
 
 
 
 
 
 
 
 
 
 
 
 

To what extent do companies in the gig economy apply different leadership styles during 
times of crisis, specifically during COVID-19?  
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Abstract : This study examines how Uber and GoGoX responded to the COVID-19 crisis in the 
gig economy. Using a comparative case-study approach based on company reports and 
secondary sources, it analyzes changes in financial performance, market strategy, driver 
management, and service innovation before, during, and after the pandemic. The findings show 
that both firms shifted from growth-focused expansion to more adaptive and resilience-oriented 
leadership, but in different ways: Uber pursued global diversification and platform expansion, 
while GoGoX emphasized safety, operational continuity, and later international growth. Overall, 
the comparison suggests that crisis leadership in the gig economy is shaped by company size, 
market scope, and service model. The study concludes that effective leadership during 
disruption depends on flexibility, worker protection, and the ability to balance innovation with 
operational stability.  
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1. Introduction  
The gig economy is a labor market characterized by short-term, flexible, project-based, or 
freelance work rather than traditional full-time employment. The gig economy has expanded 
rapidly in recent years and is projected to account for approximately 35% of the global 
workforce, contributing nearly $3 trillion to global GDP. The transporting sector of the gig 
economy being one of the more prominent in the sharing economy, due to flexibility in work and 
improved capacity utilisation. 
 
This paper examines the following research question: To what extent do companies in the gig 
economy apply different leadership styles during times of crisis, specifically during COVID-19? A 
comparative case study of Uber and GoGoX is used to explore this question. Uber is a 
technology platform and mobile app that connects riders with drivers for on-demand 
transportation, operating similarly to a taxi service. GoGoX is a logistics service which includes 
door-to-door deliveries and customized logistics solutions across five countries and regions in 
Asia. The main similarities in these two companies is they both focus on providing services and 
on-demand transporting of goods or customers. Moreover, the COVID-19 pandemic has brought 
unprecedented disruptions to many industries, and the transportation industry is among the 
most disrupted ones. This study examines how Uber, GoGoX, and their workers were affected 
before, during, and after the COVID-19 pandemic, in factors such as finances, markets, driver 
characteristics, and specialised innovations.  
 
To answer the question briefly, during the COVID-19 pandemic, Uber's management, led by 
CEO Dara Khosrowshahi, pivoted from an "aggressive growth" strategy to a "survival and 
adaptation" mode. The leadership transformed its approach from a top-down, centralized 
structure into a collaborative, empathetic, and agile model to navigate the 80% collapse in 
ride-hailing demand. On the other hand, during the COVID-19 pandemic, GoGoX management 
shifted its leadership approach to focus on rapid digital adaptation, business pivoting, and 
supporting a surge in demand for on-demand delivery services, ultimately leading to a 
rebranding and IPO in 2022. 

2. Background context  

Further expanding on Uber, their corporate objectives involve: sustainability and electrification, 
safety improvement, expansion and innovation, and marketplace growth. Uber attempts to 
achieve sustainability through their aim of becoming a fully zero-emission mobility platform by 
2040, with interim goals focused on electrifying rides, promoting shared transport, and reducing 
waste in its delivery services. Uber is additionally investing $800 million through its Green 
Future program to assist drivers in transitioning back to EVs by 2025. Uber also tries to employ 
a multi-layered approach to safety, combining technology, rigorous screening, and in-app tools 
to protect both riders and drivers. The key initiatives include driver screening and continuous 
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monitoring, trips tracking, and specialised safety features. Uber’s plans of expansion is through 
their global footprint and market share through a combination of aggressive, domestic/localised 
strategies, service diversification into an app combining every feature, and strategic 
partnerships rather than relying solely on personal growth. 
 
On the other hand, GoGoX’s corporate objectives include: efficient use of technology, growth 
and expansion, profitability, user focused innovations, and sustainability. GoGoX attempts to 
achieve sustainability through leveraging technology to optimize logistics efficiency, adopting a 
sharing economy model to maximize resource utilisation, and exploring green transportation 
alternatives. This approach combines operational efficiency with social responsibility to build a 
resilient and environmentally conscious logistics network. GoGoX ventures to grow by 
transitioning from a niche on-demand transportation app into a comprehensive, 
technology-driven, and diversified logistics platform. Its strategy focuses on back to back 
expansion, geographical growth across Asia, and efficiency using AI to maximize operational 
efficiency. Furthermore, GoGoX focuses their innovations on user experience by leveraging AI, 
automation, and data analytics to provide faster, more transparent, and personalized logistics 
services. The company has begun to target specific user plain points by integrating technology 
that improves both the customer experience and the operational efficiency of the driver-partners. 
 
Additionally, during times of the pandemic it forced a dramatic evolution in corporate strategy for 
both Uber and GoGoX, compelling both platforms to shift their focus from standard 
transportation services to critical crisis-response logistics. For Uber, this meant transitioning 
from aggressive global growth to an emphasis on corporate responsibility. The company scaled 
back its passenger transit and heavily prioritized Uber Eats, waiving delivery fees to support 
local restaurants, feeding healthcare workers, and utilizing its infrastructure to move necessary 
medical and grocery supplies under strict sanitary regulations. Conversely, GoGoX adopted a 
hyper-local, assistance-style approach rooted in entrepreneurial empathy to meet the 
immediate, high-stakes needs of the Hong Kong community. Instead of relying purely on 
standard goods and services, GoGoX dynamically pivoted to essential pandemic support 
services, deploying drivers to collect bio-hazard saliva swap specimens for government testing 
and operating a personalised run-errand service to deliver daily necessities directly to 
quarantine individuals and families. Ultimately, both companies successfully navigated the crisis 
by realigning their operational core with public health priorities, proving that agility and 
community-oriented leadership are vital for survival during global crises  
 
In summary (The Conversation, 2021), both Uber and GoGoX are strategically evolving into a 
diversified, technology-driven ecosystem that prioritises aggressive market expansion, 
operational efficiency through using AI, and a long-term commitment to environmental 
sustainability. While Uber focuses on a global transition toward a zero-emission mobility platform 
with a heavy emphasis on user safety, GoGoX concentrates on optimizing logistics across Asia 
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by leveraging the sharing economy to maximize resource utilization and user-focused 
innovations. 

 

3. Literature review  

For the literature review, a key contribution of the article (National Library of Medicine 2020) is 
that it frames the pandemic as a system-wide shock rather than just a temporary business 
slowdown. The paper identifies themes such as anxiety, booking cancellations, job loss, income 
reduction, hygiene and safety, backlash, and overcoming strategies, showing that platforms and 
reputational pressures. This is relevant to leadership as it suggests that companies in the gig 
economy could not rely on ordinary growth-oriented management. Instead, they needed 
crisis-oriented decision making, communication, and worker protection. 
 
The main purpose of this article is to examine how Covid-19 affected sharing-economy activities 
and how major stakeholders responded. The author frames the sharing economy as a major but 
vulnerable part of transportation, accommodation, and related services, then asks two 
questions: What effects the pandemic had on firms, service providers, consumers, and 
regulators, and how they coped. This article review further presents the sharing economy as a 
fast-growing sector built around underused assets and digital platforms, with examples such as 
Uber, Airbnb, and food-delivery services. It notes that the sector was already facing debates 
about trust, discrimination, worker classification, and regulation before Covid-19, and the 
pandemic intensified all of these concerns. The article also suggests that some sharing 
economy activities, especially meal delivery, could benefit during lockdowns, but the overall 
picture was mostly negative. 
 
The article organizes its findings around four stakeholder groups: platforms, service providers, 
service receivers, and regulatory bodies. Across all groups, the dominant pattern was anxiety 
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and disruption, with widespread cancellations, falling bookings, reduced income, layoffs, and 
uncertainty about the future. Platforms such as Airbnb and Uber faced devaluation, customer 
anger, and criticism for unclear communication and weak support policies, while drivers and 
hosts faced sudden income loss and in many cases could not rely on unemployment 
protections. 
 
According to adaptive leadership theory, leaders must respond to changing environmental 
conditions by modifying organizational strategies and behaviors. During Covid-19, both Uber 
and GoGoX demonstrated adaptive leadership, although they applied it in different ways. This is 
visible in the gig economy because drivers and passengers bear many health and income risks, 
while platform firms must decide whether to prioritize cost control, service continuity, or worker 
support. In Uber’s case, the response appears more formalized and tech-driven, while GoGoX’s 
response appears more operational and service-specific, both can be seen as adaptive 
leadership, but Uber is more centralized and global, whereas GoGoX is more localized and 
pragmatic. At the same time, the article shows that the gig economy also faced criticism for 
weak support, unclear communication, and shifting costs onto workers. This means crisis 
leadership in gig platforms was not just about safety measures, but also about whether firms 
were perceived as fair and responsible.  

4. Main points  

 
Summary table of different variables comparing Uber and GoGoX during different time periods 
of the pandemic  
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To compare Uber and GoGoX during different time periods and the adaptations across key 
variables: Financial status, market expansion, driver characteristics, and service innovation. 
This will be analysed from different times such as, pre-pandemic (before 2019), during the 
pandemic (2020-2021), and post-pandemic (2022 onwards). 
 

 
Chart of Uber’s revenue throughout the years 2018-2024 in USD 
 
Firstly for Uber during the pre-pandemic stage , they were in aggressive growth mode. 
Financially, the company reported $14.1 billion in revenue but experienced heavy net losses of 
$8.5 billion, driven by massive R&D costs and IPO-related costs. The main objective was, 
growth at all costs. In terms of market expansion, Uber pursued aggressive global scaling and 
diverted their attention out of underperforming regions to concentrate resources on core, 
high-value markets. This potentially helped Uber expand more profitability, removing 
redundancies for max efficiency. Additionally, it helped Uber sharpen their focus, which helped 
streamline operations but reflected the challenges of sustaining unprofitable international 
footprints. Driver characteristics showed that most drivers used the platform to supplement 
existing income, with only 8% being unemployed prior to joining. This indicated that the platform 
primarily attracted part-time or workers who seek extra cash rather than full-time employment. 
On the service innovation front, Uber concentrated on refining its core offering of app-based ride 
matching with real-time GPS. It introduced Uber Pool for shared rides to improve vehicle 
utilization and affordability, while making early-stage investments in autonomous vehicles 
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through its advanced technologies group. These efforts positioned Uber as a forwards-thinking 
mobility company but added significantly to its cash expenditure. 
 
Then for Uber during the pandemic of Covid-19, it forced a dramatic strategic pivot as 
ride-hailing demand collapsed due to lockdowns and social distancing. This financial recovery 
demonstrates Uber's adaptive leadership approach. Rather than maintaining its traditional 
ride-hailing strategy, leadership rapidly reallocated resources toward delivery services, 
illustrating an agile and transformational response to crisis conditions. For Market expansion, it 
shifted from broad geographic growth to vertical expansion within essential services. Uber 
heavily promoted food delivery and essential freight, and completed the project of Postmates in 
December 2020, which valued at around $2.65 billion, to bolster its position in the competitive 
US delivery market and gain access to a larger merchant network. Driver characteristics 
transformed under health risks and uncertainty. Drivers became highly risk aware, as many 
completed fewer trips overall, avoided high-density urban areas or long rides, and shifted 
significantly towards Uber Eats deliveries to minimize direct passenger contact. This behavioral 
change created supply shortages in ride-sharing but helped sustain delivery operations. Service 
innovation accelerated rapidly in response to public health needs. Contactless delivery became 
the default option, mask-verification selfies were introduced for safety compliance, “Uber 
Medics” offered dedicated transport for healthcare workers, and the platform expanded 
aggressively into grocery and pharmacy delivery. These adaptations not only addressed 
immediate crisis demands but also built lasting capabilities in non-passenger logistics.  
 
Finally for Uber during the post pandemic of Covid-19, Uber transitioned into a phase of 
financial maturity and operational stability. Financially, revenue climbed to $43.9 billion in 2024. 
The company achieved its first ever GAAP operating profit in 2023 and recorded a strong $9.8 
billion net profit in 2024, marking a remarkable turnaround from years of heavy losses. Market 
expansion involved selective re-entry into high-margin segments, inclusion in the S&P 500 index 
in December 2023, and aggressive promotion of the uber one subscription program targeting 
“Power Users” with perks across rides, delivery, and other services. Driver characteristics 
evolved toward sustainability. Uber placed greater emphasis on improving driver earnings 
through targeted incentives, bonuses, and improved matching algorithms. through targeted 
incentives, bonuses, and better matching algorithms. This reflected a more mature gig 
workforce that expected reliable income rather than just flexibility, helping reduce churn and 
improve service quality. Service innovation centered on the “*Super-App” vision. Uber expanded 
into multimodal mobility with potential added flight bookings and invested heavily in AI-driven 
route optimization to reduce costs and improve ETA accuracy. These enhancements aim to 
increase user loyalty and lifetime value within a single ecosystem. 
 
*Super-App - Uber’s ongoing strategy to evolve its platform from a basic ride-sharing service 
into an all-in-one, comprehensive personal assistant for mobility, commerce, and daily chores. 

7 



 

 
Chart of GoGoX’s revenue throughout the years 2018-2024 in RMB  
 
During the pre-pandemic stage GoGoX was still operating in a high-growth, scale-first mode, 
and almost every aspect of the business reflected that priority. Financially, the company was 
pursuing aggressive expansion even though profitability remained under pressure, with revenue 
reaching RMB 548 million in 2019 after several years of rapid build-out and accumulated losses. 
Its market strategy was concentrated on consolidating a strong position in Hong Kong and 
mainland China, where it aimed to deepen its footprint before broadening further. The driver 
network was also developed with scale in mind: GoGoX focused rapidly recruiting gig drivers to 
maximize supply density, improve order fulfilment, and strengthen its platform’s liquidity. On the 
service side, the company’s innovation remained relatively foundational, relying on an 
app-based matching model that connected shippers and drivers quickly and efficiently, laying 
the groundwork for its later evolution as a logistics platform. 
 
During the pandemic period, GoGoX’x priorities shifted from pure expansion towards operational 
resilience and service continuity under severe disruption. Financial performance was affected by 
the wider economic slowdown, with revenue dipping to RMB 530 million in 2020 before 
recovering to RMB 660 million in 2021, while gross profit margins improved despite the 
uncertainty created by lockdowns and changing delivery patterns. Instead of chasing new 
geography, the company concentrated on protecting its position in existing markets and 
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reinforcing its role as an essential logistics provider for households and businesses that still 
needed deliveries during the crisis. Driver management became more health-oriented, with 
stronger emphasis on mask use, hygiene, and safety procedures to reduce exposure risks and 
maintain continuity of service. Service innovation also responded directly to the pandemic 
environment, with contact-minimizing delivery practices and other health-conscious protocols 
becoming central to the customer experience. 
 
In the post-pandemic phase, GoGoX began to look more like a mature platform business than a 
pure growth startup. Revenue reached RMB 773 million in 2022 before stabilizing, and the 
company made clear progress in reducing losses and improving efficiency in later years, 
including a narrower net loss in 2024. A major structural milestone came with its HKEX listing in 
June 2022, which marked a new stage of capital-market visibility and corporate maturity. At the 
same time, the company’s revenue mix became increasingly international, with Hong Kong and 
overseas markets contributing 75% of total revenue according to the company profiles, showing 
how far the business had shifted beyond a mainland-centric model. Driver strategy also became 
more selective and quality-driven, with greater attention on reliability, service standards, and the 
needs of enterprise customers rather than simple mass recruitment. On the innovation front, 
GoGoX moved deeper into digital logistics infrastructure through business-facing APIs and 
broader fulfillment capabilities, including the investments in integrated systems and smart locker 
solutions that extended the platform beyond basic matching into a more complete logistics 
ecosystem. Taken together, GoGoX’s trajectory shows a clear three-stage evolution: from 
growth-at-all-costs before Covid-19, to resilience and safety adaptations during the pandemic, 
and then to maturity, internationalization, and operational refinement afterwards. That 
progression is visible not only in revenue and loss trends, but also in the way the company 
redefined its markets, drivers, and service offerings at each stage.  

5. Comparisons 

The overall picture is Uber and GoGoX are both platform-based mobility and logistics 
companies, but they developed in different ways. Uber is a global technology giant that started 
with ride-hailing, later expanded into delivery, freight, subscriptions, and other mobility services. 
GoGoX, by contrast, is a Hong Kong-based logistics platform that focused more narrowly on 
local and regional freight and delivery, then expanded through digital logistics services and 
smart-locket solutions. The information previously stated shows that both companies were 
affected by the pandemic, but Uber used the crisis to accelerate diversification, while GoGoX 
focused on operational resilience, service continuity, and later digital transformation. 
 
For financial status, Uber was much larger before the pandemic, due to their internationality, 
with strong revenue but heavy losses, while GoGoX was much smaller and more 
capital-intensive as it expanded rapidly. During the pandemic, Uber’s revenue fell at first but 
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then recovered strongly because delivery became a major source of growth, while GoGoX 
stayed relatively stable and even improved its gross margins despite lockdowns. After the 
pandemic, Uber became highly profitable and reached very large revenue growth. Whereas 
GoGoX peaked earlier, then stabilized, with its losses narrowing instead of turning into strong 
profit. 
 
For market expansion, Uber followed a global expansion strategy before the pandemic and later 
focused on higher-value markets, while GoGoX was mainly centered on Hong Kong and China. 
During the pandemic, Uber shifted more toward delivery and essential freight, while GoGoX 
focused on keeping operations safe and maintaining its essential-service role. In the 
post-pandemic period, Uber expanded again into higher-margin services and subscriptions, 
while GoGoX became more international, with overseas markets contributing most of its 
revenue.  
 
For service innovation, Uber began with ride-hailing and early autonomous vehicle testing, but 
during the pandemic it quickly expanded into contactless delivery, health-worker support, and 
grocery and pharmacy services. After the pandemic, Uber developed into a broader,”Super-App” 
with services like transit, flight bookings, and AI route optimization. GoGoX started with simple 
app-based matching, moved to contactless delivery during the pandemic, and later advanced 
into digital logistics APIs and smart lockers, showing a more logistics-focused kind of innovation. 
 
Overall, Uber became a global, multi-service platform with strong post-pandemic profitability, 
while GoGoX became a more efficient logistics company with stronger overseas reach and 
better operational focus. 

6. SWOT Analysis  

Strengths : Uber (Artificall, 2026) has a huge global brand, a very large user base, and strong 
network effects that make it hard for competitors to replace. It also has diversified income 
sources through rides, delivery, freight, and subscriptions, which helped it recover strongly after 
Covid-19. Its post-pandemic profitability and ability to scale across many markets are also major 
strengths. 
 
GoGoX has strong knowledge of logistics and delivery in Hong Kong and nearby markets 
(GoGoX, 2025), which gives it a local operational expertise. It has shown adaptability by 
focusing on safety, essential services, and later digital logistics transformation. Its enterprise 
logistics business and smart-locker expansion also shows practical strengths in serving 
businesses. 
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Weaknesses : However, Uber depends heavily on gig workers (Swotpal, 2025), which makes 
driver supply unstable and creates pressure around incentives and retention. It also faces public 
criticism over worker classification, safety, and fairness. In addition, its business model is 
sensitive to pricing pressures and regulations in different countries  
 
GoGoX is much smaller than Uber (HKEX, 2025), so it has less global scale and weaker brand 
recognition outside its main markets. The company has also experienced capital pressure and 
narrow profit margins, with losses only gradually improving. Its dependence on regional markets 
makes it more exposed to local economic conditions. 
 
Opportunities : An opportunity that Uber can benefit from is they can continue to expand its 
super-app (Swotpal, 2025) model by adding more services such as transit, bookings, 
advertising, and AI-based route tools. It also has room to grow in emerging markets and in 
higher-margin digital services. Continued investment in subscriptions like Uber One and delivery 
growth can strengthen long-term revenue  
 
An opportunity GoGoX can benefit from is expanding overseas (GoGoX, 2025), especially since 
overseas markets already contribute a large share of revenue. It can also strengthen its 
enterprise logistics services, smart-locker systems, and API-based digital solutions for 
businesses. These directions could help it move from a delivery platform into a broader logistics 
infrastructure company  
 
Threats : However, Uber may face strong competition from other mobility and delivery platforms 
(Swotpal, 2025), as well as taxis and local transport providers. Regulatory changes are a major 
threat because labor laws and platform rules can affect the core gig model. Autonomous 
vehicles and economic downturns could also disrupt demand and reduce its advantages. 
 
A potential threat is the competition they will face from other logistics, delivery, and freight 
platforms, especially larger firms with more capital and market power (GoGoX, 2025). It is also 
vulnerable to economic slowdowns, changes in logistics demand, and rising operating costs. 
Because it is smaller and more regionally concentrated, it has less room to absorb shocks than 
Uber. 
 
Uber’s SWOT is stronger on scale, diversification, and profitability, while GoGoX’s SWOT is 
stronger on local logistics specialization and operational flexibility. Uber’s biggest risk comes 
from regulation and worker-related issues, while GoGoX’s biggest risks come from smaller scale 
and market concentration. This further implies that Uber looks like a global platform leader 
adapting through expansion, while GoGoX looks like a regional specialist adapting through 
efficiency and service refinement. 
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7. Findings and Personal insight 

These findings can benefit us in the future in three main ways: they help companies prepare 
better crisis responses, they help policymakers improve worker protection, and they help 
researchers understand which leadership styles work best in platform businesses. The biggest 
lesson is that gig-economy firms are not just tech companies, they are also people-management 
systems that require trust, safety, and fast adaption during shocks like Covid-19. 
 
In terms of business value, for companies like Uber and GoGoX, the findings show that crisis 
leadership should be flexible rather than purely profit-driven. In future disruptions, firms can use 
these lessons to improve health and safety rules, communicate more clearly with drivers and 
passengers, and shift quickly between services when demand changes. This matters because 
the gig economy is likely to remain important, but its success depends on whether firms can 
protect workers while still staying efficient. 
 
In terms of policy value, for governments and regulators, the findings show why gig workers 
need stronger safeguards during crises. The pandemic highlighted how platform workers can 
face income loss, infection risk, and uncertainty at the same time, so future policy can focus on 
emergency support, clearer labor standards, and minimum safety requirements. That would 
make the sector more stable and reduce the burden being shifted onto workers. 
 
In terms of academic value, for academic work, this study can contribute by comparing 
leadership styles in two different types of gig platforms: a global mobility giant and a regional 
logistics company. This comparison helps explain whether crisis leadership depends on 
company scale, market position, and service type. It also gives future researchers a base for 
studying adaptive leadership, transformational leadership, and distributed leadership in platform 
economies. 
 
My own insight is that the most useful future leadership style in the gig economy is probably a 
mix of adaptive and empathetic leadership. Adaptive leadership helps companies react quickly 
to changing demand, while empathetic leadership helps keep workers loyal and trusted during 
uncertainty. In my view, Uber’s experience shows the value of scale and fast innovation, but 
GoGoX shows that close operational control and safety-focused management can also be very 
effective. A key insight from this research is that long-term success in the gig economy may 
depend less on aggressive growth and more on organizational resilience and worker trust. 
Companies that treat workers as partners instead of only as flexible labor will probably recover 
faster in future crises and build stronger reputations. So, the real long-term benefit of these 
findings is that they push the economy towards a more sustainable model, not just a bigger one. 
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8. Limitations of current research and future research ideas  

Current research has helped us understand how gig-economy firms respond to crises, but it still 
has limits in data purity and data availability. Much of the evidence is based on incomplete 
platform disclosures, small samples, or board estimates, which can introduce bias and make the 
findings less fully reliable or generalizable. In future research, stronger results could come from 
cleaner data sources, such as more transparent company reports, worker surveys, interviews, 
and long-term comparisons across more platforms and countries. Future studies could also test 
whether leadership in companies like Uber and GoGoX is mainly shaped by company size, 
market scope, or the type of gig service offered, which would make the topic more useful for 
both business and policy decisions. 

9. Conclusion  

To conclude, this essay shows that the Covid-19 crisis forced gig-economy companies to move 
beyond growth-focused management and adopt more adaptive, safety conscious, and 
worker-sensitive leadership styles. Uber responded with a large-scale strategic pivot towards 
delivery, stronger safety measures, and later platform diversification, while GoGoX used a more 
operational and localized approach centered on contactless service, hygiene, and logistics 
efficiency. Together, these cases show that leadership in the gig-economy is highly shaped by 
company scale, market scope, and service model, and that crises can push firms toward more 
resilient and socially responsible practices. 
 
Overall, the comparisons suggest that future gig-economy success will depend not only on 
technology and expansion, but also trust, worker protection, and the ability to respond quickly to 
disruption. The pandemic revealed the weaknesses of platform-based work, but it also showed 
that well-managed companies can use the crisis as a turning point for innovation and long-term 
growth. 
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