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The world of work is undergoing a profound shift. Independent talent, freelan-

cers, contractors, and consultants now power a major share of the global wor-

kforce. By the numbers, businesses spend an estimated $1.9 trillion globally on 

independent workers each year, according to Staffing Industry Analysts. That 

figure isn’t just a number with a lot of zeros; it’s a signal of how deeply freelance 

work has become embedded in the way companies operate.

Today, independent professionals account for approximately 30% of the global 
workforce, making this the fastest-growing segment of the workforce. This re-

presents enormous potential: access to specialized skills, flexibility to scale quic-

kly, and the ability to adapt to changing market demands. But it also presents 

new challenges.

Despite the size and importance of this talent category, many organizations are 

still unprepared. Too often, freelance engagement happens in silos. Managers 

hire ad hoc, compliance, and legal teams are left scrambling (if they’re even 

aware), and finance lacks visibility into spend. The result is friction and risk, plus 

untracked skills and unplanned costs.

This guide is our invitation to think differently. Independent talent is not a tem-

porary solution or a cost-saving tactic. It is a cornerstone of how the most resi-

lient and innovative companies will operate. By developing a deliberate freelance 

strategy, leaders can build organizations that are more agile, more competitive, 

and better positioned for the future of work.

Morten Petersen, CEO and Co-Founder, Worksome

Foreword
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Introduction

This world never hits pause. Our markets shift, demand spikes, and your competitors don’t 
wait. The companies that thrive are the ones that move fast — scaling and adapting their work-

force up or down with ease.

Traditional hiring models with long recruitment cycles, fixed salaries, and rising overhead costs 

are often a roadblock to growth. This is where freelancers change the game.
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Freelancers are making an incredible impact on the world economy. In the US alone, they’re 

contributing $1.27 trillion yearly — a 78% increase since 2014. 

And get this: In 2028, projections suggest that the freelance workforce will grow to 90.1 million 

people strong

A smart freelance strategy takes this all into consideration, using freelance talent to give busi-

nesses the power to flex their operations on demand. 

Need to ramp up for a major project? Great. Let’s bring in some expert talent. Experiencing a sea-

sonal slowdown? No stress. Scale it back without any financial strain. 

Whether it’s about bridging skill gaps, accelerating innovation, or responding to changes in the 

market, freelancers offer you a really cost-effective (and agile) solution that keeps your busi-
ness competitive at all times.

If you’re not yet embracing freelance talent, you’re putting yourself at a disadvantage. Big 
time. Without a structured approach to managing external talent, you run the risk of higher costs, 

longer project timelines, and missed opportunities to leverage specialized expertise. At the same 

time, your competitors (who’ve probably already mastered workforce agility) are increasing their 

efficiency, cutting expenses, and racing ahead.

With this guide, you’ll be able to build and refine a freelance workforce strategy that fuels growth, 

optimizes costs, and helps you push innovation forward. As you start integrating external talent 
the right way, your company will turn into a resilient, adaptive machine, ready to seize each 

and every opportunity thrown at you.
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SECTION 1: THREE WAYS FREELANCE TALENT GIVES YOU THE EDGE 

So, what are the upsides of 
leveraging freelancers?

1. Scalability & Flexibility

Freelancers really are a company’s secret agility weapon, quickly onboardable within hours to 

keep businesses adaptable to changing market demands. This swift scalability is invaluable for 

addressing seasonal fluctuations, urgent projects, or unexpected shifts, allowing companies to 

adjust workforce sizes instantly without bureaucratic delays.

By adopting a freelance-forward strategy, businesses can navigate common staffing challenges 

like overstaffing in slow periods or understaffing during peaks. This approach not only boosts 

operational efficiency but also reduces financial risks, offering firms the flexibility needed to 

thrive amidst market variations.

Gain Access to Specialized Skills
Not every skill needs to exist in-house. Some skills are only needed for a short-term project, a 

one-off campaign, or a highly specialized task. And that’s really where freelancers come in. They 

can bring niche expertise just when you need it the most — whether it’s advanced software de-

velopment, cutting-edge marketing strategies, or highly specialized consulting.

“85% of hiring managers who work with independent 
talent agree that utilizing freelancers allows them to 
access specialized skills or expertise that might not be 
readily available within their company workforce.”

(Source: Upwork’s Future Workforce Report)
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Freelancers bring more than specialized skills; they offer fresh perspectives from working across 

various industries. This broad exposure enables them to introduce innovative ideas and challenge 

conventional thinking, enriching your projects with insights that internal teams might overlook. 

This diversity of thought not only enhances creativity but also keeps your business competitive 

against those relying solely on in-house talent.

2. Cost Efficiency and Reducing Overhead

Keeping costs under control while also having access to top talent is super important to your 

business’ sustainable growth. The good news is that freelancers offer a way to reduce overhead 

and add financial flexibility — without actually giving up on quality or expertise.

Full-time employees come with tons of hidden costs, well beyond their base salaries. Health ben-

efits, office spaces, equipment, and training. It adds up fast. Freelancers eliminate a pretty large 

chunk of that burden. Generally, they work remotely, bring their own tools, and demand absolute-

ly zero long-term commitments. This clearly makes freelance hiring a cost-effective alternative, 

especially for businesses looking to stay lean while also tapping into top-tier talent.

As you’re reallocating the savings from reduced overhead, you can invest more in growth initia-

tives — whether that’s upgrading your tech stack, expanding your product, or increasing market-

ing reach. The point here being: Instead of tying your capital up in fixed staffing costs, you can 

choose to direct your funds where you know they’ll have an actual impact.

3. Enhanced Productivity and Focus on Core Business

Having a well-balanced workforce infused with freelancers means enabling your internal teams 

to focus on mission-critical, strategic objectives while external talent can take on the produc-

tion of deliverables, technical tasks and administrative support. Instead of stretching in-house 

employees thin, you can bring in freelancers to handle specialized or project-specific tasks. This 

division of labor allows for strategic initiatives to receive your full attention while a freelancer 

tackles tasks where their expertise thrives, keeping your projects moving forward.
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What are the downsides 
of not having a freelance 
strategy?
Relying 100% on full-time employees can really slow you down once the market shifts (and, with 

time, it will). Without a flexible workforce strategy, your business is at risk of a whole lot more 

than the obvious increases in costs; you’re looking at unnecessary inefficiencies and a ton of 

missed opportunities.

1. Expect a Lack of Agility

Without the ability to scale your workers up or down efficiently (or rather; without heartbreak), 

companies risk losing ground to more flexible competitors. As demand for your product suddenly 

surges and you’re without access to freelance talent, you might scramble to hire, while companies 

with an established freelance network can bring in experts at a moment’s notice.

As your business has a downturn, having a rigid workforce structure will require you to face tough 

choices — you can either stay overstaffed and take on unnecessary costs, or let people go; losing 

your talent, bruising your reputation and risking missed revenue opportunities once things turn 

back around. Freelancers eliminate this dilemma, allowing you to stay efficient and responsive 

without committing to permanent hires.

2. Expect a Reduced Competitive Edge

Businesses that don’t tap into freelance talent risk falling behind. Without access to a diverse pool 

of specialized skills, innovation slows down. Freelancers can help by adding a fresh perspective, 

industry-wide experience, and cutting-edge insights that in-house teams may lack.

Failing to leverage external expertise can also lead to talent shortages, especially in specialized 

fields like AI, cybersecurity, and digital marketing. Businesses that rely only on traditional hiring 

models might struggle to find the expertise they need, while companies using freelancers can 

experiment with new ideas. 
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SECTION 2: PEOPLE, PROCESS & TECHNOLOGY 

How to Build a Winning 
Freelance Strategy

Any successful freelance strategy starts with one thing, and one thing only: understanding how 

freelancers best fit into your business. As you’re evaluating the way you’re using freelancers 

today, you can identify inefficiencies, and streamline processes — effectively moving from re-

active hiring to a proactive, structured model that comes with a ton of upsides.

Step 1: Establish Project Ownership and Stakeholder Accountability

Before diving into any freelance management strategy, it’s crucial to define project ownership 

and ensure stakeholder accountability. Identify who will be responsible for overseeing the free-

lance management strategy and who the key stakeholders are. This includes determining roles for 

direct oversight, accountability for outcomes, and clear communication lines. Assigning owner-

ship ensures that there is a dedicated person or team focused on the successful integration and 

management of freelancers into your company’s workforce.

Internal alignment begins with these questions:

•	 Who will own the freelance management project?

•	 Which stakeholders need to be involved in the freelance strategy?

•	 What are the roles and responsibilities of each stakeholder?

•	 How will communication be managed among stakeholders?

•	 What mechanisms will be put in place to ensure accountability?
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Step 2: Assess the Current State of Operations

Before you start building a proper freelance strategy, you’ll need to take a good hard look at how 

you’re using freelancers today. It’s important to consider the fact that, at a lot of companies, free-

lancers are already being employed — sometimes without your knowledge. This tends to happen 

when urgent or specialized help is needed, but when a company lacks a strategy or central pro-

cess for how to actually manage them — teams end up “doing it themselves,” ultimately creating 

substandard routines and internal freelance silos. 

Go on a fact-finding mission to get the answers to:

•	 Where does your organization already use freelancers today?

•	 Where are your external workers making the biggest impact? 

•	 Where are inefficiencies creeping in? 

Mapping how freelance talent is actually engaged across different projects and teams helps you 
understand potential gaps as well as room for improvement. 

Digging into some workforce analytics is also key.

•	 Are projects running over budget due to a lack of specialized expertise? 

•	 Are timelines dragging because your hiring processes are slow? 

As you’re analyzing your productivity metrics, hiring patterns, and overall cost allocation, you can 
start fine-tuning your freelance approach and create a more structured model.

Step 3: Outline Governance & Change Management

Without clear guidelines, freelance engagements can easily become chaotic fast. But a good 
governance framework will keep everything running smoothly; from hiring and classification to 
payments and compliance. Establishing a standardized process for how to properly engage 

talent, set up contracts, abide by worker classification policies, and setting clear expectations at 
the get-go helps your business avoid any legal risks and/or financial pitfalls.

But governance isn’t all about policies — it’s also about getting the buy-in from your key stake-
holders. If you’re training managers on best practices for engaging (and managing) freelancers, 
you can be sure to see a much smoother adoption. When leadership, HR, finance, and procure-
ment teams are well aligned, freelance operations quickly become a seamless part of your work-
force strategy — rather than an afterthought.
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Step 4: Get the Right Tech

To manage freelancers effectively, you need to have the right tools in place. A lot of companies 
still rely on outdated processes, leading to administrative headaches and compliance risks (not 
to mention 8 hours per week lost to manual tasks). Instead, more and more people turn to smart 
technology that helps simplify freelancer sourcing, contracting, and payments.

Freelance Management Systems (FMS) help take the guesswork out of hiring by tracking your 
freelancer operations, ensuring payment accuracy, and staying on top of compliance. At the end 
of the day, an FMS is to freelancers what a Human Resources Information System (HRIS) is to 
fulltime hires — an essential tool you just can’t do without. An FMS should compliment your HR 
and procurement tools, creating a smoother workflows that reduces admin time and help you get 
the most out of your external talent.

Step 5: Establish Business as Usual (BAU)

To make freelance talent a reliable part of your workforce, you need to move beyond one-off 
hiring and start building long-term freelancer relationships. That means integrating freelance 
processes into your daily operations, assigning ownership to key stakeholders, and making sure 
that ongoing performance is tracked.

A key part of this is building a freelance talent pool — a go-to network of freelancers you just love 
working with, that you can re-engage when you need them. Think of it as your black book of top 
talent; a curated group of vetted freelancers ready to jump in when the next project kicks off. As 
you’re maintaining relationships with your favorite freelancers, you can also reduce hiring friction, 
shorten onboarding times, and make sure that quality is consistent across projects.

If you’re also able to actively engage your freelancers in performance evaluations, feedback 
loops, and structured re-deployment programs see a lot higher satisfaction rates and a whole 
lot better outcomes. Keeping top freelance talent in the loop with your company culture and 
communication channels helps ensure continuity — even when projects are wrapped up.

Step 6: Evaluate KPIs & ROI

So, how do you know if your freelance strategy is actually working? Well, by measuring it, of 
course. Key performance indicators (KPIs) like cost savings, time-to-hire, time-to-productivity 
and redeployment time, as well as freelancer satisfaction scores all provide valuable insights into 
what’s working — and what’s not.

You should try to establish clear benchmarks for freelancer utilization and cost-effectiveness. 
Regular process reviews help you refine workflows, making sure that the freelance workforce 
remains a strategic advantage (rather than just a short-term fix). A data-driven approach here 
will definitely help in continuously improving and optimizing your external talent strategy for 
maximum impact.
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SECTION 3: BUILD YOUR BUSINESS CASE FOR FREELANCE OPERATIONS 

Your Company-wide 

Freelance Strategy Checklist

When it comes to establishing a freelance strategy, it’s not just about finding talent — it’s really 
about making sure that your freelance hiring is cost-effective, compliant, and built to scale. Let’s 
run through a few questions that each of your teams can ask themselves to make sure that you’re 
taking the right steps to make your strategy the best it can be.

Questions for Procurement: The Strategic Planning 

Freelancers truly are a powerful asset, but only if you have a clear strategy in place. Procure-
ment leaders need to go beyond just sourcing talent; they should focus on optimizing free-
lance costs, ensuring compliance, and creating an efficient hiring structure that scales.

✓	 Are we using freelancers where they can have the biggest impact?

✓	 How do we align freelance costs with our general financial planning strategy?

✓	 Are we staying compliant with worker classification laws in different regions?

✓	 What tools could help us better track freelance spend and manage contracts?

✓	 How do freelancer costs actually compare to hiring full-time employees?

✓	 Are we negotiating competitive rates and maximizing preferred supplier agreements?

✓	 What legal safeguards should be in place to avoid risks in freelance contracts?

A good procurement strategy isn’t just about negotiating better prices — it’s about creating a 
structured, scalable framework for engaging your freelancers. Procurement leaders should focus 
on vetting processes, defining standardized contract terms, and streamlining invoicing to try and 
reduce any type of inefficiencies and payment delays.
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Questions for Finance: The Financial Planning

Freelancers can be a very cost-efficient solution. But that’s only if finance teams manage budgets 

in a strategic way. At the end of the day, finance teams need to make sure that freelance engage-

ments are both valuable and cost-effective.

✓	 How do we distinguish between essential and non-essential freelance expenses?

✓	 Are we taking full advantage of tax benefits associated with independent contractors?

✓	 What spending controls should we implement to track and optimize freelancer costs?

✓	 How can we develop a scalable financial model for freelance spending?

✓	 Are we aligning freelance budgets with our long-term growth plans?

✓	 How does hiring freelancers affect our financial forecasting and risk management?

As you’re integrating freelance spending into your company’s overall financial strategy, finance 
teams can help your business make smarter, data-driven investment decisions. When you’re 
automating budget tracking and payment processing, you can also improve efficiency and 
provide clearer insights into cost allocation.

Questions for HR: The Freelance Talent Integration

It’s important to remember that freelancers aren’t necessarily just one-off hires — ideally, they’re 
part of a larger workforce strategy. HR teams play a vital role in setting up a smooth onboarding, 
maintaining compliance, and making sure that freelancers have what they need to succeed.

✓	 How do we set up a smooth onboarding experience for freelancers?

✓	 What legal and compliance frameworks do we need to manage freelance contracts?

✓	 How can we best integrate freelancers into company culture?

✓	 Are freelancers equipped with the right tools and resources to be productive?

✓	 How do we evaluate freelancer performance and give them meaningful feedback?

Standardizing freelancer onboarding and compliance checklists helps you keep up the con-
sistency of their output, while performance reviews help keep your freelancers engaged and 
aligned with company goals.
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Questions for Ops: The Operational Collaboration

Remember: Freelancers are here to make operations more efficient, not the other way around. 

Ops leaders need to make sure that there’s a seamless collaboration between freelancers and 
your full-time teams, and that everyone’s onboard with whatever projects sit with which person or 
team, and what the actual progress looks like.

✓	 What processes can we put in place to help freelancers work best with internal teams?

✓	 Which project management tools can improve freelancer collaboration and productivity?

✓	 How can we streamline handoffs between in-house teams and external freelancers?

✓	 Are we using automation to simplify freelancer task management and communication?

✓	 How can we track and measure freelancer contributions to operational goals?

A strong freelance strategy isn’t just about hiring. It’s also about integration. Operational leaders 
should create clear processes that throw freelancers head first into day-to-day workflows. Invest-
ing in a centralized project management tool increases visibility, while structured communication 
keeps your freelancers aligned with company objectives. This doesn’t just reduce friction — it 
helps drive higher efficiency and much better project outcomes.
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SECTION 4: FUTURE-PROOFING YOUR BUSINESS 

How a Robust Freelance 
Strategy Can Unblock Growth

Scaling your workforce (and thereby increasing revenue without adding headcount) really is within 

reach for every company out there. All you need is a well-structured freelance strategy. Now’s the 

time to evaluate your approach, refine your processes, and start implementing changes that will 

set your business up for long-term success.

As you start bringing procurement, finance, HR, and operations teams together, you’ll be much 

better prepared to create a scalable, cost-efficient, and future-ready workforce model that every-

one’s onboard with (pun intended). A well-executed freelance strategy isn’t just about bringing in 

external talent — it’s really about creating a thriving, flexible ecosystem where freelancers, em-

ployees, and leadership all collaborate to drive your business into the future.

It’s the companies that take the time to optimize this strategy today that will be able to see a com-

petitive advantage, lower costs, and increase operational agility tomorrow.
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Let Worksome Power Your 
Freelance Strategy

Building an efficient freelance workforce doesn’t have to be complicated. Worksome simplifies 

the process, helping your business to hire, classify, and pay freelancers without the hassle — 

while staying fully compliant. With built-in worker classification, automated contracts, and 

integrated billing, Worksome can help make your freelance management efficient, compliant, 

and built for scale. So, are you ready to take your freelance strategy to the next level? 

Book a demo today to see Worksome in action, and experience 
(first-hand) the best way to manage your external workforce. 
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