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1. Introduction
The world is facing unprecedented transformation 
driven by increasing globalization, technological 
advancement, demographic shift, Global pandemics, 
Shift in Geopolitics and world order, the Russia-
Ukraine War among others (Smith et al., 2023, OECD 
2023, WEF 2023, Cambridge Core, 2023). These 
phenomena are affecting not just the world order and 
operation but the world of works (Chen et al., 2023), 
thus threatening the prevailing traditional practices and 

norms in business and management (Kumar & Singh, 
2023) including but not limited to the management 
of working arrangement (Hirschi, A. 2018), designs 
patterns (Horney, Passmore, and O’Shea 2010) and 
people to a more agile, demand-based, flexible and 
out-come oriented approach (Horney, Passmore, and 
O’Shea 2010). Scholars have recognized that these 
rapid and unprecedented dynamics has produced a 
business era and environment characterized by high 
volatility, uncertainty, complexity and ambiguity 
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(Sharma & Teena 2020; Bennis & Thomas 2022)     
and thus described it as the VUCA era (Bennis & 
Thomas 2022). 
While numerous studies have covered the Concepts, 
implications and challenges of the VUCA era and 
the importance of  organizational flexibility and 
adaptability in navigating its realties (Pandit, 2020; 
Ahmed & Khalid, 2023; Verma, 2024), there is 
still an obvious gap in providing a comprehensive 
model that sufficiently positions organizations in the 
world of work—marked by this transformation—
to both navigate and achieve their strategic 
objectives. Scholars have continuously criticized 
the conventional and time-centric work models for 
their rigidity and limited responsiveness to the fast-
changing environment (Sharma & Singh, 2020; 
Hirschi, 2018; Kramer & Lamm, 2020). Emerging 
needs like fast decision-making, employee autonomy, 
or performance evaluation based on outcomes rather 
than presence sometimes find no place in these 
models. Sharma and Singh (2020), for example, 
contend that the 9-to-- 5 model is essentially out 
of line with the demands of knowledge-driven 
and digital work in VUCA circumstances, where 
adaptability and decentralized execution are critical. 
Consequently, there is an imperative to reassess 
current work arrangement models in response to 
this global business environmental changes and 
to realign the literature on work arrangements and 
design to address the challenges and threats posed 
by the VUCA era.This study attempts to fill this void 
by proposing a novel framework - the Outcome-
Based Flexi-Work System - designed to equip 
organizations with the resilience needed to navigate 
the complex and uncertain terrain of today’s VUCA 
environment. The proposed framework roots from 
existing Theories such as the Resource Based View, 

Goal Setting Theory, Contingency Theory, Agency 
Theory and Self-Determination Theory. This study 
shall make a novel contribution to the existing work 
arrangement (WA)  and VUCA literature by examining 
a nuanced relationship between VUCA and WA while 
highlighting the inadequacies of the existing traditional 
models.The subsequent part of these paper shall 
initially review the realities of VUCA across various 
businesses, sectors and industries and the traditional 
working arrangements in order identify the existing 
gaps while justifying the Outcome-based Flexiwork 
framework. The Latter part shall also discuss the 
theoretical groundings for the framework before final 
presentation and discussions of the variables in the 
framework. 

2. Literature Review 
2.1 The Concept & Reality of the VUCA World
VUCA explains a business era marked by high 
volatility, uncertainty, complexity and ambiguity 
(Bernis & Thomas 2022). The concept has gained 
widespread recognition and exploration amongst 
scholars and practitioners across various sectors and 
Industries in recent years (For example see Nedea & 
Pițuru, 2024; BiteSize Learning, 2023). The concept 
is generally believed to have been imported from the 
US military strategy describing the realities of the 
global disruptions (Bennett & Lemoine 2014, Bradts 
et al 2015) while expressing the need for adaptability 
(Bernnette and Lemoine 2014), agility, (Mack et 
al 2016), resilience (Forsythe & Kuhla 2018) and 
competitiveness (Wolf & Floyd 2017, Duchek 2020). 
The table 1 below shows the various elements of 
VUCA as we further examine their application and 
considerations across various sectors and Industries 
below : 

Table 1. Showing the Concept & Elements of VUCA

Component Definition Example

Volatility 

The nature, speed, volume, magnitude and dynamics of change. 
The situation is unstable and may be of unpredictable duration. 
However, it is not an unanticipated situation as knowledge about 
a similar challenge was already predicted.

A share price fluctuation for an organization 
following a change in its leadership, or after an 
internal scam has been exposed.

Uncertainty 

The lack of predictability of issues and events. Despite the 
lack of much information, the basic causes and likely effects 
of the events are known and the outcome generally results in a 
substantial change.

A sudden launch of a similar yet superior product 
offering by a close competitor.

Complexity
The confounding of issues and the chaos associated with it. Some 
information is available or can be predicted. But the volume or 
nature of the problem can be overwhelming to process.

Starting business in other countries and have to 
deal with all different kinds of
regulation and tariffs.

Ambiguity
The haziness of stark reality! Herein, the causal relationships 
are unclear. The situation is unprecedented and one must brace 
himself to face the unknown.

Deciding to launch product that is new and 
outside of our competencies.

Source: Raghuramapatruni. R &Kosuri.S.R (2017)
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2.1.1 Volatility 

Volatility has been defined as the rapid and 
unpredictable changes in market conditions, 
characterized by fluctuations in demand, prices, 
and competition (Bollerslev, T., & Todorov, V. 
2021, Candelon, B., & Joëts, M. 2022). As noted by 
Bower and Christensen (1995), volatility can disrupt 
established business models and necessitate agile 
responses from organizations to remain competitive 
(Bower and Christensen 1995). A study conducted by 
Smith et al. (2019) analysed market data over a ten-
year period to assess the extent of volatility in various 
sectors. The research found consistent patterns of 
rapid and unpredictable changes in demand, prices, 
and competition across industries, highlighting the 
pervasive nature of volatility in the contemporary 
business environment (Smith et al., 2019). However, 
Chang et al. (2020) found out that organizations 
with flexible structures and agile decision-making 
processes are better equipped to withstand and 
capitalize on volatile market conditions. Their study 
on firms across multiple industries revealed the 
importance of organizational resilience in navigating 
the VUCA world (Chang et al 2020). 

2.1.2 Uncertainty 

Uncertainty relates to the lack of predictability and 
clarity about future events, outcomes, and trends 
(Rousseau, D. M., &Tett, R. P. 2020, Dutton, J. E., & 
Glynn, M. A. 2021). In the VUCA world, uncertainty 
is pervasive due to factors such as technological 
disruptions, geopolitical tensions, and regulatory 
changes (Bradley &Nolan, 1998). This uncertainty 
poses challenges for strategic planning and decision-
making in organizations (Dalal, R. S., & Bonaccio, 
S. 2022). Research by Johnson and Lee (2018) 
investigated how organizations respond to regulatory 
uncertainty in the healthcare sector. Through 
interviews and surveys with industry stakeholders, 
the study identified a range of adaptive strategies 
employed by organizations to mitigate the impact 
of uncertain regulatory environments, underscoring 
the significance of uncertainty management in 
organizational resilience (Johnson and Lee 2018). 

2.1.3 Complexity 

Refers to the interconnectedness and interdependence 
of various factors and systems within the business 
environment. According to Snowden and Boone (2007), 
complexity arises from the nonlinear relationships 
between different variables, making it difficult to 
discern cause-and-effect relationships and formulate 

effective strategies.Using network analysis techniques, 
Garcia et al. (2020) examined the complexity of supply 
chain dynamics in the manufacturing sector. The 
study mapped out the intricate relationships between 
suppliers, distributors, and customers, revealing the 
interconnected nature of modern supply chains. The 
findings underscored the challenges organizations face 
in managing the complexity of global supply networks 
(Gracia et al. , 2020). 

2.1.4 Ambiguity
Has been  explained as the lack of clarity or 
understanding about the meaning or interpretation of 
events and information (Jaskyte, K., & Lebedeva, N. 
2021, Liu, Y., Guo, Y., &Yu, Y. 2021). In the VUCA 
world, ambiguity arises from conflicting signals, 
information overload, and divergent stakeholder 
perspectives (Heath & Sitkin, 2001 ; Ratten, V., 
&Jones, P. 2021; Kim, M. S., & Kim, K.2022).
This ambiguity can lead to decision paralysis and 
hinder organizational adaptability (Kachaner, N., 
Volini, E., & Seo, J. 2021).Research conducted by 
Wang and Chen (2017) explored how stakeholders 
perceive and interpret technological disruptions in 
the telecommunications industry. Through qualitative 
interviews and content analysis, the study identified 
divergent interpretations of ambiguous signals and 
their implications for strategic decision- making. The 
findings highlighted the importance of sense making 
and sense-giving processes in navigating ambiguity 
in turbulent environments (Wang and Chen 2017).

The reality of the VUCA world is evident in the 
experiences of organizations across industries and 
sectors (Cheng et al 2021). As highlighted by Pascale 
et al. (2000) and supported by Cheng et al 2021, 
organizations must navigate a constantly shifting 
landscape marked by disruptive technologies, 
emerging competitors, and changing customer 
preferences. In response, organizations are adopting 
more flexible and resilient approaches to strategy 
and operations to thrive amidst uncertainty and 
ambiguity (Smith , Johnson & Brown 2022). For 
example longitudinal study conducted by Chen 
et al (2021) tracked organizational responses to 
uncertainty over a five-year period in a sample of 
companies across various industries. The research 
found that organizations that adopted flexible and 
resilient approaches to strategy and operations, such 
as scenario planning, dynamic resource allocation, 
and agile decision-making processes, were better 
able to thrive amidst uncertainty and ambiguity. 
These organizations demonstrated higher levels of 
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performance and innovation compared to those that 
adhered to rigid and inflexible strategies (Chen L, 
Wang Q, Zhang Y. 2021). The VUCA framework has 
also influenced management practices, with scholars 
and practitioners advocating for greater emphasis 
on agility, adaptability, and learning (Smith, J., & 
Brown, A. 2021, Johnson & Patal 2022). As noted by 
O&Reilly and Tushman (2008), organizations must 
embrace experimentation and innovation to thrive in 
volatile and uncertain environments. This necessitates 
a shift towards more decentralized decision-making 
structures and collaborative, cross- functional teams 
(Lee and Park 2022).
In summary, the concept of VUCA (Volatility, 
Uncertainty , Complexity , and Ambiguity) describes 
the reality of world marked by high degree of dynamism 
, unpredictability , flexibility and complexity and thus 
underscoring the need for organizations to quality 
adopt flexible, proactive and dynamic approaches to 
strategy,leadership, management and organizational 
culture. By acknowledging and embracing volatility, 
uncertainty, complexity, and ambiguity, organizations 
can better anticipate and respond to the challenges 
and opportunities of the contemporary business 
environment.
2.2 Work Arrangements Models and their 
Inadequacies in the Reality of VUCA 
Work arrangements have evolved significantly, 
driven by technological advancements, societal 
changes, and the increasing complexity of global 
business environments (Kramer, A., & Lamm, E. 
2020). Traditionally, work arrangements were rigid, 
characterized by fixed work hours, centralized office 
locations, and a clear organizational hierarchy (Kossek, 
E. E., & Ozeki, C. 1998, Bailey, D. E., & Kurland, N. 
B. 2002). These conventional structures were rooted 
in industrial-age practices, designed to maximize 
control and productivity through direct supervision 
and standardized processes (Bailey & Kurland, 2002). 
However, the rise of globalization, digitalization, 
and shifting employee expectations have catalyzed a 
move towards more flexible work arrangements, such 
as remote work, hybrid models, and outcome-based 
work systems (Gajendran & Harrison, 2007; Hill et 
al., 2010). In this section we review the renowned 
conventional time-centric models in the context of the 
VUCA highlighting their inadequacies.
2.2.1 9 to-5 Model
The conventional 9-to-5 work model, characterized 
by fixed hours and a structured routine, has long been 
a cornerstone of traditional office cultures (Ford and 

Collinson 2011). However, contemporary discussions 
around its efficacy and relevance have been prompted 
by scholars and articles in recent years. Notably, Smith 
(2019) highlights the benefits proponents associate 
with this model, including a predictable routine and 
opportunities for collaboration. Conversely, scholars 
like Jones and Wang (2020) have drawn attention 
to its potential drawbacks in the volatile, uncertain, 
complex, and ambiguous (VUCA) era. They argue 
that rigid adherence to the 9-to-5 model might hinder 
adaptability and limit responsiveness to dynamic 
market demands. Moreover, it may fail to accommodate 
the diverse lifestyles and responsibilities of modern 
workers, posing challenges for talent retention 
(Kossek et al 2015). These demerits underscore 
the need for organizations to reconsider traditional 
work structures to better meet the evolving needs 
of employees and the demands of the contemporary 
business landscape.

2.2.2 Flextime 
Flexible work arrangements, such as flextime, have 
garnered increasing attention in contemporary 
discourse on workplace dynamics. Scholars and 
articles have delved into the potential benefits and 
challenges associated with flextime arrangements. For 
instance, Brown (2022) emphasizes the flexibility and 
autonomy afforded by flextime, allowing employees to 
tailor their work schedules to better align with personal 
commitments and preferences. This flexibility, 
proponents argue, can enhance employee satisfaction 
and work-life balance. However, concerns have 
also been raised regarding the implementation and 
management of flextime policies. Smith and Johnson 
(2023) discuss the importance of clear communication 
and guidelines to ensure equitable access to flextime 
arrangements and prevent potential conflicts among 
employees. Furthermore, they highlight the need 
for organizational support and infrastructure to 
effectively implement flextime policies, including 
appropriate technology and managerial training. 
In light of these discussions, it becomes apparent 
that while flextime offers opportunities for greater 
flexibility and employee autonomy, its successful 
implementation requires careful consideration of 
organizational culture, communication strategies, and 
support mechanisms.
In the context of the volatile, uncertain, complex, and 
ambiguous (VUCA) environment, the adoption of 
flextime presents both opportunities and challenges 
for organizations. The dynamic nature of today’s 
business landscape requires a shift from traditional, 
rigid structures toward more adaptable and outcome-
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based approaches. Scholars like Garcia and Lee 
(2023) argue that in navigating the VUCA challenge, 
organizations must embrace flexibility not only in work 
hours but also in their overall approach to performance 
management. An outcome-based perspective focuses 
on results rather than strict adherence to fixed 
schedules, allowing employees to work when they are 
most productive and responsive to market demands. 
This approach not only fosters a culture of trust and 
autonomy but also enables organizations to better adapt 
to changing circumstances and seize opportunities in 
the fast-paced and unpredictable VUCA environment. 
Consequently, integrating flextime within an 
outcome-based framework becomes essential for 
organizations striving to thrive amidst volatility and 
uncertainty while maximizing employee engagement 
and organizational performance.
2.2.3 Compressed Workweek
The compressed workweek model compresses the 
standard 40-hour workweek into fewer, longer days, 
purportedly improving work-life balance and reducing 
commuting expenses (Curtis & Green, 2017). In 
considering the compressed workweek model, it’s 
crucial to acknowledge the potential benefits and 
drawbacks within the context of the VUCA era. While 
condensing the workweek into fewer, longer days may 
offer advantages such as reduced commuting expenses 
and enhanced work-life balance, it also introduces 
significant challenges. Research by Curtis and Green 
(2017) highlights the potential for employee burnout 
due to extended work hours within the compressed 
timeframe. With the rapid pace and unpredictability 
characteristic of the VUCA environment, employees 
may find it challenging to sustain high levels of 
productivity and engagement over prolonged periods 
without adequate rest and recovery time.
Moreover, the compressed workweek model may 
not cater to the diverse needs and preferences of all 
employees. Taylor (2019) points out that individuals 
with caregiving responsibilities or those who lead 
varied lifestyles may struggle to accommodate 
the demands of longer workdays. This can lead to 
feelings of exclusion or dissatisfaction among certain 
segments of the workforce, undermining overall 
morale and organizational cohesion. Additionally, 
there’s a risk of exacerbating existing inequalities, 
particularly for individuals who lack the resources 
or support systems to manage extended work hours 
effectively.Furthermore, the compressed workweek 
model may inadvertently reinforce a culture of 
presenteeism, where employees feel compelled to 
prioritize quantity of hours worked over the quality 
of their output. In the VUCA era, where agility 

and innovation are paramount, organizations must 
prioritize outcomes and results rather than mere 
adherence to predetermined schedules. Embracing 
a more outcome-based perspective, as advocated by 
scholars like Garcia and Lee (2023), can help mitigate 
these concerns by shifting the focus from hours 
worked to tangible contributions and achievements.

2.2.4 Shift Work 

Industries reliant on continuous operations often turn 
to shift work schedules to maintain uninterrupted 
productivity or service provision (Doe & Roe, 2020). 
While facilitating round-the-clock coverage, shift 
work introduces a myriad of health risks for employees. 
Studies by Doe and Roe (2020) highlight associations 
between shift work and health issues such as sleep 
disturbances, fatigue, and heightened susceptibility 
to chronic diseases. Such risks not only compromise 
the well-being of workers but also undermine their 
productivity and long-term health. Moreover, the 
irregularity of shift schedules disrupts individuals’ 
circadian rhythms, leading to decreased alertness and 
heightened safety concerns, particularly in safety-
sensitive sectors (Smith & Johnson, 2018). These 
challenges underscore the importance of adopting 
strategies to mitigate the adverse effects of shift work 
and prioritize the health and safety of employees.

2.2.5 Remote Work/Telecommuting

In the contemporary landscape shaped by the volatile, 
uncertain, complex, and ambiguous (VUCA) 
environment, the need for adaptive work structures 
becomes increasingly imperative. While remote work 
models have emerged as a viable solution, offering 
flexibility and autonomy to employees, they also 
present inherent challenges that must be addressed. 
Chen and Li (2021) highlight the advantages of remote 
work, including reduced commuting time, heightened 
job satisfaction, and access to a broader talent pool. 
However, amidst these benefits, concerns such as 
blurred work-life boundaries, feelings of isolation, 
and difficulties in monitoring productivity persist. 
Moreover, Adams and Brown (2019) emphasize that 
remote work may not be feasible for certain industries 
or roles that necessitate physical presence or face-to-
face interaction, underscoring the limitations of this 
model in certain contexts.

In navigating the complexities of the VUCA era, 
organizations must adopt a holistic approach to work 
design that transcends traditional boundaries and 
embraces flexibility and outcome-based principles. 
An outcome-based flexi-work system offers a 
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promising framework for addressing the shortcomings 
of remote work while capitalizing on its benefits. 
By shifting the focus from hours worked to results 
achieved, organizations can empower employees to 
optimize their work schedules to suit their individual 
needs and preferences while ensuring alignment 
with organizational objectives. This approach not 
only promotes autonomy and accountability but also 
fosters a culture of trust and collaboration essential 
for thriving in turbulent times.
Moreover, integrating outcome-based flexi-work 
systems enables organizations to capitalize on the 
diverse talents and perspectives of their workforce, 
regardless of geographical location or time zone. 
By leveraging technology and digital tools, teams 
can collaborate effectively and drive innovation 
without the constraints of traditional office settings. 
Furthermore, the flexibility inherent in outcome-
based flexi-work systems enables organizations to 
adapt quickly to changing market conditions and 
seize opportunities amidst uncertainty.
Therefore,while remote work models offer flexibility 
and autonomy, they also pose challenges that 
necessitate a strategic and nuanced approach. By 
embracing outcome-based flexi-work systems, 
organizations can unlock the full potential of their 
workforce, navigate the complexities of the VUCA 
era, and emerge stronger and more resilient in the 
face of uncertainty.
2.2.6 Project-Based Work
Project-based work emphasizes outcome-oriented tasks 
over fixed working hours, promoting goal alignment 

and flexibility in resource allocation. By focusing on 
deliverables, this model enables organizations to adapt 
quickly to changing priorities and market conditions 
(Davis & Miller, 2018). However, its reliance on 
project timelines and deadlines may induce stress and 
pressure among employees, potentially compromising 
quality and innovation. Additionally, without clear 
project management protocols, project-based work 
may suffer from scope creep and inefficiencies (Taylor 
et al., 2022).
In the face of today’s volatile, uncertain, complex, and 
ambiguous (VUCA) corporate environment, traditional 
time-centric work models—such as the rigid 9-to--5 
schedule, compressed workweeks, and even standard 
remote work arrangements—have shown notable 
inadequacies. They often stress presence and set 
routines above flexibility, creativity, and measurable 
outcomes that aligns with the organization’s strategic 
intent. These conventional models fall short in 
offering the adaptability and strategic responsiveness 
needed for sustainable success as organizational 
environments continue to change quickly due to 
global disruptions, technology change, and changing 
workforce expectations. The Outcome-Based 
Flexi-Work System (OBFWS) therefore presents a 
progressive substitute in response. OBFWS guarantees 
agility and responsibility by stressing results instead 
of hours and allowing organizations to dynamically 
change work plans depending on context and strategic 
intent. Table 2 below contrasts the OBFWS with 
traditional and innovative work models, stressing its 
unique capacity to fit fluidly to VUCA conditions and 
to match flexibility with performance.

Model Flexibility Outcome 
Orientation

VUCA 
Adaptability OBFWS Advantage

9-to-5 Traditional Model Low Low Low Rigid and outdated for dynamic work environments.

Flextime Moderate Low–
Moderate Moderate Allows schedule choice but lacks strong goal 

alignment.

Compressed Workweek Moderate Low Low Condenses time but doesn’t adapt to changing 
conditions or outputs.

Remote/Telecommuting High Low–
Moderate Moderate Location-flexible but often lacks structured 

performance metrics.
Results-Only Work 
Environment (ROWE) High Moderate Low Focuses on results but lacks adaptive mechanisms 

for fast-changing environments.

Agile Work Design Moderate–
High High High Often project-specific and not integrated into HRM 

systems.

OBFWS (Proposed) High High High Combines strategic intent, dynamic flexibility, and 
measurable outcomes tailored to VUCA realities.

 Source: Author

Table 2. Showing the traditional Work Models in Contrast to OBFWS Framework in relation to the Flexibility, Outcome and 
Adaptability to VUCA
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3. Study Approach 
This Conceptual study draws its methodological 
inspiration from the guide given by (Lucy and Caren 
2015) who have defined Conceptual papers as not 
just theoretical papers without data but papers which 
“focus is on integration and proposing new insight 
and relationships among constructs” (Lucy and Caran 
2015), which further reinforce Whetten’s Seven (7) 
Question validation of what a typical conceptual paper 
should aim to address; What’s new?. So what? Why 
So? Well done; Done well ; Why now? And who cares. 
However the Lucy and Caran (2015) further clarified 
that a conceptual paper does not necessary need to 
address in detailed all Whetten’s questions but should 
rather focus on proposing a new insight , framework , 
or resolve existing tension in a field (Lucy and Caran 
2015). According to Jones and Simmons (2018), 
conceptual papers play a crucial role in advancing 
theoretical knowledge and generating new perspectives 
on complex phenomena. These papers often integrate 
diverse theoretical perspectives, synthesize existing 
literature, and propose conceptual frameworks to 
address research questions or theoretical debates. By 
critically analyzing existing knowledge and offering 
new conceptual insights, conceptual papers contribute 
to the development of theoretical foundations in 
their respective fields (Jones, & Simmons 2018). 
A conceptual paper is therefore well-suited to our 
research aims as it allows for the integration and 
synthesis of diverse theoretical perspectives, existing 
literature, and conceptual frameworks related to 
VUCA models and the Work Arrangements from 
various reputable databases such as Scopus , Google 
Scholar , Academia etc and also reputable journals 
and publishing houses including but not limited to 
the Journal of Management, International Journal 
of Human Resource Management, Havard Business 
Review , Journal of Management Studies , Academy of 
Management and publishers including but not limited 
to Emerald Insight , Tylor and Francis , Science Direct 
, Sage Journals etc . This approach enables us capture 
and analyse the various conceptual models supporting 
the currenting literature strands on change management 

and to discuss them in light of the changing business 
environment and thus propose new insight for future 
of work. By synthesizing existing knowledge and 
proposing new conceptual frameworks, we have 
been able to offer valuable insights and theoretical 
contributions to the field of VUCA and Work Systems 
as its relates to the current and future work dynamics 
and challenges. Additionally, a conceptual approach 
provides the flexibility to explore emerging issues and 
propose innovative solutions without the constraints 
of empirical data collection. 

4. Outcome-based Flexi-work Framework in 
VUCA times – Theorization, Conceptualization 
Based on the shortcomings of existing models as 
discussed in the earlier section and given the identified 
VUCA complexity, we now propose a comprehensive 
framework—Outcome Based Flexi-Work System 
(OBFWS)—designed to enable organizations 
adapt with agility while guaranteeing responsibility 
and measurable outcomes. This novel approach 
prioritizes organizational outcomes and results over 
rigid schedules, offering employees flexibility and 
autonomy in how, when, and where they work.
To ground this model in the existing established 
academic discourse, the OBFWS is underpinned by 
multiple interrelated organizational and psychological 
theories. Each theory makes a unique contribution 
in both enhancing and clarifying how flexibility, 
autonomy, responsibility, and quantifiable outcomes 
integrate into a coherent and responsive work system 
fit for VUCA settings. And by leveraging the Resource-
Based View, Goal Setting Theory, Contingency 
Theory, Agency Theory, and Self-Determination 
Theory, the framework is theoretically strong and 
capable to meet operational and strategic needs of 
contemporary organization struggling to navigate the 
challenges of a VUCA business landscape. Table 3 
below summarizes the fundamental ideas of these 
theories, showing how they guide the OBFWS’s 
architecture and operation, and the most important 
academic references endorsing their use.

Theory Core Principle Application in OBFWS Key Citations

Resource-
Based View 
(RBV)

Organizations gain competitive 
advantage through valuable, rare, 
inimitable, and non-substitutable 

(VRIN) internal resources.

Flexi-work systems enhance human capital 
by promoting autonomy, adaptability, and 
skill alignment—turning employees into 

strategic assets.

Barney, J. (1991); 
Wright, P. M., & 
McMahan, G. C. 

(2011)

Goal Setting 
Theory

Specific and challenging goals improve 
employee performance and motivation 

when paired with feedback.

OBFWS prioritizes well-defined and 
measurable work outcomes that link 

individual contributions to strategic goals.

Locke, E. A., & 
Latham, G. P. (2002)

Table 3. Showing summary of the Theories underpinning the OBFWS Framework
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The concept of OBFWS revolves around two key 
variables: outcomes and flexibility. Firstly, outcomes 
refer to the tangible results or deliverables that 
employees are expected to achieve within a given 
timeframe (Locke & Latham, 2002). By focusing on 
outcomes, organizations shift their emphasis from 
mere presence or hours worked to the value and 
impact generated by employees’ contributions (Kelly, 
Moen, & Tranby, 2011; Locke & Latham, 2002). This 
approach promotes a results-oriented culture where 
employees are empowered to take ownership of their 
work and strive for excellence.
Secondly, flexibility defines the freedom for employees 
to manage their work schedules and environments 
according to their individual needs and preferences 
(Gajendran & Harrison, 2007; Deci & Ryan, 2000). 
This flexibility extends beyond traditional notions 
of fixed working hours or physical office locations. 
Employees may choose to work remotely, adjust their 
hours to accommodate personal commitments, or 
structure their workdays in a manner that optimizes 
their productivity and well-being.
The relevance of the OBFWS Model (Figure 1) 

in VUCA times lies in its ability to address the 
inherent challenges posed by the VUCA environment 
through a WA that promotes not just organizational 
adaptability and flexibility but ensures innovation, 
autonomy and the realizationally of outcomes 
that aligns with strategic objectives. In a rapidly 
changing environment, organizations require agility 
and adaptability to respond effectively to shifting 
priorities and market conditions. By prioritizing 
outcomes over rigid structures, outcome-based flexi-
work systems enable organizations to pivot quickly, 
allocate resources efficiently, and capitalize on 
emerging opportunities.
Furthermore, the flexibility offered by these systems 
enhances organizational resilience by empowering 
employees to navigate uncertainty more effectively. In 
times of disruption or crisis, the ability to work flexibly 
ensures business continuity while safeguarding 
employee well-being. Additionally, outcome-based 
flexi-work systems promote diversity and inclusion 
by accommodating employees with diverse needs 
and lifestyles, thereby fostering a more inclusive and 
equitable workplace culture.

Contingency 
Theory

Organizational effectiveness depends 
on alignment between strategy, 

environment, and structure; no one-
size-fits-all approach.

OBFWS allows flexible tailoring of work 
arrangements and structures based on 

contextual VUCA dynamics.

Fiedler, F. E. (1964); 
Donaldson, L. (2001)

Agency Theory
Principals must align incentives and 
control mechanisms to ensure agents 

act in the principal’s interest.

OBFWS encourages accountability and self-
monitoring through output-based evaluations, 

reducing the need for micro-supervision.

Eisenhardt, K. M. 
(1989); Jensen, M. 
C., & Meckling, W. 

H. (1976)

Self-
Determination 
Theory (SDT)

Motivation is enhanced when 
individuals experience autonomy, 

competence, and relatedness.

OBFWS empowers employees to choose how 
they achieve outcomes, fostering intrinsic 

motivation and well-being.

Deci, E. L., & Ryan, 
R. M. (2000); Gagné, 

M., & Deci, E. L. 
(2005)

Source: Author Created

Figure 1. Showing the Outcome-based Flexi-work Model
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In summary, outcome-based flexi-work systems 
supplements the inadequacies in the exiting work 
models while re-aligning the working arrangement 
to meet the demands and challenges of the VUCA 
business environment. And by combining a focus on 
outcomes with flexibility, organizations can harness 
the full potential of their workforce, drive innovation, 
and thrive amidst uncertainty while maintaining 
a healthy work-life balance for employees. The 
framework is presented in Figure 1 below 

The framework illustrated above (Figure 1) depicts the 
outcome-based flexible work system. The framework 
begins with basic premise that the organization’s 
strategic intent (vision, mission, objectives, and 
strategy) must be responsive, vigilant, dynamic, 
adaptable, and informed by occurrences in the VUCA 
business environment. We contend that the reality of 
the VUCA environment require organizations to be 
attuned to detect changes and to swiftly adapt their 
strategic intent to address the needs of such changes, 
opportunities, or difficulties. This assumption is 
underpinned by the Contingency Theory, which 
asserts that organizational efficiency is attained not 
through rigid formulas but by matching internal 
structures and strategies with external environmental 
demands (Fiedler, 1964; Donaldson, 2001). Strategic 
agility and contextual awareness are essential for 
firms aiming to succeed in VUCA environments.

Secondly, these objectives inform or guide the 
organization in setting an Expected Organizational 
outcome. These outcomes may range from financial 
performance (increased profitability and returns on 
investments), Customer satisfaction (resulting in 
increased revenue) , employee satisfaction , innovation,  
new market development , sustainability, increased 
corporate image etc. depending on the context and/or 
key shareholder or stakeholder expectations. 

The Expected Outcomes can then guide the type of 
structure, strategy along with the work-system and 
arrangement at any point in time. Whilst we recognize 
the unique advantage of each of the work models, we 
advocate for the application of a work arrangement 
that is more aligned with the organization’s strategic 
intent per time and which will most likely support 
the attainment of the set expected outcomes and 
objectives with key focus on outcome instead of 
methods or procedures or time. Emphasis should 
be on organizational objective and pre-defined 
organizational outcome instead of a rigid system or 
mere rule of thumb. In view of the above, we argue 
that organizations which will succeed in this VUCA 

times will need to exercise high degree of flexibility 
per time in the application of the work arrangement 
models. And the determination of the type of Flexi-
work system will depend on the prevailing or emerging 
challenges or opportunity in the VUCA business 
environment .The Framework ends with the Employee 
Outcome. Employees Outcomes here means the direct 
contribution of the Employees to the organization’s 
strategic intent. The performance management system 
must be tailed to ensure that employee’s outcome 
which may range from their satisfaction, loyalty and 
commitment to high productivity and performance, 
effectiveness, efficiency, innovation, creativity and 
customer satisfaction etc. are directly contributing to 
the organization’s objective and by extension their 
vision. 

To achieve the OBFWS framework, it is essential 
for the organizations to establish a flexible structure, 
implement effective leadership, ensure the availability 
of human and material resources, manage human 
resources efficiently, and develop a performance 
management and measurement system that is focused 
on results. Effective employee management requires 
maximizing support, motivation, and remuneration to 
achieve desired outcomes, which should inform the 
work patterns adopted at any given time. 

Additionally, the framework fosters continuous and 
effective communication and collaboration. The 
arrows that connect the various areas suggest that 
effective communication is necessary at every stage 
of the process. We propose that this communication 
should be a two-way street, utilizing employee 
involvement, innovation, and creativity, while also 
allowing for feedback within the process.

We believe there should be an effective monitoring and 
performance management system in place to ensure 
that employee outcomes align with organizational 
goals. Feedback and employee support systems, such 
as training and workshops, could be utilized to ensure 
employees are better equipped to meet organizational 
expectations within the specified time frame.

In summary, the outcome-oriented and outcome-based 
Flexi-work Framework seeks to achieve organizational 
objectives, shaped by VUCA environmental 
challenges and opportunities. The abridge version of 
the framework showing the relationship between the 
Organizational Outcome and Objectives interlinked 
by the Employee Outcomes and the Flexi-work 
System is illustrating in Figure 2 below. 
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5. Discussions and Implications for 
Organizations and HR Practitioners
This study sought to address a critical gap in the 
ongoing discourse around organizational resilience 
in the face of volatility, uncertainty, complexity, and 
ambiguity (VUCA) in work design. In line with its 
objectives, the study introduced a novel framework, 
the Outcome-Based Flexi-Work System (OBFWS), 
which advocates for a dynamic, responsive, and 
results-oriented approach to work arrangements, 
thereby challenging the existing work models. This 
framework primarily contributes by integrating 
flexibility, strategic alignment, and outcome-driven 
performance into a cohesive system that prioritizes 
employees and adapts to uncertain environments.
The existing scholarship has extensively criticized the 
limitations of traditional work models, particularly the 
9-to-5, location-dependent schedules that prioritize 
attendance over efficiency (Taylor, 2020; Sharma & 
Singh, 2020). Legacy performance evaluation systems 
that emphasize hours worked rather than value 
delivered have been observed to suppress innovation 
and impede agility (Smith & Johnson, 2018). The 
identified structural flaws limit employee autonomy 
and hinder the company’s ability to address emerging 
challenges.
While these models previously provided structure and 
standardization, they are increasingly misaligned with 
contemporary organizational realities characterized 
by remote work, digital connectivity, and workforce 
diversity. Further to this, we have examined the 
contemporary work system (remote work, flexi work 

and commuting) in line with the realities of VUCA 
and found out a number of inadequacies ranging from 
accountability challenges, measurement challenges 
and the high tendency to compromise organizational 
outcome over methods. This is what justifies the 
OBFWS Framework. 

The proposed OBFWS model shifts the focus of 
performance analysis from time input to measurable 
outcomes that aligns with pre-defined organizational 
expectations, thereby directly addressing these 
deficiencies in the current models. Theories such as 
Goal Setting Theory, which emphasizes the importance 
of clear and challenging goals (Locke & Latham, 
2002), and Contingency Theory, which advocates 
for the alignment of organizational design with 
environmental conditions (Donaldson, 2001), provide 
support for this repositioning. Granting Employees 
autonomy and preference in the organization and 
delivery of work enhances the framework’s alignment 
with the Self-Determination Theory (Deci & Ryan, 
2000). Thus grounding the framework in established 
scholarship in Management and Organizational 
Psychology. 

The practical relevance and multi-theoretical 
foundation of this framework demonstrate significant 
originality. OBFWS integrates performance 
responsibility, technological enablement, and 
leadership engagement into a cohesive model, 
distinguishing itself from partial models such as 
Results-Only Work Environments (ROWE) or hybrid 
work environments, which frequently emphasize 
flexibility without incorporating performance systems. 

Figure 2. Outcome-based Flexi-work Framework
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According to Garcia and Lee (2023), organizational 
agility arises from culture, teamwork, and strategy, all 
of which are embedded in OBFWS, rather than being 
solely a function of structure.
The results of this study also underline the strategic 
relevance of flexi-work systems in allowing 
organizations to react quickly to market changes, 
maximize resource allocation, and improve employee 
engagement over time zones and geographies. Such 
systems provide flexibility that supports not only 
operational continuity but also the attraction and 
retention of various talent pools, so positioning 
companies competitively in the global economy. 
Moreover, the flexibility inherent in flexi-work 
systems enables organizations to leverage the diverse 
talents and perspectives of their workforce, regardless 
of geographical location or time zone. By embracing 
technology-enabled communication and collaboration 
tools, teams can collaborate effectively and drive 
innovation without the constraints of traditional office 
settings. This flexibility also allows organizations 
to optimize resource allocation, respond quickly to 
changing market demands, and capitalize on emerging 
opportunities.
However, utilizing OBFWS requires careful attention 
to organizational readiness. Success necessitates 
certain prerequisites, such as leadership commitment, 
digital infrastructure, performance tracking systems, 
and a culture characterized by trust and feedback. 
This study emphasizes that transitioning to such a 
system necessitates both structural modifications and 
a shift in mindset from controlling individuals’ time 
to supporting their outcomes. Change management 
initiatives are essential to mitigate opposition and 
promote adoption throughout the organization. 
Effective communication, feedback methods, and 
performance management systems are essential to 
achieve alignment between employee outputs and 
company objectives.
This paradigm significantly impacts organization 
and HR practitioners, requiring a transformation in 
mindset, strategy, and operational processes to adeptly 
manage the complexities of the VUCA environment. 
Some of these implications are discussed below: 

Organizational Agility:1.	  Organizations must 
embrace agility as a core competency to 
remain competitive in VUCA times (Smith 
& Johnson, 2018). HR practitioners play a 
pivotal role in fostering a culture of agility by 
promoting flexibility, innovation, and continuous 
improvement throughout the organization (Garcia 
& Lee, 2023).

Strategic Alignment: 2.	 The framework underscores 
the importance of aligning organizational strategic 
intent with expected outcomes and stakeholder 
expectations (Taylor, 2020). HR practitioners 
must work closely with senior leadership to 
ensure that strategic objectives are clear, relevant, 
and adaptable to the demands of the VUCA 
environment (Brown & Jones, 2021).
Talent Management:3.	  HR practitioners must 
adopt a strategic approach to talent management 
that prioritizes flexibility, diversity, and skill 
development (Chen & Li, 2021). Flexi-work 
systems can serve as a key differentiator in 
talent acquisition and retention efforts, offering 
employees greater autonomy and work-life balance 
(Doe & Roe, 2020).
Change Management4.	 : Implementing the 
framework requires a concerted effort in change 
management to overcome resistance and foster 
adoption across the organization (Adams & Brown, 
2019). HR practitioners play a central role in 
facilitating communication, training, and support 
initiatives to ensure that employees understand the 
rationale behind the shift towards outcome-based 
flexi-work systems and are equipped to embrace 
change effectively (Garcia & Lee, 2023).
PerformanceManagement: 5.	 Traditional 
performance management practices focused on 
time-based metrics may no longer be suitable in 
VUCA times (Taylor et al., 2022). HR practitioners 
must redefine performance metrics to prioritize 
outcomes, innovation, and collaboration (Smith & 
Johnson, 2018).
Employee Engagement and Well-being:6.	  The 
framework emphasizes the importance of 
employee engagement and well-being in 
driving organizational success (Taylor, 2020). 
HR practitioners must prioritize initiatives that 
promote a positive work environment, support 
employee autonomy, and foster a culture of trust 
and collaboration (Chen & Li, 2021).

5.1 Limitations & Future Research Agenda 
Despite the tremendous benefit of this study, it’s has 
a number of limitations which have been outlined for 
Future Research Avenues. Some potential areas for 
future inquiry include:

Effectiveness and Impact:i.	  Future research could 
delve deeper using empirical data, into assessing 
the effectiveness and impact of outcome-based 
flexi-work systems on organizational performance, 
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employee satisfaction, engagement, and well-
being. Longitudinal studies examining the 
outcomes of implementing such systems in diverse 
organizational settings would provide valuable 
insights into their efficacy and benefits over time.
Implementation Challenges and Best Practices: ii.	
There is a need for research that explores the 
implementation challenges associated with 
adopting outcome-based flexi-work systems and 
identifies best practices for overcoming them. 
Understanding the barriers to implementation, 
such as resistance to change, technological 
limitations, and cultural norms, can inform 
strategies for successful adoption and integration 
within organizations.
Liii.	 eadership and Organizational Culture: Future 
research could investigate the role of leadership 
and organizational culture in facilitating the 
adoption and sustainability of outcome-based 
flexi-work systems. Examining the leadership 
behaviors, communication strategies, and cultural 
norms that support flexibility, autonomy, and 
collaboration would provide valuable insights 
into creating a conducive environment for such 
systems to thrive.
Employee Perspectives and Experiences: iv.	
Research focusing on the perspectives and 
experiences of employees within outcome-based 
flexi-work systems would shed light on the 
benefits, challenges, and trade-offs associated with 
flexible work arrangements. Understanding how 
employees perceive and navigate flexible work 
practices can inform strategies for optimizing 
employee engagement, productivity, and well-
being.
Technology and Digitalization:v.	  As technology 
continues to play an increasingly prominent role 
in enabling flexible work arrangements, future 
research could explore the impact of digitalization 
on outcome-based flexi-work systems. 
Investigating the role of digital tools, platforms, 
and communication technologies in facilitating 
remote work, collaboration, and performance 
management would provide valuable insights into 
leveraging technology to support flexible work 
practices effectively.
Cross-Cultural and Global Perspectives:vi.	  Given 
the global nature of modern-day organizations, 
research examining the cross-cultural variations in 
attitudes, norms, and practices related to outcome-
based flexi-work systems would be valuable. 
Understanding how cultural factors influence the 

adoption and implementation of flexible work 
arrangements can inform strategies for fostering 
inclusivity, diversity, and collaboration across 
diverse cultural contexts.
Legal and Regulatory Considerations:vii.	  Finally, 
future research could explore the legal and 
regulatory considerations associated with 
implementing outcome-based flexi-work systems, 
particularly in relation to employment law, labor 
regulations, and data privacy. Understanding the 
legal implications of flexible work arrangements 
can help organizations navigate compliance 
requirements and mitigate potential risks associated 
with remote work and flexible scheduling.

6. Conclusion 
This study introduces the Outcome-Based Flexi-
Work System (OBFWS) as a framework tailored to 
the demands of a volatile, uncertain, complex, and 
ambiguous (VUCA) corporate environment, thereby 
contributing to the ongoing discourse on work design. 
It also addresses existing criticisms of traditional 
time-bound and inflexible work models by proposing 
a system that integrates autonomy, flexibility, 
responsibility, and strategic alignment, thereby filling 
a notable gap in the literature.
The proposed framework is grounded in multiple 
theories and is practically relevant, prioritizing 
outcome over time-based inputs. In contrast to 
traditional models, OBFWS aims to enhance 
employee empowerment and improve organizational 
adaptability, agility, and performance—outcomes 
essential in VUCA environments. The framework 
integrates concepts from Goal Setting Theory, 
Contingency Theory, Self-Determination Theory, 
and Agency Theory, providing a comprehensive 
foundation for reassessing work organization and 
management.
The OBFWS model offers organizations a viable 
alternative to outdated systems with practical insights 
for leaders, managers, and legislators aiming to reform 
work systems, structures and patterns that promote 
innovation, employee engagement, and sustainable 
productivity. The model underscores the necessity for 
supportive infrastructure for effective implementation, 
which includes leadership commitment, cultural 
readiness, digital tools, and performance systems.
This framework is distinctive in its responsiveness to 
VUCA conditions, integrating outcome orientation 
with adaptable work design, and providing strategic 
applicability across various sectors. The research, 
while conceptual, lays the foundation for future 
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empirical validation and adaptation across various 
organizational contexts.
This study has therefore advanced both academic 
knowledge and enhanced practical insights for the 
challenges of modern work through the introduction 
of a novel framework that meets the challenges of 
the VUCA era. The OBFWS offers a comprehensive 
and adaptable strategy that supports individuals, 
enhances organizations, and aligns work design with 
the dynamics of a constantly evolving environment.
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