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ABSTRACT

Proper utilization of contingent/freelance workers has now been recognized as
contributing to a firm’s competitive advantage, according to Accenture’s Tech Vision 2016
report. Thus, in the light of the growing importance of the contingent/freelancing population
in an organization, this study attempts to identify factors which foster leadership strategies
among marketing contingent workers which in turn will assist in developing their skills set.
Based on the social cognitive theory of career management, the study proposes a model
where freelancers’ human capital leads to active participation in employability activities,
which affects self-leadership—behaviour-focused strategies, natural reward, and
constructive thought patterns. For the present study, data were collected from around 384
freelancers of India. Hierarchical regression analysis and Process-Macros test the proposed
relationships between human capital, self-leadership strategies, and employability activities.
Results show a significant impact of human capital on self-leadership strategies and
significant mediation of employability activities on the said relationship. The results obtained
assist human resource professionals in promoting the use of self-leadership strategies by
marketing freelancers.

Keywords: Self-leadership Strategies, Employability Activities, Human Capital, Marketing
Contingent Workers, Freelancers in India.

INTRODUCTION

Neck et al. (1995) defined self-leadership as a process through which employees inspire
themselves to achieve self-motivation and self-direction, essential for performance. Manz
(1986) proposed self-leadership that allows one to naturally motivate and manage oneself to
perform tasks or activities required to be done. The self-leadership process is facilitated by
using both behavioural and cognitive strategies (Accenture, 2016). These strategies
collectively are called self-leadership, which can apply in organizations (Neck & Houghton,
2006). The self-leadership strategies are beneficial for all the individuals at the workplace,
especially the emerging liquid workforce and freelancers. Gupta (2018) suggested that a
liquid workforce can be ‘seasonally’ detached and attached easily as per an organization’s
strategic and operational contingent needs. Freelancers occupy an important place in the
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Indian economy as this category is as big as 15 million in India according to Payoneer
Freelancer Income Survey (Payoneer, 2020) and growing at a rate of 20% every year.
Freelancers are not bounded to any particular company and choose their project and work
according to their own will (Jha et al., 2019).

Freelancers need a positive and focused approach to their personal skill sets to have a
consistent profession. Especially in marketing department, contingent workers are hired to
handle contingent works such as for project testing, implementation, consultancy and many
more Deloitte, NA. It has also been seen that hiring the contingent workers during festive
times are also common marketing strategy to handle high sales and demand from consumers
in India (Chitra, 2018).

Moreover, contingent workers to remain employable need to keep abreast with new
technology and skills to sustain their careers. Hence, one can say that freelancers to keep
themselves performing need self-leadership strategies as a self-control mechanism. Also,
high human capital helps these freelancers keep upgrading new skills required to keep getting
business and have relevant skills to cater to client needs. Freelancers are hired for their
expertise and niche skills; thus, human capital helps them keep innovating according to client
needs. The present study aims to test and provide evidence-based finding on to what extent
human capital help freelancers in the use of these self-leadership strategies.

LITERATURE REVIEW
Human Capital in Marketing Force

Human capital is defined as “the knowledge, skills, competencies, and attributes
embodied in individuals that facilitate the creation of personal, social and economic well-
being” (OECD, 2001). Human capital is the cumulation of all the activities one engages in,
such as migration activities, training on-the-job, and involvement in education and health
which facilitates productivity in the labor market (Lee et al., 2012). According to Dess &
Picken (1999), human capital is the aggregation of all the individuals working in an
organization’s knowledge, capabilities, experience, and skills. These capabilities fit work and
add to the reservoir of one’s knowledge, experience, and skills through learning. Therefore,
human capital is vital and provides a competitive advantage to the organization as it is
relatively difficult to imitate, purchase or duplicate (Larson & Luthans, 2006). Human capital
enables the marketing worker to acquire knowledge, for example, how to sell life insurance
to a customer or a supercomputer to an industrial buyer (Dubas & Nijhawan, 2007). The
selling process itself makes salespeople more experienced in general and specific skills. The
employer's decision whether to hire contingent worker depends on expected returns from that
worker, in terms of sales and revenue generated, thus, high human capital makes these
contingent workers more likely to get hired.

Self-Leadership Strategies of Marketing’s Contingent Workforce

Organizations impose multiple controls of varying types on individuals. These control
mechanisms are required to identify appropriate behavior, set standards for ideal behavior,
individual monitor behavior. One effective way to exert organizational control is to influence
individuals through rewards and reinforcements at their workplace. Another outlook views
each individual as possessing and exercising some internal self-control. Self-leadership is
posited by Manz (1986). According to Houghton et al. (2004), self-leadership is initiated with
three strategies: constructive thought patterns, natural reward strategies, and behavior-
focused strategies. With the aid of these strategies, individuals are empowered, and better
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control their actions, leading to direction and supervision of all the actions and behavior
necessary to achieve the work goals. Since the contingent workers are outside the purview of
control mechanisms of the organizations, the internal control becomes important, especially
in the marketing context, which is target and number driven (Singh et al., 2017).

This can be achieved, by the marketing contingent worker, by indulging in the use of
self-leadership strategies.

Employability Activities (Mediating Variable)

During work tenure, marketing employees undertake several activities to enhance and
maintain their employability. These activities include indulging in career self-development
activities for work experiences and extending knowledge (Van Dam, 2004). In today’s
dynamic market, career advancement is possible only when marketing employees involve
themselves in self-driven career management activities and become their masters and
representatives of their marketing careers (Sammarra et al., 2013). This transfer in the career
management activities and employment relationship indicates that employability activities
have become a standard strategy for success in a marketing career (Lo Presti et al., 2018).
Especially this situation holds true to the freelancers who, to remain employable, have to
engage in various career development activities because they have to get along with some
conventional organizational rights and more significant job uncertainty than traditional full-
time employees (Osnowitz, 2010). Also, the onus of sourcing business/projects lies based on
the freelancer himself, thus, making employability activities an essential part of their skill set.
Other than being employable, several studies have indicated that employability activities
have a significant positive association with career satisfaction (De Vos et al., 2011). ‘Social
cognitive career theory’ posits that involvement in career-relevant activities, such as
employability activities, is considered the determinant of self-management mechanism (i.e.,
self-leadership) and outcome expectations such as human capital (Brown et al., 2011).

Research Gap

As organizations move to an alternate set of marketing workers, like liquid/contingent
sales force, it becomes necessary to understand how this workforce adapts in modern
organizations and what drives their performance. These sales contingent workers, work
simultaneously for multiple clients and are not committed to a single client. Also, they are
bound by a contract, which defines their work, compensation and incentives, for example,
Insurance agents, door-to-door sales executives, advertisement agents, etc. These marketing
freelancers are beyond the external control mechanisms of the organizations (Jha et al.,
2019). Also, they do not enjoy the benefits of the organization’s employee development
activities (Gupta, 2018). Thus, freelancers are left to develop and upgrade themselves for all
employability-related activities. Hence, this study aims to investigate whether human capital
impacts indulging in self-leadership strategies in the sales freelancers’ context. Also, this
study intends to evaluate the role of employability activities between the association of
human capital and self-leadership Figure 1.
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HYPOTHESES DEVELOPMENT

Past studies have examined several antecedents of self-leadership, and the most
researched antecedent is personality traits (Houghton et al., 2004; Furtner & Rauthmann,
2013). But limited studies are available that have explored the influence of the factors which
build a marketing freelancer’s human capital. Human capital comprises those factors that
make one achiever and successful and increase one’s performance and productivity (Becker,
1993; Schultz, 1961; Sidorkin, 2007). Human capital comprises work experience, self-
confidence, knowledge, abilities, and others (Sidorkin, 2007). These factors allow one to
control and regulate one’s behaviours and actions, such as self-leadership. Furthermore, an
individual’s internal motivation increases due to improved productivity, leading to more self-
influencing behaviour that complements a higher level of human capital. Thus, grounded in
the elements that comprise human capital, we hypothesize the following association.

H.: Human capital is positively related to self-leadership strategies.

Human capital makes one eligible for the job market. Therefore, one can say that the
factors that comprise human capital positively affect one’s job-seeking behavior and aids in
grabbing employable opportunities (Vinokur et al., 2000). If one internalizes human capital,
one can hold the possibility of accessing job-related information. After that, one can easily
have more occupational opportunities than others (Kwon, 2009) thus indulging in
employability activities. In particular, we argue that the highly educated people, those who
have greater experience with work, and those who invest more time, energy, money, and
resources in upskilling are better able to reap higher benefits for themselves. Hence, in turn,
able to influence their work behavior (Dakhli & De Clercq, 2004). According to Cannon
(2000), human capital enhances the gross productivity of individuals because humans act as
an input for economic-related activities considering their physical and intellectual efforts.
Thus, based on the above argument, the following hypothesis.

H,: Employability activities mediate the association between human capital and self-leadership.
RESEARCH METHODOLOGY

The study captures the perception of freelancers through survey measures. All the scale
items are anchored on a Likert Type scale. Here one means ‘strongly disagree’ and five
‘means strongly agree.” Self-leadership strategies are measured through Abbreviated Self
Leadership Questionnaire given by Houghton et al. (2012). The employability Activities is
assessed by Employability Activities scale developed by Van Dam (2004). Human Capital is
measured with three factors - participants’ age, years of education, and years of service. A
weighted average of all the three factors are taken as a composite score as suggested by
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Larson & Luthans (2006). The hypothesized relationships are ascertained using Hierarchical
Regression Analysis.

Data was collected from (N=384) freelancers working across major cities of India.
Participants were randomly picked from the freelancers’ portal www.worknhire.com. A
marketing project was posted for the freelancing survey, and the interested participants were
given the survey link (Google form). The respondent’s average age was 30.1 years. Around
6.9 years is the average total experience. Approximately 29% of the respondents were
female, and 71% were male. We informed these respondents in advance that participation is
voluntary. They were communicated about the objective of the survey being administered.
The respondents are aware that this is to assess their perceptions of work-related attitudes and
that information would be evaluated as an aggregative measure. This means no individual
responses would be highlighted particularly. As a token of gratitude, an incentive is promised
to the respondents.

RESULTS

The data were analyzed using SPSS software. First, reliability and correlation
coefficients were calculated for all the study variables, followed by Regression analysis to
test the proposed hypotheses.

The Cronbach alpha reliability estimates for the self-leadership scale was 0.924 (9
items), Human capital scale was 0.880 (3 items) and for the employability activities scale was
0.861 (6 items), all these three values are more than 0.7 (Hair et al., 2010), hence it confirms
reliability of the scales. The Descriptive and correlation analysis is given in Table 1.

DESCRIPTIVES AND-EIa(gIEIéLELATION ANALYSIS
Variable Mean Standard Deviation 1 2 3
1. Self-leadership 4.03 0.75 1
2. Human Capital 6.82 1.42 0.481" 1
3. Employability Activities 4.00 0.70 _ 0.573" 0.358" 1
Note: Cronbach’s alpha values are given in the pa::ir:g:je;es. Correlation is significant at the 0.01 level (2-

The composite human capital score was calculated by taking a weighted average of age
(60%), total experience (20%), and education (20%). These weights were assigned in order of
learning based on each of them. Age contributes maximum to the building up of skills and
attitudes required at the workplace, then education and experience. Hypothesis 1 (H;) was
tested using linear regression, and hypothesis 2 (H2) was tested using process MACRO by
Hayes. The impact of human capital on self-leadership was significantly established ($=0.19,
p=0.050"). The partial mediation of employability activities on the relation between self-
leadership and human capital was also established significantly. The details of regression
results are compiled in Table 2.

Table 2
STANDARDIZED COEFFICIENTS AND THE INDIRECT EFFECTS
Regression Model B SE t p LLCI ULCI
Outcome: Self-leadership
Human Capital 0.19 0.02 1.92 0.050* 0.00 0.10
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Employability Activities 0.57 0.04 | 13.67 <0.001** 0.52 0.70
Bootstrapped

Conditional Indirect Effects Effect SE LLCI ULCI

Employability Activities* 0.01 0.01 0.00 0.06

Note(s): "Lower and upper-level confidence intervals (LLCI, ULCI) exclude zero, indicating significant
mediation. n=384. p<0.05. The standardized regression coefficients are presented.

DISCUSSION

The present study’s findings provide support and evidence for the prepositions of
marketing management scholars regarding the vital role of human capital towards different
work outcomes (Hitt et al., 2001). The results help establish the relationship between human
capital, self-leadership, and employability activities. This study found enough empirical
support for the positive influence of human capital on self-leadership and employability
activities, for marketing contingent workers. Results could establish a significant relation of
human capital with self-leadership. For freelancers, every client and job is different, which
may or may not motivate them. The freelancer indulges in self-leadership strategies to make
the job more pleasant and motivating. Previous researchers have already identified a few
antecedents (Houghton et al., 2004; Neck & Houghton, 2006). The current study is an initial
step to identify and empirically establish human capital as the antecedent to self-leadership.
Edmondson (1996) suggested that leadership and human capital are significantly related.

The result of our study also helped to successfully establish the mediation of
employability activities in the relationship between human capital and freelancers’ self-
leadership strategies. Past literature suggests that the activities individuals undertake to
improve and keep themselves employable are essential (Van Dam, 2004), thus, already
establishing a positive impact of employability activities (Lo Presti et al., 2018), which is
further also re-affirmed by our findings. As freelancers are not attached to a single
organization thus, the onus of their career growth lies solely on themselves and not on any
client organization since the association with any client is very task-specific. Indulging in
employability activities is likely to give them confidence by participating in developmental
activities that help them remain employable for the longer term, make them more internally
motivated, and use self-leadership to regulate and manage their behavior. Freelancers with
self-leading intent take themselves as a reference point; they strive to improve themselves by
getting involved in employability activities.

THEORETICAL AND PRACTICAL CONTRIBUTION

Human capital is of paramount importance for the competitive advantage of organizations
because the workforce’s knowledge and skills are considered unique and hence cannot be
imitated or easily duplicated or purchased (Larson & Luthans, 2006). Therefore,
organizations have started investing in individual human capital that will make the
organization’s collective human capital. The skills/knowledge that the organizations do not
possess that is outsourced increases the organization’s overall human capital.

Thus, freelancers with expertise and niche skills become imperative to client
organizations. The findings emphasize the importance of human capital for increasing
marketing freelancers’ self-leadership strategies. As stated earlier, these freelancers do not
enjoy the benefits of training and development as the organization’s employees do. Also, they
are hired for the skills and expertise they possess. Thus, it becomes necessary for them to
keep upgrading their skills and make themselves employable. As a practitioner’s prism, it
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will be helpful to understand the human capital that individual marketing freelancer brings
with them while working for the organization. That individual human capital must
complement and increase the overall organization’s human capital and thus, serve as a
competitive advantage for the organization. Therefore, it benefits both the freelancer as well
as the organization. The study also paves the path for further research into the self-leadership
strategies of freelancers. It emphasizes and tests the application of Social Cognitive Career
Theory on freelancers. This will broaden the horizons of both self-leadership and human
capital domains.

CONCLUSION

Thought the prime contribution of the present study is the empirical examination of the
additive value of human capital towards self-leadership strategies in the marketing
workforce. The findings reveal a significant positive impact of human capital on self-
leadership strategies of marketing contingent workers. Extant literature and previous research
have demonstrated that human capital is vital in an organization as it aids in understanding
and managing human resources. Knowing that self-leadership adds value to human capital in
predicting freelancers’ desirable attitudes will generate future research to see if it holds in
other samples and environments.
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