is essential as C2 and C3 also declare that consultants should 

not require much training to get up to speed, and C2 adds: “When hiring externally, we expect 

the startup time to be very short [...] an introduction of about a month is kind of what I 

expect” (C2, 2019). 

5.3.2 Ensuring a successful hire 

Several actions are important to ensure a successful external consultant hire. These can be 

seen in Figure 3 and are described in greater detail below.  

 
Figure 3: The main actions to ensure a successful external consultant hire. 

 

Evaluation of candidates 

All companies evaluate consultants’ competence with the help of interviews, although A1 

indicates that there is room for a more thorough process. The companies select a person based 

on formal competencies, recommendations, gut feeling, evaluating CVs and taking 

references. This is independent of whether it concerns acquiring consultants or internal 

competence. A3 explains that formal or informal references are sometimes taken in cases 
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where assignments are of higher complexity and competence must be assured. B1 also states 

that “It is surprisingly many who have not actually worked with these things that they try to 

be assigned to do” (B1, 2019) which subsequently has imposed a necessity to ask many and 

detailed questions directly to the person evaluated, but also to those who sell them to ensure 

their competence. D3 also uses deeper questions to comprehend consultants’ competence and 

try to pick people with hands-on experience in their specific industry. He also stresses the 

difficulty in understanding if a person is motivated and will be working independently or not. 

 

Determining what level of competence a person should have for an assignment and 

specifying the assignment is necessary for the companies to find the right person. The 

competence level should not be too high or low, and A3 says that “You cannot use too 

expensive competence for simpler assignments” (A3, 2019). According to A3, the trick to get 

the right competence presented from suppliers is to specify the request towards consultancies 

or these preferred suppliers not too narrow and not too wide. This is connected to what is 

mentioned previously in The right level of competence in Section 5.3.1 Successful consultant 

hires - that successful consultant hires are not required to have superior competence but they 

should not require much training to get started.  

 

In urgent cases of competence need such as crashes, virus attacks or if someone suddenly 

quits, it happens that the companies bypass their framework agreements and use their 

networks to find a person themselves so that they can get someone quicker. However 

acquiring the right competence can be hard, some competencies are rare and then there are 

periods of notice extending the time it takes. When companies cannot get their hands on the 

right competence they can change the requirements a bit: “Then you have to reconsider and 

see what you can do without, does the person really need to speak swedish or is english 

enough or… Depending on the applications we get, we have to change some of the 

requirements” (A3, 2019). One of the companies, Company D, does not hire consultants who 

are junior and inexperienced, they rather try to recruit and train these and let them develop 

with the company. Interestingly, they use a strategy of having consultancies take on the 

probationary periods of junior people and if these perform well they recruit them after an 

assignment.  

 

Well-defined projects 

Interviewees from all companies state that to establish prerequisites in projects for successful 

external consultant hiring, one of the most important aspects is that they are highly specified 

so the team understands the expected deliverables. D4 explains that “I believe it is very 

important for our customers, the project clients that is, to be narrow in specifying what is to 

be included in the assignment and what should not be included in it, I am a bit stubborn 

about that” (D4, 2019). It is common that consultants get more well-defined projects or 

assignments than employees. This relates to Deliver sufficient results on time in Section 5.3.1 

Successful consultant hires where successful external hires are expected to deliver great 

results and complete their assignments, having well-defined assignments increases their 

ability to succeed. 
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D3 explains that there are two key roles that needs to be in place for a project to become 

successful: a project leader and an engineering lead that functions as a technical leader. These 

roles, an effective management and active coaching is important for external consultant hires 

to work well. However, C2 declares that specifying projects and expectations in detail can be 

difficult when working in an agile way and that consultancies need to prepare their 

consultants for a changing work environment. This difficulty is also mentioned by D4, and 

E2 states that longer assignments are not as important to thoroughly specify as shorter ones in 

which they expect faster results. 

 

According to E1, it is essential to follow the company’s project methodology in order to 

increase projects’ success-rate even though it might require more administrative work. 

Furthermore, sufficient tools and processes needs to be in place to support the team, and 

consultants need to be knowledgeable in these. B3 stresses that generalising what 

prerequisites need to be in place for a project or assignment to be successful could be difficult 

as it highly depends on a number of factors such as whether it is part of an outcome based 

project with a predefined set of requirements or whether it is team based or individual. 

Hence, such prerequisites depend on the context of the work.  

 

Clear communication 

A1 believes that clear communication is important and a big influence on the success of a 

hire in a project, for instance, when working in agile sprints they quite soon understand if a  

consultant’s results match the company’s expectations. A1 states that “I think that it is a 

bigger reason than if the person has the wrong competence. If you have sufficient 

communication you will quite soon discover if it is the wrong competence” (A1, 2019). C2 

further explains that consultants are expected to possess greater communicative skills 

compared to internal employees. B4 mentions that there needs to be close collaboration 

between consultants and the client of the project for it to succeed, but this is not always the 

case.  

 

A1 believes that if the project management do not engage in dialogue and follow-ups with 

hires they will have only themselves to blame if things do not work out. However there are 

exceptions in cases where shortcomings have been communicated by management but not 

dealt with by the consultant. It is equally important to engage in these practices for both 

internal employees and external consultants, as soon as people start working in projects they 

are treated the same way - as project team members.  

 

Regular follow-ups 

As for follow-ups, the companies mention that the consultancies use surveys for measuring 

the quality of their own consultants, and the companies might use internal evaluations for 

rating different consultants or gig consultants. According to B1, C2 and C3, their companies 

do follow-ups but do not have a standardised process for these - project leaders are 

responsible for giving feedback and the frequency of it depends on the assignment. For 

example, B3 has weekly feedback sessions with both consultants and internal team members 

and states that with internal employees they focus more on competence development while 
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external consultants rather receive feedback. At the same time, C3 explains that feedback 

with consultants occurs slightly less often compared with internal employees as they expect 

them to lead themselves to a higher degree and thus the feedback given by companies vary. 

How often and how follow-ups are done with the client of the project depends on the nature 

of it. The sooner potential problems are discovered, the better the managers can assist the 

project. With regular follow-ups the companies can understand whether external consultant 

hires are successful in their assignments. This relates back to what is seen as successful 

consultant hires in Deliver sufficient results on time and The right level of competence in 

Section 5.3.1 Successful consultant hires where they deliver projects on time, according to 

budget, and have sufficient competence. 

 

Further, A3 states that consultant managers usually contact them after a few months asking 

for an evaluation and making sure things work well, whereby either A3 or the client of the 

project are the ones attending. According to C3, these sessions are done quarterly and D3 

explains they have such informal meetings every six months to keep their relation alive. 

Company A also have internal follow-ups which are conducted with the client of the project 

to prevent potential problems. E1 further mentions that a good project manager should be 

aware of warning signals and be able to work actively to prevent failing projects. In the same 

way, B4 explains that he has similar sessions every sixth or twelfth month where they discuss 

weaknesses, strengths, improvement areas and other related things. C3 explains that they 

have follow-ups with the clients of the projects every 3 weeks. 

 

Onboarding 

Interviewees from Company A and B mention that consultants are onboarded to get up to 

speed with processes, tools and what is expected of them in their assignment, as well as 

which stakeholders are involved in the project. This facilitates what is described in 

Organisational knowledge and inclusion in Section 5.3.1 Successful consultant hires, that 

successful external consultant hires quickly become part of existing teams and are 

familiarised with the company’s work practices. There is a difference in the onboarding of 

consultants and employees in that the latter are also introduced to the workplace with some 

courses and training. A3 also explains that sometimes specific project certificates are needed 

in order to understand how projects are run in their company, and the consultancies who are 

preferred suppliers are sponsoring these for their consultants. 

5.3.3 Unsuccessful hire and risks 

Reasons for unsuccessful hiring and risks that were mentioned in the interviews can be seen 

in Figure 4. They can be found sorted under different categories and described in more detail 

under the figure below. 
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Figure 4: The aspects of unsuccessful hires. 

 

Competence and comprehending the assignment 

During the interviews, many aspects of unsuccessful hires were mentioned. A3, C2, D3 and 

E2 state that unsuccessful hiring depends on that the consultant ultimately did not have the 

competence needed or did not understand what was expected to be delivered, leading to a 

misalignment between expected- and delivered results. This is for instance connected to the 

previous texts on successful consultant hires Deliver sufficient results on time and The right 

level of competence (Section 5.3.1 Successful consultant hires), but also Clear 

communication (Section 5.3.2 Ensuring a successful hire) where the companies try to prevent 

this from happening. B4 points out that generalising reasons for failing projects is hard. It can 

be hard to understand the capabilities of consultant hires and D3 states that consultants can 

look good on paper and be highly agreeable on interviews, but that the projects are more 

complex than first expected. Once they are hired however, A2 tells that they usually notice 

quite soon when a consultant does not function in a team or match their requirements. As an 

example, this might be when planning the solutions or specifications for the project, or that 

consultants do not understand what to do. D2 describes that less successful external 

consultants often are those who do not possess drive, logical, technical and social skills.  

 

Attitude and capability to learn 

According to B1, sometimes consultants are not so successful when they think they know 

how to do things better than the others in the company, they are very self-righteous and try to 

use their own preferred tools and methods. There might be too much focus on some specific 

technology or coding language, or that there needs to be some “flashy process” in place 

because that is what they are used to. As a result, these people might not understand how they 

affect their surrounding or how they are influenced by it themselves, and they join the project 

with a quite inflexible attitude. This is consistent to what is stated in Organisational 

knowledge and inclusion in Section 5.3.1 Successful consultant hires, where successful 

consultant hires rather adapt to the company.  
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D3 explains that consultants who really want to learn can usually increase their competence 

fairly quickly. However, if there is a competence gap and the person is not willing - or does 

not have the capability - to fill such gap by increasing their competence, their contract will be 

terminated.  

 

Managing projects and quality 

External consultant hires can also be unsuccessful in cases when they are part of projects that 

are not correctly planned. However, in such cases it is often not the external consultant who 

lacks the capabilities to be successful. This connects to Well-defined projects in Section 5.3.2 

Ensuring a successful hire where prerequisites for successful consultant hires to be successful 

are that projects should be highly specified. D1 states that when planning for a project, they 

have a justification phase, a pre-study phase and lastly, the execution phase. Company E also 

works with planning business cases realistically but E1 states that it can be somewhat a catch 

22 when doing so as thoroughly planned prestudies cost more. It happens that these are 

wrongly planned from the start, both in regards to budget, time frame and required 

competence why projects sometimes fail. Because of this, E1 believes that it is favourable to 

create a realistic business case right away even if that costs more because stakeholders will 

have better understanding of it when making decisions, such as allocating resources. B3 adds 

that when having a limited budget it can be a difficult endeavour to procure highly skilled 

people.  

 

C1 believes that unsuccessful hires have sometimes not had enough ambition for quality and 

A2 explains that they use so called CAB (Change Advisory Board) for quality assurance. 

This controlled change- and project process enables them to assure quality in deliveries by all 

personnel, including external consultants. Company A outsource some functions externally 

but it is still essential to be in control of the quality. For instance, A2 states that it is important 

to keep such competencies internally: “We need to have internal competence to keep the 

number of incidents and loss from production low” (A2, 2019).  

 

B1 states that they might counteract misconduct or bad behaviour by suspending people. In 

contrast, C3 states that there is no formal way to control that an unsuccessful consultant is not 

hired again, which he believes is due to legalities. C2 specifically exemplifies a case where 

larger consultancies have been used for strategic work but have resulted in too generic and 

expensive results.  

 

Culture 

B3 mentions that misalignment in work culture can also present a challenge especially when 

consultants have shorter assignments upon which they want to deliver results rapidly. Such as 

if the company’s culture is more relaxed, a consultant coming from a high-paced consultancy 

might tread on others’ toes. In those cases, a consultant might not have sufficient time to read 

the situation properly, whereas an internal employee more often has a softer start. E1 

similarly mentions that consultants also can have a harder time maneuvering between 

stakeholders within the company and sometimes experience less mandate, especially for 

sensitive projects. The importance of culture fit is also mentioned in Organisational 
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knowledge and inclusion in Section 5.3.1 Successful consultant hires and in Onboarding 

(Section 5.3.2 Ensuring a successful hire) it is similarly emphasised that external consultants 

should be familiarised with stakeholders. E2 believes that things that do not work are 

unfortunately brought up more often with consultancies, and feedback about things that work 

really well are not brought up as often. 

5.4 SRQ2: Do IT departments in manufacturing companies see a 

difference in hiring consultants and gig consultants? 

This section describes the differences and similarities of consultants and gig consultants, 

separated under different sections. As the gig consultants are independent workers and do not 

belong to a consultancy firm, one expected difference would be that networking is more 

important for them than for regular consultants (see Section 2.2 Consultants and gig 

consultants). It was also expected to see some differences in labour rights, as gig consultants 

are not employees (see Section 2.3 Labor conditions in the gig economy) and the way brokers 

and platforms are used to bring these types of consultants in (see Section 2.1 Gig platforms) 

as there are gig platforms for higher-skilled work such as consulting.  

5.4.1 Situations where a gig consultant is used 

When first asked, none of the companies say that they see any difference in situations they 

would choose between hiring a gig consultant or a consultant: “We don’t look at it that way, 

we don’t really care if they are freelancers or employees [at a consultancy] as long as they 

are… If they have the right profile, we want them” (E1, 2019). The other companies say the 

same thing, for example Company B “We don’t make a difference, if you are hired by a, well, 

large consultancy or if you are your own, it’s often the competence so to speak” (B2, 2019). 

“A gig consultant is a consultant..? [...] What you see as a gig consultant, I just see as the 

same thing as a consultant, that’s freelancing, I don’t see any difference actually” (B4, 

2019). The main reason the companies do not see any difference is because all gig 

consultants go through a larger broker, which makes the process and administrative workload 

equal to hiring from a consultancy: “Since we don’t have a direct contract with the person in 

question then but go through a broker we don’t see any problems” (D4, 2019).  

 

However, when asked more detailed questions on gig consultants, some of the interviewees 

answered that there are rare cases where they specifically choose a gig consultant. Company 

C use a few, but only those who are former employees who are now retired but come back to 

help as senior advisers or specialists. Interviewee D1 (2019) says that “In rare cases I would 

say that you pinpoint a certain individual, but then a very specific special competence is 

required”. A1 says the same thing, and chooses to use a gig consultant instead of a consultant 

if the gig consultant has a very specific and niched competence. The only situation in which 

Company B specifically decide to use a gig consultant is if they are looking for a certain 

person, or the competence can not be found in the surrounding area. Interviewee B2 mentions 

that gig consultants can come in for assignments where front-edge competence is needed, 

while resource consultants (used for filling volume needs) often come from consultancies. 
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The general opinion on gig consultants is that since these are often very competent and do not 

need training, they are ready to start their projects with a quick take-off which is highly 

related to what in The right level of competence (Section 5.3.1 Successful hire) is described as 

successful hiring. 

5.4.2 Situations where a regular consultant is used 

There are some cases where the companies decide to go to a consultancy and not use gig 

consultants. An example is when they see value in creating a relationship with a certain 

consultancy so that they can provide Company B with complete service solutions. “Then they 

can supply Company B with some other.. with a complete solution, there are quite a lot of 

bigger companies who, for example, can handle application maintenance services and so on 

who run software for us and it might be better to use that kind of consultancy to make a 

bigger deal and get fewer points of contact” (B3, 2019).  

5.4.3 Differences between consultants and gig consultants 

When asked about differences between consultants and gig consultants, the interviewees 

spoke about several areas where there were (or were not) differences. These were grouped 

into the five categories in Figure 5. 

 
Figure 5: The categories for the differences (or similarities) between consultants and gig 

consultants.  

 

Payment 

A3 says that knowing the value of the gig consultant and what his or her rate should be can 

be difficult as they might overprice themselves because of their high competence, or 

underprice themselves to more easily get assignments. A1 adds that consultancy companies 

are probably better at pricing their consultants according to their skill and knowledge, than 
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gig consultants are at pricing themselves. C2 does not see any big differences in price 

between a gig consultant and a consultant with the same level of competence. This is a 

common opinion within the companies - a gig consultant with high skill is probably 

expensive, but a consultancy knows which of their consultants they can charge much for, thus 

there is not much difference in cost between a consultant and gig consultant with the same 

competence. Additionally, some companies mention that gig consultants are expensive but as 

they often provide a lot of value, the cost per value is not much higher than a cheaper but less 

experienced consultant. When it comes to paying gig consultants and consultants, E2 always 

make sure gig consultants get paid first if there are any problems, since their payment means 

food on the table and consultants get their salary from the consultancy even if their customer 

is having problems with payments.  

 

Relationships 

Gig consultants are often found through relationships and networks. “Regarding gig 

consultants it’s often through personal contacts, that’s just the way it is, that’s how you get in 

the first time and then you keep living off it, whereas if you are a regular consultant it’s 

really the purchaser, the responsible purchaser from Company B and the consultant seller 

who has the relation” (B2, 2019). Their gig consultants are often people they know, who they 

are sure can handle the task with a quick take-off. In Company A, A1 makes sure they access 

relevant gig consultants by using returning people, relations and recommendations, however 

she states that the amount of “friend-recruiting” is decreasing, which she thinks is positive. 

 

B1 mentions that gig consultants sometimes become a little more included in the working 

community, as consultants from consultancies often can participate in activities such as 

dinners and parties with the consultancy they are employed by rather than the company they 

are consulting for. Therefore, the relationship with gig consultants can get more personal. 

Interviewee C2 (2019) states that “I think the relationships with gig workers are more 

personal”, and they are having more of a cooperation-relationship than a pure business 

relationship. However, D3 mentions that bringing issues or other comments up with gig 

consultants can sometimes be harder than for a regular consultant, as it becomes both a 

manager-to-employee and manager-to-manager relationship with the gig consultant. Such 

issues are otherwise communicated directly to a regular consultant’s manager. Interviewee 

A1 rather thinks gig consultants might be less interested in being involved in the company in 

comparison to consultants if there are short assignments: “I think that if you have a special 

competence and you’re only there to do shorter assignments I don’t think you care to engage 

in the same way, then I think you want to work with new, cool, awesome things and I think 

that what matters then is which projects you can take part in so that you can build your CV” 

(A1, 2019). Interestingly, this connects to what is told about successful hires in 

Organisational knowledge and inclusion in Section 5.3.1 Successful hire, that they should be 

interested in being part of the community and adapt to the culture of the company. 

 

The companies do not seem to think there is a difference between consultants and gig 

consultants in terms of communication. “It’s a matter of how long a person has been here or 
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how senior they are, if they have been here for a long time and then it’s easy because they 

have the same basic understanding of our products and systems” (D3, 2019).   

 

Competence 

Many of the companies see gig consultants as more of experts than traditional consultants, 

and have higher expectations on their deliveries: “They are experts in certain areas and 

possibly cost more because they have a certain expertise, then I would say that the 

expectations would be much higher on quickly getting value from gig consultants” (E2, 

2019). However, interviewee E2 sees no difference in actual initiative-taking or potential for 

innovation in general between gig consultants and consultants - just that gig consultants 

normally have more expertise. 

 

When it comes to competence development, the companies say that gig consultants have to 

take responsibility for developing their own competence, while consultancy companies 

develop their consultants. Most companies also want to hire gig consultants who already have 

front-edge competence and not spend resources on training them. C2 mentions that gig 

consultants often take assignments within their current competence area, so it is easy to get a 

deep knowledge and a broad experience from different companies, but changing to a new 

competence area can be costly as no one pays for their training, and they can charge less for 

assignments where they have less competence.  

 

Delivery 

Interviewee B1 believes that it is easier to change a gig consultant’s role during the contract 

period of an assignment compared to a consultant. This because gig consultants are seen as 

more flexible in comparison to regular consultants who have less mandate in deciding such 

changes on their own. D2 disagrees - he says that it is rather a matter of personality rather 

than employment form. The same goes for understanding what a project is about and a 

person’s ability to succeed - that is mostly dependent on the individual and not the contract 

form. According to B2, checking the status and progress of projects where brokers are 

providing gig consultants or consultancies are providing traditional consultants is done in the 

same way by the managers or project leaders within the companies. This is the same in most 

companies, but the frequency of these follow-ups differ. The time it takes from having a 

competence demand to getting a gig consultant or consultant in place is also the same, and 

depends on if they are already in an assignment or available immediately. 

 

Motivation 

Both gig consultants and consultants are easy to terminate but the consequences for both 

when this happens are not equal. A1 mentions that simultaneously as they are working on an 

assignment, the gig consultant needs to work on finding their next one which is not the case 

for consultants: “If I have a gig consultant here, the gig consultant will always be on the 

lookout for more assignments and their next assignment, and this is not always the case for 

consultants since someone else is responsible for their occupancy” (A1, 2019).  
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However, due to that the constant hunt for new assignments might be stressful, some 

companies experience that gig consultants work harder to be able to stay for more 

assignments in their company. The motivation to stay and do a good job might be based on 

different reasons when gig consultants and consultants are compared: “You have to look at 

what initiatives they have because someone who goes through a broker [mainly gig 

consultants], um, that’s their salary, for each day they are out of work they don’t get paid, 

that’s not really what it’s like for a consultant from… CGI or Acando and so on, they have 

their monthly salaries anyways, but instead have a bill-rate which affects their future 

bonuses” (B4, 2019). 

 

Interviewee D2 elaborates on motivation, and says that “You probably don’t become a gig 

consultant if you can’t deliver, [...] It’s harder to get by as a mediocre gig consultant than if 

you work at a large consultancy because it’s easier to hide there” (D2, 2019). C3 (who has 

not had gig consultants yet except for a few retired employees who continued after 

retirement) guesses that gig consultants are more picky when choosing their assignments than 

consultants are: “They will either want more interesting tasks and something they think is 

important, maybe of moral aspects, I would guess, and then they are probably more driven 

and like to have greater flexibility in their work and location” (C3, 2019). 

5.5 SRQ3: What advantages and disadvantages do the IT departments 

in manufacturing companies see with hiring gig consultants? 

This section is split under two main themes; advantages with hiring gig consultants, and 

disadvantages with hiring gig consultants, based on the perspectives from the interviewees. 

Based on the descriptions of the gig economy in Section 2.1 Gig platforms it was expected 

that some advantages with gig consultants would be quicker hiring and more flexibility, and 

that disadvantages would be regulatory and legal barriers as well as brokers and platforms 

taking a cut of the payment.  

5.5.1 Advantage 

The main advantages the companies see with the gig economy in terms of contracting gig 

consultants can be seen in Figure 6 and are described in greater detail below.  

 

 
Figure 6: The three main advantages with the gig economy and gig consultants.  
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Easy access to competence 

Almost all interviewees are under the impression that it will be more common to hire gig 

consultants in their organisations in the future. C3 believes that one of the biggest advantages 

is the flexibility of acquiring competence but also that they will be able to access the best 

competence. B2 has similar ideas and explains that when hiring those with high competence 

it is possible to get the best people in the market and care less about whether they are 

consultants or employees: “If you have someone that is brilliant you don’t really care 

whether he or she is a consultant or not” (B2, 2019). A3 and E2 specifically mention the 

flexibility in acquiring competence for shorter assignments to be an advantage, which is 

similar to D1’s opinion that companies can contract externally in alignment with their 

competence needs more easily. A2 adds that hiring gig consultants might be easier than 

following her department’s current budgeting process for bringing in external consultant 

competence. D4 states that they find it advantageous to have competence available 

independent of whether a person wants to work for a consultancy or for themselves. 

According to E2, it would be easier to find talent on a global scale but it is unclear how doing 

so would work in practice. 

 

C1 describes that their work setting makes it possible to bring in competence from former 

employees that are retiring and that they might not work full-time, whereby it is possible to 

utilise their competence for a longer time. B3 also mentions that in fields where more niched 

competencies emerge it might be disadvantageous to have employees as their competence 

might become obsolete due to the rapidly changing market. This is in particular if the person 

is in an environment where he or she cannot continuously develop their competence.  

 

Highly competent and driven individuals 

Interviewee B1 describes successful hires as those who are prepared and ready to contribute 

immediately, and are excited about the project. She believes that those working for 

themselves, such as gig consultants, have more of an entrepreneurial personality, are keener 

to get started, and have the opportunities of flexibly choosing how much and where they want 

to work. Hence, gig consultants can further adapt to the needs of the company more easily as 

there is no consultancy which needs to be taken into consideration. One such situation could 

be if Company B wants to give the person assignments that are not within the scope of the 

original contract. B4 also states that gig consultants actually can be more loyal than 

employees because it is convenient for them to be contracted for a longer time. C2 is under 

the impression that gig consultants usually are highly competent and useful, it is 

advantageous that the company can bring such competence in and utilise it as their own. 

 

Good price per value created 

According to B1, the advantages of the gig economy are perceived to be more noticeable for 

the gig consultants working in this setting rather than for the companies hiring them. For 

example, B2 indicates that highly skilled gig consultants benefit from having their own 

company as they get better paid and that clients still request their competence. D4 further 

mentions that gig consultants have an advantage in their high rates and low overhead costs. 
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However, B3 also talks about the price of these consultants but argues that it is hard to 

generalise whether gig consultants are more expensive or not. He actually thinks they could 

be cheaper than consultants from consultancies since they get a larger share of the payment 

themselves and can thus charge a lower rate close to market prices. However, he continues by 

saying that he does not believe they should sell their services too cheap as buyers then might 

question their competence. Some interviewees indicate that a highly skilled gig consultant 

might charge more per hour, but also do a better job than someone who is cheaper but less 

skilled. This is also mentioned under Payment in Section 5.4.3 Differences between 

consultants and gig consultants. 

5.5.2 Disadvantages 

Several disadvantages with the gig economy were mentioned by interviewees as well. These 

are found in Figure 7, and are described in greater detail below.  

 

 
Figure 7: The disadvantages of the gig economy according to interviewees. 

 

Unclear who takes responsibility for delivery 

It might be easy to bring someone in based on recommendations, but according to A1 and E2 

this still means taking a risk as there is no backup if the person for some reason is not able to 

deliver and finish their assignment. It is therefore unclear which party takes responsibility for 

assuring competence, or according to A3, quality. B3 similarly expresses an uncertainty in 

regards to what happens if a gig consultant gets sick or if there is need for more competence, 

but considers these occasions to be rare and solvable. Company A would rather not be too 

dependent on specific individuals, hence A1 thinks they will be a late adopter of utilising the 

gig economy for their talent needs, as they see a risk in getting more errors if people are 

brought in quickly and do not get enough training in their systems. At least larger brokers are 

believed to have little or no relation with gig consultants when they move through their 

platform, why these brokers cannot support their customer companies. Whether the broker 

takes responsibility for replacing a gig consultant (or assuring the deliverables otherwise) or 

not, might however depend on the terms and conditions of the contract between the broker 
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and the client company. Furthermore, Company B often outsource AM (Application 

Maintenance) to consultancies where they reassure the system is up and running. Having gig 

consultants assigned to such maintenance would transfer that responsibility back to the 

company as it would not be possible to put a joint commitment of delivery on a group of gig 

consultants that are not tied to one another.  

 

Additional costs 

A2 explains that the broker firms take a fee which impacts either the gig consultant’s profits 

or the company’s cost. On the other hand, the brokers facilitate the process of finding new gig 

consultants and the department is not allowed to make agreements directly with individual 

suppliers such as gig consultants, and needs to work with their preferred suppliers. B1 

similarly mentions that they avoid reaching out to gig consultants right away as they have set 

prices based on budgets, why fluctuations in prices would risk creating problems but they 

also do not want some friendship-based hiring to occur. E1 also describes that if employees 

preselect external hires, it will make negotiation harder for the procurement department. In 

these scenarios the rates often become higher than in general cases and imposes a 

responsibility on the procurer to negotiate these and it is already hard to value the services of 

a gig consultant as mentioned in Payment in Section 5.4.3 Differences between consultants 

and gig consultants. 

 

Several points of contact 

Interviewee D1 states that a disadvantage is that one might be unable to maneuver between 

hundreds of different gig consultants, which is also mentioned by E2 who believes it would 

be more time consuming having to talk to each gig consultant when scanning for competence 

rather than using one contact person from a consultancy. E1 has hands-on experience on this 

type of situation and explained that they previously had a completely unreasonable situation 

where they contracted a large number of smaller consultancies for hiring externally which 

required them to have agreements with each. They later restructured to establish just a few 

contact points. D4 further claims that a disadvantage would be if they have to be more 

flexible when formulating contracts. 

 

Loyalty issues 

In a consultancy, both consultants and their managers are responsible for the consultant’s 

occupancy and to match the right person with the right project, charge the right price and to 

make it possible for the consultant to develop. This is not the case for gig consultants. A1 

believes that the gig consultants needs to be on the lookout for other opportunities whereby 

they might not have 100% focus on the project at hand. B3 believes that gig consultants can 

become more vulnerable in smaller cities compared with larger ones as the market would be 

smaller. If one big client terminates the contract with the gig consultant in a small city, there 

might not be many other options to choose from. A2 also believes that gig consultants might 

be more focused on what type of assignment they work with rather than if the employees of 

the company are nice, and that they rather choose assignments to expand their CV correctly. 

D3 further perceive them to be more focused on earning money and less interested in 

employment or getting engaged in their customer company, and C3 explains that one of the 
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challenges would be that gig consultants would not have as much understanding of the 

organisation which in Organisational knowledge and inclusion in Section 5.3.1 Successful 

hire is mentioned as a highly important aspect of successful hiring. 

 

Geographical limitations 

A1 believes a majority of their projects are done on-site, which might be required depending 

on the project’s type, such as projects with high levels of information security. Furthermore, 

if the gig economy would increase remote work, that would require better communication 

skills and greater necessity to understand the particular organisation. According to A3, the 

same hires are recurring and prolonged since they have already gotten up to speed in the 

company, which is perceived more difficult to achieve with gig consultants. This is also 

mentioned by C3 who did an experiment by letting two employees in his organisation work 

fully remote. He explains that one big challenge was to make people comfortable with remote 

meetings and new communicative methods. C3 further declared that they would not let 

critical work be remote, but rather smaller and incremental work. Also D3 mentions that 

product development specifically requires on-site work but states that they could use gig 

consultants if they agree to be on-site.  

 

Risk of losing internal competence 

Company A, B, and C specifically mention that the gig economy might make it more difficult 

to recruit employees for future positions or jobs that might be perceived as less flexible, and 

they would rather keep the competence the gig consultants possess in-house. D2 further states 

that they as an employer are not able to compete with the salaries that gig consultants earn. 

Company C tries to not be too dependent on external consultant hires and would rather have 

employees. They also see a risk in having people leave for the gig economy when those feel 

confident enough about their competence. Company A states that while it might be easy to 

acquire competence, it might be difficult to keep it which is problematic as more complex 

work require considerable experience. For company E, it is also important to have long-term 

focus and continuity in regards to product development which is not perceived to be aligned 

with the ways of the gig economy. Lastly, E1 says that consultants working according to the 

gig economy is a contemporary trend as their company has been working with similar 

arrangements for almost a decade. 
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6. Analysis and discussion 

 
In this chapter, the empirical findings from the qualitative study are analysed and discussed 

in relation to the literature review and theory. The chapter is divided by the research 

questions where each is attended in order. In the end of the chapter, the main research 

question is discussed as well.   

 

6.1 SRQ1: What is seen as a successful external consultant hire within 

IT in the manufacturing industry, and what is done to ensure 

successful external consultant hires? 

Successful external consultant hires are by the interviewed companies described by a number 

of aspects. One of these is to what extent they share their knowledge and expertise with 

internal employees, especially in cases where consultants tend to make themselves 

indispensable as their competence is hard to replace. This contradicts an external hire’s 

competitive advantage as mentioned by Jackson et al. (2003) who state that there might be a 

lack of incentives to share knowledge in organisations. None of the interviewees brought up 

whether they had any such incentives in place when discussing the subject, but then again, 

there were no direct questions on this matter.  

 

Espedal (2005) suggests that a combination of internal and external talent can enable teams to 

balance or complete one anothers talent, perspectives and viewpoints. This might be one 

reason to why the companies think it is important with knowledge sharing among employees 

and consultants. Another aspect of success is for the consultant to be able to quickly become 

part of existing teams, which includes being interested in and becoming part of the 

community as well as culture of the company. This can sometimes be challenging if 

consultants are expected to quickly deliver results, and consultancies’ culture can be 

misaligned with that of the client company. The fact that these criteria are so important raises 

the discussion of diversity, and the fact that no interviewee mentions diversity as a success 

factor is interesting; Turban et al. (2019) and Page (2017) show that diversity can produce 

bonuses as people interpret, reason and solve problems in different ways due to diverse 

cognitivity, and that it can be a foundation for innovative ideas. It is possible that the 

companies do see diversity as a success factor, but since they do not mention it there is a risk 

that they are losing the benefits of having diversity in the consultant workforce as well. 

Hence, there might be a difference in what is perceived to be a successful external consultant 

hire, and what actually is a successful external consultant hire for the company in the long 

term.  

 

Additionally, external consultants should be highly competent, expertised and quality 

focused. When asked about unsuccessful consultants, interviewees commonly mentioned 

insufficient competence which highlights this quality even further. This is aligned with 
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Simon and Kumar’s (2001) study in which they identified quality of service to be the second 

most important strategic capability for successful consulting projects.  However, interviewees 

state that having too expensive and competent consultants for simpler assignments is 

unnecessary, and hiring poor competence for complex assignments will probably be costly. 

According to Applebaum and Steed (2005), consultants should have an understanding of the 

client as well as building a real partnership between both parties, but it is also important that 

the client clearly communicates expectations and desired goals. This is continuously 

mentioned by the companies who state that prerequisites for consultants to be successful in 

projects are that their assignments are highly specific and that there is clear communication in 

regards to expected deliverables.  

 

Matching the right competence with the right assignment can be difficult, especially in 

projects following i.e. agile methods where specifications might change during the project’s 

lifecycle. Additionally, the high influence of a project’s context makes it difficult to 

generalise prerequisites for a project to be successful. Djavanshir and Tarokh (2010) 

highlight that understanding the client is essential for a consultant to be successful, but the 

success of external consultant hires is both parties’ responsibility. This is also mentioned by 

some interviewees. The importance of having a common understanding of the assignment 

and being included in the organisation is reflected in the companies’ engagement in on-

boarding activities for consultants. Younger and Smallwood (2016) advocate onboarding 

activities to be essential elements in helping external talent succeed.  

 

Successful external consultants are also driven, self-motivated and flexible so that they can 

adapt to the company; developing an understanding for the organisation and its many tools, 

processes and work practices, but also its long-term focus and values becomes essential parts 

of their assignments. These aspects correspond with the findings that are related to 

unsuccessful external consultant hiring, where inflexibility and inability to work according to 

the ways of the company are stated. Falcone (2016) makes a similar description on hiring the 

right people for the right roles within an organisation, stating these to be self-motivated, self-

aware and taking responsibility for their results. These aforementioned practices are also 

related to firm-specific skills which Barney and Wright (1998) declare to constitute a firm’s 

sustainable competitive advantage as these skills cannot easily be replicated by competitors. 

The empirics from this thesis shows that the investigated companies to some extent expect 

consultants to possess firm-specific skills, which is interesting as Jackson et al. (2003) state 

that firm-specific skills cannot be contracted. Makarius and Srinivasan (2017) propose that 

situations where assignments are of higher complexity should be met with specific service-

level agreements or increased cooperation with selected suppliers to ensure continuity of 

competence. These strategies are currently used by the companies. 

 

Many of the interviewees mentioned benefits that emerge when prolonging contracts or 

rehiring the same individuals, when the interviewees know that a consultant fits (P-O fit) they 

might not take their chances with a new one, since anticipating whether a person will fit or 

not can be difficult. Such strategy can partly be related to subjective P-J fit which is described 

to be the greater determining factor for a hire’s later performance, being an interviewer’s 
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holistic interpretation of similarities between a job and a person (Thompson et al., 2015). As 

previously mentioned, firm-specific knowledge cannot be contracted as explained by Jackson 

et al. (2003), but by utilising recurring consultants the companies find alternative solutions 

for this kind of limitation. Yet, the interviewees most often mention insufficient competence 

as cause for unsuccessful hiring, which can be related to objective job-fit which analyses 

actual similarities between a person and a job (Kristof-Brown et al., 2005; Thompson et al., 

2015).  

 

Consultants are seemingly expected to fit into an assignment according to both P-O and P-J 

fit. Some interviewees mention disadvantages with rehiring the same individuals or 

prolonging contracts which may seem contradicting. But from the procurement department’s 

perspective, it becomes harder to negotiate agreements in their own favour if consultants are 

handpicked or reassigned. It can cause price fluctuations affecting the budgeting of projects, 

and they often rely on framework agreements with suppliers. From the manager’s 

perspective, who needs the consultant in his or her project, handpicking or reassigning hires 

who are known to possess the competence or understanding of the organisation can be much 

more effective as they quickly get up to speed and they already have company specific 

knowledge. 

 

All investigated companies work with preferred suppliers (consultancies and brokers) 

because doing so requires less administrative efforts and is favourable in regards to P-J (or P-

O) fit. For instance, these preferred suppliers develop an understanding for the P-O fit 

between consultants and the client organisations. Sporrong (2011) describes collaboration to 

be an important success factor in service relationships, and highlights the need for 

communication skills, attitudes, commitment and trust between both parties. This enables the 

consultants better support from within their consultancy, which is also confirmed by 

interviewees. Makarius and Srinivasan (2017) further state that creating stronger and better 

relationships with suppliers of talent can reduce cost and supply risk, which might be a reason 

for using preferred suppliers and framework agreements.   

 

Lastly, all companies engage in follow-ups or feedback sessions with both consultants, clients 

of the projects (who are internal within the company), and consultants’ managers. This is also 

mentioned by Younger and Smallwood (2016) who declare that these practices facilitate the 

company’s ability to successfully hire external consultants in the future.  

6.2 SRQ2: Do IT departments in manufacturing companies see a 

difference in hiring consultants and gig consultants? 

In most cases, the IT departments do not specifically choose between a consultant and gig 

consultant as their aim is to hire the person with the right competence. But since gig 

consultants often have high skill, knowledge and experience within a special competence 

area, they can be specifically hired when a more niched or front-edge competence is needed. 

This supports the findings by von Hippel et al. (1997) in which temporary workers are shown 
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to facilitate an organisation’s skill flexibility by providing niched competencies that are not 

frequently needed.  

 

Gig consultants are by several interviewees seen as more skilled and competent than 

consultants which can be related to the inclusive versus exclusive approaches to talent as 

described by Gallardo-Gallardo et al. (2013). The exclusive approach suggests that top 

individuals with the largest returns on investment should be subject to talent management, 

and in regards to consultants this approach is seemingly adopted by the investigated 

companies. This suggests that companies might favour gig consultants as they are perceived 

to possess higher competence, which is also seen in this study. Yet, the companies mention 

that consultants can be as competent and experienced as gig consultants, but that these often 

leave their consultancy to become gig consultants.  

 

Many companies prefer to buy from a consultancy if they want a whole service or solution 

delivered rather than a person. In these cases they prefer building a relationship with a larger 

provider. Looking into the specialist and generalist classification by Kang and Snell (2009) 

and Biederman (2014), gig consultants can be related to the specialist type which typically 

has deep and embedded knowledge within a domain and who are used for smaller, specific 

and detailed assignments. Generalists on the other hand, who in this sense can be more 

related to consultants are multi-skilled and use their knowledge in different areas and 

situations. They are typically used when there is need for adaptability to changes, broad 

experience in several fields and that the person needs to be affordable.  

 

Returning to Porter’s (1980) strategies for competition, gig consultants are differentiating 

themselves by competence and there were indications that they are more expensive than 

consultants. However, they usually provide more value per working hour according to the 

interviewees, why that might not be the case value-wise. Additionally, the consultancies who 

have top consultants charge expensively for these. Consultancies also compete by 

differentiation, but to a greater extent also price. Resource consultants (generalists) might not 

be as expensive as specialist ones per person so when providing a function or complete 

solution they have the cost advantage. Hence, when companies are out to get competence 

they might lean towards gig consultants, but when outsourcing a function they might lean 

towards consultants. Realistically, the reasons for either choice are probably many - firstly it 

needs to be clear how one outsource a function to a large number of gig consultants, and how 

these would take responsibility for its maintenance and uptime. Apart from this, the aspects 

defining successful hires (as explored in the previous research question) applies to 

consultants in general. 

 

Gig consultants often come in through relationships and networks. Relationships with 

consultancies and brokers are also important for the companies. As stated by Makarius and 

Srinivasan (2017), creating strong, potentially formal relationships can reduce costs and 

supply risks as it allows a more efficient and better quality exchange of talent. This is 

something the companies talk about as well, they have created formal relationships through 
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working with preferred suppliers and having framework agreements reduces the cost as every 

new hire does not need a new negotiation.  

 

None of the companies work with employer branding specifically targeted towards 

consultants or gig consultants, instead, they work with general employer branding that is 

mostly targeted towards possible future employees. According to Backhaus (2016), 

companies need to adapt their employer branding to the gig economy, as the best workers still 

need to be attracted even to shorter work relationships. Even though the companies do not 

work with employer branding for external competence, they still try to make sure that their 

consultants feel comfortable at their companies, and that they feel included and have 

interesting assignments so they want to return. However some companies mention that they 

give the most fun and challenging projects to their employees and the rest to consultants, but 

to attract the best gig consultants they must be able to provide these kind of projects to them 

as well.  

6.3 SRQ3: What advantages and disadvantages do the IT departments 

in manufacturing companies see with hiring gig consultants? 

Most interviewees mention that acquiring competence can be made easier and more flexible 

with the gig economy. There is an opportunity in aligning the competence-acquiring strategy 

with the competence needs, which is described by Cappelli and Keller (2014) as an 

increasing hiring strategy for strategic jobs that to some degree substitute workforce planning 

and internal development. Hence, the companies are able to differentiate the market by 

competence and price. One reason for why this advantage is frequently mentioned can be that 

the demand structure within IT has evolved over the years. Clients better understand their 

own needs due to developing internal competence as IT approaches the core competence 

league within many companies - hence they increasingly request specialist competence.  

 

With such saturating demand it is reasonable that a more granular demand structure follows. 

Burke (2011; 2012), von Hippel et al. (1997) and Young & Smallwood (2016) have also 

demonstrated the gap-filling benefits with temporary workers, utilising external hires can be 

an increasingly important component in a company’s strategy to stay competitive in a 

globalised economy in which technology advancements create such skill gaps. An advantage 

with gig consultants is also the possible access to more niched competencies which are not 

necessarily needed by internal employees (as mentioned in the previous questions). Niched 

competencies might become obsolete due to the fast pacing of the IT landscape, hence the gig 

consultants are perceived to be able to fill potential competence gaps. Gig consultants are 

probably more incentivised to develop their knowledge and skills as they constitute their 

strategic advantage, they are put in a risker position if their competence is outdated or 

becomes obsolete. On the other hand, senior consultants within a consultancy having a 

manager role or increasing responsibility for selling assignments to clients without having the 

day-to-day involvement might feel their competence starting to subside which can explain the 

increasing transitioning to gig consulting.  
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Competence gaps are currently a big issue in talent management according to Makarius and 

Srinivasan (2017) who state that organisations face a scarcity of talent making it hard to fill 

empty positions and that there is uncertainty of what skills and competencies that 

organisations will need in the future. Talent needs are further hard to estimate due to the rapid 

changes in organisations, and that the interviewees mention this niched competence 

advantage is not surprising. Cappelli (2008) describes talent pools as a strategy for meeting 

talent needs that are constantly changing, in which employees are developed to fit a wider 

range of jobs and fill talent gaps when needed (becoming more of a generalist type). Thus, 

diminishing niched or expert competencies in organisations would explain some of the gap 

filling advantages that emerge with the gig economy and gig consultants, according to 

interviewees. Furthermore, businesses are able to better manage risk when pursuing more 

uncertain business opportunities when utilising temporary workers such as gig consultants. 

Would these business opportunities later prosper, the temporary workers can be substituted 

by employees (Burke, 2011 and 2012). 

 

One interviewee explicitly mentions that the gig economy allows them to access the best 

people in the market for a longer period of time and that they do not care if those are 

consultants or not. The statement implies that being able to access front-edge competence is 

of great value and that they find it hard to acquire or develop the best competence otherwise. 

Jackson et al. (2003) similarly explains that training and developing employees to acquire 

knowledge-based resources can be time consuming and inefficient, because this might require 

employees to already possess competence within the area. Interviewees even believe that it 

will probably be harder to recruit for some positions in the future due to a growing number of 

gig consultants, especially the ones that are perceived to be less flexible. Furthermore, 

employees might be lost to the gig economy when they are confident enough about their level 

of competence, that employees will see gig consulting as a more beneficial way of work. 

George (2003) also points out that employees might believe there to be less upwards mobility 

and support for internal employees when the amount of external consultant hires increases.  

 

Cappelli (2008) explains that there is a risk in producing too little talent within the 

organisation but that it is less costly to hire externally than losing well-developed internal 

employees. Hence, he suggests that organisations should strive to not have an inventory of 

talent but rather fill talent demand with external hires. The gig economy and gig consultants 

are seemingly able to deliver on those points according to the viewpoints of the interviewees. 

 

Almost all companies mention the uncertainty in situations where gig consultants get sick or 

when additional competence is needed, as the supposition is that broker firms do not take 

responsibility for the deliverance in such situations. However, interviewees mention that 

brokers might in some cases take responsibility for replacing the person  (possibly depending 

on the terms and conditions of the contract). Sporrong (2011) emphasises that collaboration is 

an important success factor in service relationships. Trust, communication, commitment and 

attitudes are all described here as important factors, but the results from this study shows that 

they are not as present at least between larger broker firms and the investigated companies. 
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Further disadvantages mentioned with the gig economy and gig consultants are that gig 

consultants’ differing rates can become disruptive for a department’s budgeting and that 

preselecting external hires can make it harder for the procurement departments to negotiate 

favourable agreements. However, brokers are often included in the companies’ preferred 

suppliers and with the framework agreements that apply, these practical issues should be 

resolved. Moreover, maneuvering between a large number of gig consultants instead of 

having one contact person from a consultancy would prove challenging. Also, there seems to 

be contradicting statements when it comes to the loyalty of gig consultants. Some 

interviewees believe that gig consultants care more of what type of assignments they do 

rather than if they like the contracting company, whilst other interviewees mention that gig 

consultants are in fact highly loyal to the company since staying there means they do not have 

to seek new assignments. 

 

6.4 MRQ: How do IT departments in manufacturing companies 

currently work to successfully utilise external consultant hires, and 

how will this be affected by the gig economy? 

In order to discuss the main research question, the sub research questions first had to be 

analysed. These created the foundation for the main question. They way the investigated 

companies utilise external consultant hires in their projects and assignments is not too 

dependent on whether it is a consultant or gig consultant, they are treated quite equally when 

they are on board. The same prerequisites for success in projects applies to both gig 

consultants and consultants, and there is not a difference in their desired personalities. For 

external consultant hires to succeed, the projects foremost need to be well defined and 

expectations need to be clear no matter consultant or gig consultant. Although, the 

responsibility also lies on management to assure consultants have the support they need to get 

up to speed and deliver well.  

 

The companies say that mostly, they do not specifically choose between hiring a consultant 

or gig consultant, they just go for competence. There are however some differences between 

both consultant types - gig consultants are perceived to be more of experts in comparison to 

consultants, why they might be used in situations where special or front-edge competence is 

needed. Consultants can on the other hand be used in situations where a company needs to be 

delivered a complete solution, as a consultancy can provide larger capacity than a single gig 

consultant.  

 

To access external consultants, the IT departments work with preferred suppliers with whom 

they have framework agreements. The suppliers include both consultancies and brokers, from 

where they get both regular consultants and gig consultants. Advantages with having 

framework agreements are that the administrative efforts decrease as negotiations and points 

of contact are reduced, and strong relationships with these suppliers can make the 

matchmaking of competencies and needs more accurate as the suppliers know what the 

companies want.  
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The gig economy provides a flexibility that is appreciated by companies as they can better 

align their consultant hiring strategy with their needs and get access to talent ad-hoc. Another 

aspect discussed by interviewees was who actually takes responsibility when a gig consultant 

comes in, as that person is on their own and does not have a consultancy firm backing them 

up if necessary. The brokers do not seem to take responsibility for the actual delivery as they 

just mediate and manage the contracts between gig consultants and the companies, but some 

interviewees mentioned that they are sometimes responsible for replacing a gig consultant if 

he or she quits the assignment for some reason. It seems to lie in the companies’ interest to 

have someone, possibly the broker, take full responsibility for the delivery so that they know 

that the assignment will be finished, similarly to consultancies who send a new consultant. 

For some of the interviewed companies, having this assurance would make them increase 

their use of gig consultants.  

 

After having interviewed the different companies, the authors’ understanding is that the gig 

economy is not something that will completely change the way the companies access and 

utilise external consultant hires. Many of the companies have worked with gig consultants (or 

independent contractors) for a long time. It has been said that digital platforms are driving the 

growth of the gig economy (Younger, 2018), but the companies do not use digital platforms 

to search for competence themselves - they rather send a request to these brokers and they 

search their platforms and networks. Additionally, hiring gig consultants seems to be more 

complex than just finding someone from a digital platform and it is very important to find the 

right person, as opposed to gig workers for easier tasks such as when taking an Uber ride. 

When it comes to easier tasks, the job just has to be done, but in terms of gig consultants, the 

companies are striving for top talent and quality. Even if the companies are not experiencing 

a complete change in their use of consultant hires, they are experiencing an increase in the 

amount of gig consultants and are expecting them to keep on increasing. Thus, one big 

impact of the gig economy will be a larger talent pool of highly competent independently-

working individuals but the companies’ processes of utilising external consultant hires are 

not likely to drastically change. The companies might however be affected if their own 

employees decide to become gig consultants instead of employees.  
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7. Conclusion 

 
In this final chapter, conclusions are drawn from the analysis and discussion. In this chapter, 

the three sub-research questions are shortly answered, followed by the main research 

question. This chapter also includes sections on further research and managerial 

implications. 

 

7.1 Answering the research questions 

There are several aspects included in a successful external consultant hire. For instance, a 

successful consultant is able to quickly become part of existing teams, develops an 

understanding for the organisation, is driven, self-motivated and flexible, and willing to share 

his or her expertise and knowledge with team members such as internal employees. A 

successful external consultant hire is also when the project is finished in time with the desired 

result. To ensure successful consultant hires, the projects and assignments need to be highly 

specified and there needs to be clear communication between the hiring company and the 

consultant.  

 

In most cases, the IT departments do not specifically choose between a consultant or gig 

consultant as they just want to hire the person with the right competence. But the companies 

do see a difference between consultants and gig consultants as gig consultants are in many 

cases perceived as higher skilled and more competent than regular consultants. Therefore, gig 

consultants are often specifically hired when a more niched or front-edge competence is 

needed. Many companies instead prefer to buy from a consultancy if they want a whole 

service or solution delivered rather than a person. In these cases they prefer building a 

relationship with a larger provider.  

 

The main advantages with hiring gig consultants are that acquiring competence can be made 

easier and more flexible, and they can also access more niched competencies. Niched 

competencies can become obsolete due to the fast pacing of the IT landscape, but as gig 

consultants can be quickly switched out this is not an issue. The main disadvantage is that it 

is unclear who takes responsibility if a gig consultant cannot deliver as they are not part of a 

firm who can send a replacement. However, some brokers seem to replace the gig consultant.  

 

By combining the answers from the sub-research questions, the main question can finally be 

answered and thus the purpose of the thesis is fulfilled.  

 

“How do IT departments in manufacturing companies currently work to successfully utilise 

external consultant hires, and how will this be affected by the gig economy?” 

 

To access external consultants, the IT departments work with preferred suppliers with whom 

they have framework agreements. These suppliers include both consultancies and brokers, 
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from where they get both regular consultants and gig consultants. In general, successful 

consultants are sufficiently competent and able to quickly adapt to the company. 

 

The companies see differences between consultants and gig consultants, where the gig 

consultants are mostly seen as more of experts. The companies do not usually choose 

between a consultant and gig consultant however, they are rather pursuing the right 

competence. Almost all companies think that the gig economy will continue to grow, and that 

their use of gig consultants will increase as more gig consultants means easier access to top 

talent. If the disadvantages with hiring gig consultants can be minimised, the companies are 

likely to increase their use of gig consultants where top talent is needed. This requires clarity 

in who takes responsibility for a gig consultant’s delivery, and that companies adapt to the 

gig economy so that positions can be successfully filled by a gig consultant.  

7.2 Contributions 

The results of this thesis contribute to the understanding on how talent is managed when 

labour market shifts toward more flexible relationships. Rather than investigating how talent 

management works in traditional long term employments, the thesis has investigated the 

supply side of talent in terms of flexible relationships enabled by external consultant hiring. 

Within this area, there are contributions in terms of how companies view regular consultants 

from consultancy firms and gig consultants who are independent contractors, and the 

differences and similarities between them. In particular, this thesis has contributed with 

insights in how IT within manufacturing companies work with their external talent 

management.  

 

The gig economy has been studied in recent years, but the focus has mostly been on the lower 

skilled work on digital platforms and their labour conditions. As gig consulting within IT 

requires higher skill, this thesis contributes with information on higher skilled work as done 

by gig consultants in the gig economy and how these are used by IT departments of 

manufacturing companies today.  

7.4 Further research 

The results of this study provides a quite broad picture of the gig consultants within 

manufacturing IT, as three sub research questions were answered. It can therefore provide a 

foundation for deeper future studies within the area.  

 

There are several areas identified where further research is needed. The main area for further 

research is whether the gig consultants working for manufacturing companies share the 

companies’ views on the gig economy and its advantages and disadvantages, and if there are 

any additional advantages or disadvantages seen by them. Additionally, these need to be 

further studied in other environments within the manufacturing industry, such as paper and 

pulp or pharmaceuticals, in order to understand if the results are also valid within other 

contexts of IT. As this study was conducted in Sweden, other geographical areas could be of 
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interest. As interviewees who work with IT within product development were scarce, it 

would also be of interest to study whether these have different opinions on consulting, gig 

consulting, talent management and the gig economy.  

 

As the gig economy is partly driven by the emergence of digital platforms for matching gig 

consultants or workers with assignments, the platforms and how they operate are of interest 

for future research. It would be interesting to get an understanding on how the gig consultants 

themselves see these platforms and what role these will play in the future, for example how 

the consultancy-owned ones will compete with pure platform-companies. Additionally, what 

makes these platforms more or less attractive as well as what motivates the gig consultants 

into choosing certain companies to work for could be of interest. 

 

Further research is needed in regards to diversity and inclusion of external hires. As adapting 

to the company and to some degree - the community - is ranked high, there could potentially 

be a risk of excluding benefits from diversity. Hence, there might be a difference between 

what the companies view as a successful external consultant hire for the purpose of their 

specific project, and what actually is a successful external consultant hire from a long-term 

perspective. Another question that arise is whether gig consultants are more diversity minded 

in comparison to consultants. 

7.5 Managerial implications 

IT departments within manufacturing companies that sometimes find it difficult to access 

high competence due to for example unfavourable geographic location, product portfolio 

attractiveness or other aspects could develop their employer branding and value proposition 

specifically towards temporary workers such as gig consultants. The gig economy presents an 

opportunity to fill competence needs in companies, especially niched ones. Companies 

should develop their strategy for filling internal competence needs to include the gig 

consultants. Such a strategy could counteract having internal competencies that risk 

becoming obsolete, while developing internal employees to fit a broader scope within the 

company. 

 

Consultancies or brokers that either utilise gig consultants to reinforce their own capabilities 

towards clients (consultancies sometime use sub-contractors in their own teams), or provide 

clients with gig consultants need to be even more transparent about what responsibility they 

take in this process. It is not just a matter of being able to replace a gig consultant, but to 

ensure that the replacement is equally or more competent. Hence, stronger relationships 

between the supplier and its gig consultants are advantageous. 

 

The fact that consultants or gig consultants share knowledge with internal employees is 

shown to be an important aspect of successful external hiring. However, that knowledge often 

constitute their competitive advantage. Companies therefore need to make sure that there is 

an internal incentive structure for external consultants to actually share knowledge. 
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Appendices 

Appendix A: Methods for literature review 

 

Search tools and keywords   

To initiate the search, keywords were identified. These were combined with additive words to 

generate more specific results, see Table A.1. A keyword search was done, and then a 

backward and forward search was conducted, mainly on backward and forward references 

searches. The results from the searches were assessed and the information was read through, 

and if useful, provided several other sources. When search results were not defined enough, 

boolean operators were used to get a more focused result. When a good result seemed to be 

achieved, the abstracts were read. If the abstract seemed relevant, the whole source was read 

through in detail and used for the thesis. The search words which generated relevant results 

were added to the table. 

 

Table A.1: The keywords and additive words for the initial keyword search. 

Keyword Additive word 

Human Resource Management  

Supply chain management talent, service 

Mass customisation manufacturing 

Knowledge  management, management consulting, transfer 

Consultants, Consulting hiring, procurement, successful hire, best practice, recruiting 

Servitisation  

Industry 4.0  

Employee, Employment, Employer successful, successful hire, success factor, best practice, 

performance, ideal, ideal sweden, branding, branding gig 

Talent  management, sourcing, acquisition, relationship management, 

freelancer, external, 

Gig, Gig economy platform, consulting, hire 

Competitive strategy  

Diversity inclusion, benefits, risks 

Human capital  

 

As recommended by Wu et al. (2012), several search engines were used, as different search 

engines provide different results for the same search. The main search tools used for this 

thesis were Forrester, Social Science Research Network (SSRN) and KTH Primo (KTH 

Library’s search tools for peer reviewed journals, books and other sources). Google Scholar 

and Web of Science were also used, but these yielded fewer and less relevant search results. 
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Sources 

Both primary and secondary sources were used for this study. The primary sources were 

mainly the interviews conducted by the authors of this thesis. The secondary sources studied 

in the literature review were e-resources, books, journals and business blogs. In order to keep 

up with recent literature for review, newer sources from later than 2010 were prioritised. 

However, these were few and the search was expanded to include sources from year 2000 

until now. As these were reviewed, their sources were backtracked and in these cases, the 

literature is sometimes from before year 2000. Occasionally, theory was also used even if it 

was from before year 2000 when it still seemed relevant and reasonable. For theory, only 

scientific journals and books (peer reviewed material) have been used, but for word 

definitions and finding information about current market trends, company reports, blogs, 

news articles and similar sources have been used. 

 

Source criticism 

California State University (2010) proposes a method called the “CRAAP test” for evaluating 

information and sources. CRAAP is an abbreviation for Currency, Relevance, Authority, 

Accuracy and Purpose. Their meanings, and what questions to answer under each category 

can be seen in Table A.2. For this thesis, the CRAAP test was used for source evaluation. If 

the answers to the CRAAP questions were not good enough, the inspected source was 

disposed of and the literature search continued. 

 

Table A.2: California State University’s (2010) CRAAP test with descriptions. 

 Currency Relevance Authority Accuracy Purpose 

Description “The timeliness 

of the 

information” 

“The importance 

of the information 

to your needs” 

“The source of the 

information” 

“The reliability, 

truthfulness and 

correctness of the 

content” 

“The reason the 

information 

exists” 

Questions for 

source 

evaluation 

When was it 

posted, 

published or 

revised? Is the 

information still 

relevant? 

Is the information 

related to the topic, 

who is the 

information 

targeted toward 

and is it deep 

enough? 

Who is the author 

and the 

stakeholders? Is 

the author 

qualified? 

Is there evidence 

for the information 

and where does it 

come from? Has 

this been 

confirmed and is 

the information 

unbiased? 

Is the 

information’s 

purpose to 

inform, sell, or 

persuade? Are the 

purposes clear 

and does the 

information seem 

objective? 
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Appendix B: Interview guide 

1. Can you describe your role and for how long you have been in company [Name of Company]? 

2. When and in which situations do you identify the need for reinforcing the business with 

external resources instead of developing the competence of internal resources? 

a. What assignments do you use external resources for? 

b. What assignments or competencies would you not use external resources for? 

c. Is the amount of external hiring increasing or decreasing? How does this affect 

careers internally? 

d. How are these procured and who can offer and provide external resources? 

e. How do you predict and plan your competence needs? 

f. In what situations would you use a gig consultants? 

i. How do you ensure access to relevant gig consultants when you seek external 

resources? 

ii. In what situations do you hire competence from a consultancy? 

iii. What is the difference between these occasions? 

g. How many of your assignments require external resources to work on-site, and how 

many could be done remotely? 

h. Can you describe in detail what the process looks like from that you have an acute 

competence/resource need until you have hired a consultant or gig consultant, or 

recruited?  

i. How often do these acute needs occur? Does the process look the same when 

less acute needs occur? 

i. How long does it usually take from when identifying a competence need til that 

person starts working? Is the time it takes a problem, and if so, what could solve that 

problem? 

i. Does it differ between gig consultants / consultants and employees? Does it 

differ based on whether it is a very specific competence or not? 

j. Describe an opportunity when you had a hard time getting hold of a consultant or a 

gig consultant with a certain competence. Why did that happen? 

3. What driving forces will affect your capacity planning in the future? What difficulties does 

the industry face when it comes to supply of competence and resources? 

a. What are the biggest advantages and challenges for your company as the number of 

gig consultants increases? 

i. Have you experienced that you lose employees who become gig consultants 

to a great extent? 

b. How do you plan to meet these challenges? 

c. Do you work with any kind of employer branding aimed at consultants and gig 

consultants, and if so, how? 

4. From your perspective, what is the biggest difference between a gig consultant and a 

consultant who comes from a consulting company? 

5. What do you count as a successful hire of a consultant and a gig consultant? 

a. What prerequisites need to be in place for a project/assignment to be successful when 

hiring a consultant and a gig consultant, and how do you proceed to ensure these 

prerequisites? 

b. What quality systems do you have in place to evaluate and feedback an external 

resource's efforts and achievements? How often does this happen, and is it different 

from an internal resource (employee)? 
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c. How do you know that a person is "the right match" for an assignment? What factors 

affect if you choose a person over another? 

i. What characteristics should the person have? 

6. What would you say are the biggest contributing factors / barriers to that the result from an 

assignment have not met your expectations? 

a. Describe a situation when you hired a gig consultant and your expectations were not 

met. 

b. Describe a situation when you hired through a consulting company and your 

expectations were not met. 

c. Are these barriers also found in projects made by employees? 

d. What do you do to avoid these barriers? 

7. How does the relationship between you and the person in a consulting company that is 

responsible for manning a consultant differ from the relationship between you and a gig 

consultant? Do you think this will change in the near future? 

a. Do you prefer to have direct contact with the person you externally hire or to have an 

intermediary? Why? 

b. How do relationships and networks affect your choice of partners, both consulting 

firms / platforms and gig workers? 

i. How often do you use recurrent people? 

1. In what situations, and what determines if you bring back the same 

person? 

c. What difficulties do you find when it comes to communication with external 

competence compared to an ordinary employee, so that both parties agree on what to 

do? 

i. Is there any difference in this between gig consultants and consulting 

companies? 

8. In IT consulting, in which areas are the greatest competence and resource needs found? 

a. What do you define as strategic competencies within the company? 

b. What types of assignments will you have in the future? 

9. Do you use digital platforms for your hiring of gig consultants today, if so, which ones and to 

what extent? 

a. Why do you choose these platforms? 

b. Do you think your use of these platforms will increase or decrease in the future? 

c. Do you have an idea of what an optimal network / platform to hire from would 

contain, if you had to choose? What would it look like - what features? Who would 

own it?  
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Appendix C: Overview of coding and quotes 

 
 


