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ABSTRACT

This thesis explores, records, and furthers the embryonic understanding of flexible-
working arrangements, formal and/or informal, within the charity sector with focus
placed upon medium-sized charitable organizations (income threshold between £500k
and £5 million) registered in England and Wales. A multi-method research
programme (Phase I: postal-questionnaire and Phase II: semi-structured interviews in
four service-providing charities) was undertaken across a sample population of
charitable organizations with varying core charity activities. The study considers the
influencing factors, impacting upon both employees and employers. Fundamentally,
the research outlines the inter-play between perceived and real barriers and enablers
impacting upon the successful/unsuccessful implementation and/or operation of

flexible-working arrangements within medium-sized charitable organizations.

At the time of writing, minimal work had been published regarding flexible-working
practices within the charity sector. The present research adopts an interpretive
approach where knowledge is gained or at least filtered through social constructions
such as language, consciousness and shared meanings by both junior and senior
employees. This interpretive approach, supported by the Glaserian branch of
Grounded Theory, does not pre-define dependent and independent variables, but
focuses on the complexity of human sense-making surrounding the emerging flexible-

working situation.

Throughout this research, there were a number of recurring themes supporting
established HRM theory; but the pivotal finding focused upon the rewarding in-house
“family” relationships, and intimate “team” bonds enjoyed by the female junior staff
members, surpasses the immediate concerns of reduced funding. Their philanthropic
beliefs, charitable ethos, commitment to each other and the charitable organization,
gives them a strength and stability to accept change and enables them to adapt and
modify to survive against external influencing factors. Through this ubiquitous
“family” team characteristic, reinforced by volunteer support, and familial biased
language; these distinguishing traits were found to be at the heart of the emergent

Female Junior Informal Flexible-Working Model.
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CHAPTER 1: INTRODUCTORY CHAPTER
1.1  INTRODUCTION

We may not think it does, but flexible-working affects most of us during our working
life time. Most people believe that they understand what flexible-working entails, but
‘on reflection the term is still subject to much confusion by both employees and

employers.
Cameron (2008) states that:

“Balancing work and family is never easy. Some parents prefer to work from
home so they can integrate the two more closely; others try to keep a clearer
boundary. Most of us who work in offices will usually prefer to take at least
some work home rather than working too late in the office. Again, I think the
key to all this is flexible working. That allows people to adopt the lifestyle
which suits them and their families’ best”.

Flexible-working simply refers to any working schedule that is outside of a normal
accepted working pattern. There is a gap between knowing, understanding and

applying flexible-working practices organizationally and sector-wide (East, 2008).

This study was undertaken in the context of the challenges faced by both the
employees and employers, and how flexible-working arrangements are shaped by the
line-mangers, service-users and legislation, and whether or not HR (Human Resource)
functions are under-developed and/or under-resourced to accommodate workers’
exercising their right and/or wish to uptake flexible-working. The crux for the
rationale of this research focuses upon how the charity sector workforce is responding

to reduced resources, becoming more ‘lean’, and enduring potential job insecurity
through funding cutbacks.

Flexible-working within the charity sector, like many sectors, has not been under the
spot light; but what makes the charity sector particularly interesting to undertake
research concentrating on the flexible-working concept, is the focus placed upon the

workforce:
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“Charities exist first and foremost because people have come together with
some sense of common cause and are willing to accept some common rules in
order to advance that cause” (Morgan, 2008a, p. 1).

The rational for workforce engagement into the charity sector is complex, intricate
and often multifaceted. The workforce enter the charity sector for a number of
reasons, both altruistic and non-altruistic (Paton and Cornforth, 1992; Lloyd, 1993;
Baines, 2004a, p. 285; 2004c, p. 22; Brock and Banting, 2001; Parry et al., 2005;
Gray, 2008; Nickson et al., 2008; Baines et al., 2011, p. 332) and in addition, these
motivational reasons could also be shaped by the broad range of organizations

operating within the charity sector each with their own culture and ethea.

The charitable organizations have a “shared legal basis via the Charities Act 2011
and shared regulation in accordance with a statutory body, the Charity Commission”
(BIS, 2013a, pp. 9-10), whereas each charitable organization has a unique board of
trustees, charitable objectives, funding streams (designated, restricted, unrestricted)
(Mbrgan, 2008b; 2010), possible HRM (Human Resource Management) policies
including flexible-working arrangements, organizational structure, pool of paid and
unpaid staff members and service-users. Thus, the charity sector is a complex arena
within which to operate, where charities respond to the changing social-economic
environment in numerous ways which further adds to the rich complexity and

diversity of the research field.

Therefore, the flexible-working concept plays a more pertinent role when striving to
maintain a low-paid high-skilled workforce through job-share and/or part-time work
‘ pattemé.~ Moreover the extent that the relationships between employee-employee,
employee-employer and employer-funder intensify and become more sophisticated in
order to accommodate and survive changes in the current economic climate (Murphy,

2006; EOC, 2007; Hayward et al., 2007; Working Families Briefing, 2008).

This introductory chapter is divided into six sections. Section 1.2 positions the thesis
and provides an initial appreciation and understanding as to why this research was
undertaken and specifically focusing upon medium-sized charitable organizations

registered in England and Wales.
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Section 1.3 presents the research aims and the research questions. The key areas of
interest were how the charity sector workforce responded to reducing resources, and

becoming more ‘lean’ against a back-drop of funding cutbacks.

Section 1.4 provides a methodological overview focused on Phase I (postal-
questionnaire) and Phase II (semi-structured interviews) data collection and analysis

leading to the development of theory.

Section 1.5 discusses the contribution of knowledge that arises from this research and
the potential impact on the charity sector, and finally, Section 1.6 presents an -

overview of the structure of the thesis, by means of a chapter by chapter summary.

1.2 CONTEXT OF STUDY

In 2007/8, the researcher undertook a Masters in Management and through her
management studies had become interested in work-life-balance, and subsequently
flexible-working (East, 2008). At the time of studying for her Masters, she worked in
the Finance Department of a large advice-giving charity based in central London with
satellite offices in most major cities and towns located in England and Wales. The
issues surrounding work-life-balance and flexible-working within this large charity
could be supported with money and therefore, where necessary buy in the appropriate

resources as and when required.

At the other end of the income stream spectrum, small charities (less than £500k)
would not have the facility to utilize monies so freely to explore and support work-
life-balance and flexible-working incentives. These organizations need to be cost-
effective and make every penny counts towards the charitable objectives (NCVO,
2013).

Thus, between these extremes, medium-sized charities offer a fruitful field of
investigation, and thus, medium-sized charities potentially face a greater push-pull

relationship between the staff needs and those of the charity.
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With the changing socio-economic and political landscape, funding streams are
becoming more restrained (NCVO, 2005). A climate of funding insecurity influences
decision-making determining which projects to undertake or postpone, focusing on
securing efficiencies and value for money, which in turn leads to securing cost-
savings through reviewing the largest cross-organization expenditure, such as salaries

and wages.

At the time of writing both the Masters in Management (East, 2008) and this thesis,
the UK was in recession (NCVO, 2013). And so, with recession continuing to affect
different charities in different ways, there is a concern about the possibility of
medium-sized charities demise. Ainsworth (cited in Third Sector Online, 2013)

offered the following explanation:

“The big charities have the resources to survive difficult times. The smaller
organisations have a niche and can cope. But middle organisations that are
neither one thing nor the other — are they in trouble?

We need to work out whether the sector will come out of the recession leaner
and meaner, or just more chaotic and smaller”.

Therefore, using summarized data from Table 3.1 (see Section 3.2.2, Chapter 3),
medium-sized charities (annual income threshold falling between £500,000 and £5
million: 8,128, 5.0%) are sandwiched between a large number of small-sized charities
(143,254, 87.8%) and a smaller number of large charities (1,880, 1.2%). And so, the
medium-sized charities become an interesting area of research because to varying
degrees they are caught between a ‘rock and a hard place’. At the income threshold
extremes they could be impacted upon by similar influencing factors as those
experienced by small and large charities respectively, and thus, méy respond in a
similar modus operandi. Whereas, those medium-sized charities not located at the
income threshold extremes although they play an essential role in our society,
providing social care and education as well as helping some of the most vulnerable
people in our communities, they do not have a “niche”; and so there are a larger
number of similar objective focused organizations competing to attract funding from a

limited pool of funding streams; for example Local Authorities.
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Within the wider third sector (see Section 3.2, Chapter 3) charities have a diverse
range and type of organizations with varying legal forms, and charitable activities
which are not only influenced by changes occurring in the wider cultural and political
environment in which they operate, but also intrinsic changes. As highlighted in
Section 1.1, with a broad spectrum of charitable causes, together with the external
pressures highlighted above, makes medium-sized charities attractive to explore
academically because of the challenging background within which medium-sized
charities operate. Therefore, the obstacle faced by medium-sized charitable
organizations points to retaining knowledgeable and skilled staff against a back-drop
of “government spending cuts and falling donations” whilst allowing medium-sized
charities registered in England and Wales the opportunity to implement cost-effective
and creative measures in order to survive the current austere financial environment set

to “last until as long as 2018” (NCVO, 2013).

The latter point is not only pivotal to the going concern of medium-sized charities, but
to the wider charity sector. If charities can work more flexibly and maintain delivery
of their organizational goals, then there are potential new modes of working to be

explored by both the private and public sectors.

Line-managers are often the budgetary gate-keepers and therefore, will have the final
say as to whether or not a project will be taken forward. And so, the correct usage of
funds advancing and delivering the charitable needs is fundamental, supported in
tandem by sufficient staff resources striving to deliver the key charitable objectives.
Therefore, the role of line-management becomes increasing pivotal and their
operational and strategic decisions will impact upon their staff, departmental team and
subsequently, the organization. Therefore, the understanding and consistent
application of flexible-working across the workforce has a far reaching and pervasive
effect upon staff attitudes, staff commitment, staff motivation, the working
relationships between staff and line-management, and between staff and the
organization if medium-sized charities are to survive “stricter funding conditions
caused by the recession mean[s] charities ha[ve] to pay more attention to their

impact” (Corry Third Sector Online, 2013).
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1.3 RESEARCH AIMS

Often flexible-working is discussed in association with working mothers managing
“their lives around their work and their work around their lives” (People
Management, 2013) whereas the aim of this study is to gain a preliminary
understanding of the broader concept of flexible-working across the whole workforce

within medium-sized charities registered in England and Wales.

This study attempts to explore how the charity sector workforce responded to
reducing resources, and becoming more ‘lean’ against a back-drop of funding
cutbacks (see Section 1.1). It is through utilization of the Glaserian Grounded Theory
method (Glaser and Strauss, 1967) (see Sections 1.4 and 4.2.3, Chapter 4), a
systematic methodology involving the discovery of theory through the analysis of
data. This approach operates almost in a reverse fashion from traditional social
science research where the unforced data is collected and the key points are marked
with a series of codes, which are extracted from the text. The codes are grouped into
similar concepts in order to make them more workable. From these concepts,
categories are formed, which are the basis for the creation of a theory. A theory
discovered with the Glaserian Grounded Theory method will be accessible to use
outside of the substantive area where it was generated (see Sections 4.3.2.6, Chapter 4

and 7.4, Chapter 7).

The following four research questions attempt to answer the research aims through

themes pertinent to the charity sector as established in Chapter 3:

1) What is understood by the term flexible-working within medium-sized
charities?
i) What flexible-working practices are currently operational within medium-

sized charities?

1ii) What barriers and enablers impact upon the uptake of flexible-working
practices (including funding and line-management)?

iv) How might flexible-working enable individual and organizational values

to be engaged with?
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1.4 METHODOLOGICAL OVERVIEW

In order to investigate the research aims (see Section 1.3), the methodology and
methods need to be consistent with the philosophical position. Myers (2008) stated
that should methods utilized be substantially different, then the underlying

philosophies of these methods are different.

The research using Glaserian Grounded Theory was positioned in the interpretivist
paradigm, where the researcher constructed “interpretations of social practices”
(Urquhart, 2013, p. 61) which was easier because there was more commensurability
between the notion of coding (generally subjective) and the idea of constructing

interpretations.

One of the major strengths of grounded theory is that it results in a chain of evidence
and for “every concept that comes from the data, there are dozens of instances, thanks
to the practices of constant comparison and theoretical saturation” (Urquhart, 2013,
p- 159). Therefore, the researcher having rigorously followed the Glaserian branch of
Grounded Theory avoided being selective about data she has used in order to back up
her findings. Moreover, having reached theoretical saturation, the researcher can be
confident that her findings were representative and not just detected once or twice in
the Phase II database. Having utilized “weak constructivism” (Orlikowski and
Baroudi, 1991) (see Section 4.2.2, Chapter 4), it would suffice to “merely want to
show that the codes occurred sufficiently in the data analyzed” (Urquhart, 2013, p.
159). However, the researcher has taken the opportunity to visually link her model
(see Figure 7.1) to Figure 4.2, the diagrammatic view of NVivo (see Chapter 4) in
order to support the qualitative theory-building process, but also to clearly

demonstrate the chain of evidence that is trustworthy.

A multi-method approach has been utilized (see Sections 4.3.1 and 4.3.2, Chapter 4),
a postal-questionnaire followed by semi-structured interviews. At first glance, it
would appear that the researcher has not heeded Myers (2008) warning concerned
with the combination of quantitative and qualitative methods. However, as discussed
later in detail (see Chapters 4, 5 and 6), the postal-questionnaire was primarily to ‘get

a feel’ of what was known about flexible-working milieu within the sample
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population of medium-sized charities, thereby guiding the researcher to explore

particular subject matter further or expand to incorporate other emerging

issues/themes. In addition, as highlighted by Urquhart (2013, p. 62):

“Most of the time, if more data, using different methods, is collected about the
phenomenon; this will contribute to the credibility of the research”.

The following provides a brief overview of methods utilized during this research:

ii)

iiif)

iv)

Phase I — Postal-Questionnaire:

Pilot Questionnaire — Twenty randomly selected medium-sized charities
were drawn from a filtered population of medium-sized charities which
had submitted an Annual Return from 2007 to 2010 to the Charity
Commission (see Section 4.3.1, Chapter 4). This pilot population were
asked to complete the postal-questionnaires and provide feedback
concerning areas of improvement. Feedback received was surrounding
format as compared to question content and thus, responses received were
incorporated into the overall response rates.

Final Questionnaire — five hundred randomly selected medium-sized
charities, in addition to the pilot organizations, were drawn from the same
filtered Charity Commission data as highlighted above.

Phase I Data Analysis — all returned postal-questionnaire data (complete
and incomplete) was entered into the SPSS software programme
(Statistical Package for the Social Scientists) which was used to collate
descriptive statistics in order to provide a knowledge gap analysis and
support a matrix of further questions to be explored in Phase II; but
moreover, the opportunity to ascertain whether there are relationships
between the data and the types of organizations according to variables

such as subsector and size (see Chapter 5 for full details).

Phase II - Semi-Structured Interviews

Pilot — over a two month period-ended January 2011, the researcher

undertook a pilot interviewing four colleagues from the charity subsidiary
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1.5

vi)

at her workplace. The aim was four-fold: i) to allow the researcher the
‘opportunity to practice in a ‘live; environment utilizing a digital recorder;
ii) an opportunity to learn how to use her equipment to achieve best
recording results; iii) gain experience at transcribing raw data and iv) gain
experience with NVivo. NVivo is a software package that supports
qualitative and mixed methods research allowing the data to be collected,
organized and analyzed whilst exploring content from interviews and
highlighting subtle connections effortlessly.

Semi-Structured Interviews — those responding charities from Phase I
who indicated that they would be willing to partake in Phase II were
approached and interview dates were arranged through one contact.

Phase II Data Analysis — this study adopted a grounded theory
methodology, following the Glaserian branch Grounded Theory as
compared to the more structured and codified version of Strauss and
Corbin (Strauss and Corbin, 1990). Therefore, by adopting Glaserian
Grounded Theory, the interviewing process had to continue until
“theoretical saturation” was achieved (Glaser and Strauss, 1967, p. 61). In
this study, “theoretical saturation” was “the point in coding when [one]
[found] no new codes occur in the data. There are mounting instances of
the same codes, but not new ones” (Urquhart, 2013, p. 194) (see Chapter 6
for full details).

CONTRIBUTION TO KNOWLEDGE

Although there is less onus upon the researcher to explain their selection “of

particular case or cases within the interpretive paradigm, it’s still important, to

explain [one’s] rationale for selecting a particular case” (Urquhart, 2013, p. 61).

Within this interpretive research, the four interviewed charities are revelatory and will

be “intefesting and tell us a lot about the phenomenon” (Ibid, 2013, p. 61).

The principal theoretical insight which emerged from this study was the Female

Junior Informal Flexible-Working Model where the heart of this model focuses upon

the close-knit, cohesive, familial and intimate working relationships between the

female only junior staff members. The nurturing characteristic of this culture group

21



are further bound by the reiterative familial language utilized amongst staff members
(see Section 6.6, Chapter 6). This model operates in tandem to established in-house
formal HR policies. The binding strength of the united Female Junior Informal
Flexible-Working Model allows cover for work when female staff are absent whilst
ensuring the continued delivery of services (see Table 7.1, Section 7.4, Chapter 7).
Table 7.1 illustrates the linkages between the thematic findings and existing literature
within the voluntary sector. The new emerging findings broaden the generic HR
understanding of female working relationships within the charity sector, but
moreover, demonstrate that informal flexible-working patterns embrace change and
allow workforces to adapt to accommodate the changing needs of both employees and
employers whilst meeting the needs of the organization. Therefore, harnessing the
creativity of staff, and including them in decision-making could lead to “a person-
centred organisation [...] using person-centred practices to deliver its vision and

values” (Sanderson and Lepkowsky, 2012).

Moreover, although the primary funding streams for the four charities interviewed
arose from public sector grants (see Table 6.1, Section 6.2.2, Chapter 6), there was
insufficient evidence to draw firm conclusions with respect to the impact of funding -
upon flexible-working; however this research demonstrated that through “harnessing
care” for colleagues, strong ‘familial” working relationships were built which
allowed targets to be met outside a “quantified process” and embraced informal

“value-saturated” processes (Baines, 2010, p. 929) (see Chapter 3).

Although “lean” work structures were observed, a number of New Public
Management characteristics were not seen such as client care and access decreased,
lone working increased together with increased deskilling and standardization
(Baines, 2004a; 2004b; 2004c; Baines, 2006, p. 201; Cunningham, 2008; Baines and
Cunningham, 2011; Baines et al., 2011, p. 761). There were similarities commonly
cited for the charity sector, heavy workloads, and poor pay; the findings from this
research promoted a culture group solely made up of junior female staff members (see
above) where they adapted to meet the needs of the organization, but supported each
other enhancing their own flexible-working needs and achieving a degree of work-

life-balance against a background of funding cuts set to last into the immediate future.
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1.6 STRUCTURE OF THE THESIS

The thesis has eight chapters and has been broadly written to encapsulate the

chronological order of events, although, some activities were undertaken in parallel.

Chapter 2 provides an overview of the three main theoretical flexible-working
models: i) The Flexible Firm Model (Atkinson, 1984); ii) The Family-Friendly Model
(Doherty, 2004, p. 433; Doherty and Manfredi, 2006, p. 242); and iii) The Diversity
Model (Kandola and Fullerton, 1998, p. 8). This chapter discusses the relevance of
these models in the context of this thesis but also outlines the discussions surrounding

barriers and enablers of flexible-working practices operational across all sectors.

Chapter 3 contextualizes why flexible-working is important to the charity sector and
discusses a number of broad themes including: i) the nature of the workforce; ii)
income of charitable organizations and their link to insecurity and “leanness”
(Baines, 2004b, p. 7); iii) the service-user need and how their demands are shaping
working hours; iv) legislation as a driver for flexible-working; v) line-management as

a barrier or enabler of flexible-working; and vi) the issue of staff motivation.

The chapter is dedicated to addressing the initial research objectives and shaping them

into the four research questions.

Chapter 4 presents the rationale for the epistemology and methodology utilized by the

researcher throughout this study: Glaserian Grounded Theory in an interpretivist

paradigm.

Chapter 5 presents the findings from Phase I (postal-questionnaire) by themes that are
directly related and in an attempt to answer the research questions established in

Chaptér 3.
Chapter 6 presents an introductory summary of each charity involved in Phase II,

(semi-structured interviews). Again the data is presented by themes that are directly

related and in an attempt to answer the research questions established in Chapter 3.
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Chapter 7 explores the findings from both Phase I and Phase II and provides an
analytical review and discussion of the culmination of findings. The key findings are
discussed extensively and thus, present an emerging theory based on the findings

discussed within this study supported where possible by current literature.

Chapter 8 draws the thesis to a close. It considers the contribution to knowledge, the
limitations of studies, and makes recommendations to governmental bodies and
voluntary organization proposing the necessity for the furtherance of flexible-working

practices within the charity sector.

This chapter also makes recommendations for further areas of research, and concludes

with the researcher’s reflection upon her personal academic journey.
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CHAPTER 2: FLEXIBLE-WORKING CONCEPTS AND MODELS
2.1 INTRODUCTION

As highlighted in Chapter 1 (see Section 1.3), the aim of this study is to gain a
preliminary understanding of the broader concept surrounding flexible-working
practices operative across the workforce within medium-sized charities registered in

England and Wales.

The boundaries between flexible-working and leisure time are no longer fixed by the
normal diurnal working day. Working hours can now be extended into the evening, as
well as weekend working. The hours of duty have become more variable in the
workplace in order to accommodate the “24-hour society”. Therefore, as society
changes, there is an expectation that organizations and their workforce will adapt to

meet the societal demands.

Although, new HRM (Human Resource Management) models are emerging, such as
the Person Centred Care model (Sanderson and Lepkowsky, 2012), Section 2.2
focuses upon three established HRM theoretical flexible-working models: i) The
Flexible Firm Model; ii) The Family-Friendly Model; and iii) The Diversity Model in
an attempt to discern whether or not they can be translated to the charity sector. With
the social and economic changes over the past quarter century (Kalleberg, 2003, p.
154), the Flexible Firm Model concepts (varying flexibility: financial, functional and
numerical) (see Section 2.2.1) could in the context of this thesis allow charitable
organizations the opportunity of utilizing team work, whilst granting the employer the
ability to adjust size of its workforce by employing non-standard workforce
| (peripheral group, see Figure 2.1). Whereas the key Family-Friendly Model concept
strives to improve women’s position within the workplace reconciling their dual role
as primary carer and employee (Doherty and Manfredi, 2006, p. 242). This framework
could provide significant support to the predominately female workforce in the
charity and voluntary sectors (Wainwright et al., 2006; Baines and Cunningham,
2011, p. 761; Baines et al., 2011) (see Section 2.2.2). Finally, the key Diversity Model
concept is equality where “harnessing differences will create a productive

environment” (Kandola and Fullerton, 1998, p. 8). This model could potentially
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bridge cultural and societal beliefs concerning primary gendered carer roles and
utilize diversity to promote “efficiently and effectively” allowing a greater breadth of
staff to work over longer periods accommodating and extending organizational needs
internally and public-facing services (Kandola and Fullerton, 1994, p. 7) (see Section
2.2.3).

Section 2.3 strives to provide an understanding of the recognized barriers and enablers
of flexible-working practices operational across all sectors, which could also impact
upon the charity sector. These factors are explored further within Chapter 3 when

developing the research questions (see Section 3.3).

Finally, Section 2.4 concludes with a summary of the key points emerging from the

discussion presented in Sections 2.2 and 2.3.

2.2 THREE THEORETICAL HRM FLEXIBLE-WORKING MODELS

2.2.1 The Flexible Firm Model

Atkinson’s (1984) developed the concept of the “flexible firm” in recognition of the
changes within the workplace both in nature and composition. The model developed
during the 1980s and early 1990s during a period of market stagnation, job losses,
financial uncertainty, technological change and reduction of working time. Thirty

. years on, 2010s, the United Kingdom finds itself in a similar economic position.

The Flexible Firm Model (see Figure 2.1) was probably the first relevant contribution
to the conceptualization of flexibility and promulgated the concept of “core” (full-
time, permanent staff members) versus “peripheral” (job-sharing; part-time; short-
term contract) workers, because it seeks different types of flexibility from each
component. There are three types of flexibility:.financial, functional, and numerical

flexibility.

Where financial flexibility (or wage flexibility) is defined as “the ability to vary total
amount of working hours in an organization in line with the changing demand for

labour” (Delarue et al., 2006, p. 2; see also Reilly, 2001); functional flexibility (or
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internal flexibility) is defined as “the ability of employers to redeploy workers from
one task to another” (Kalleberg, 2003, p. 154); and numerical flexibility (or external
flexibility) is defined as “the organization’s ability to adjust the size of its workforce
to fluctuations in demand by using workers who are not their regular, full-time

employees” (Kalleberg, 2003, p. 155).

At the centre is the core grbup, these staff members employment security is won at the
cost of accepting functional flexibility both in the short-term (involving reduced
demarcation and multi-discipline project teams) as well as in the long-term (changing
career and retraining). The employment terms and conditions are designed to promote
functional flexibility. Central characteristic of this core group is that their skills

cannot be readily bought-in.

The first peripheral group are also full-time employees, but this group of staff are
offered a job and not a career. This group of staff are not organizational specific and

their jobs are ‘plug-ins’, for example administrative, clerical.

As a result, the organization looks to the external market to fill job vacancies and
strives to achieve numerical and financial flexibility through a more direct and
immediate link to the external labour market that utilized for the core group.
Functional flexibility is concerned with jobs that tend to be less skilled, little training
or retraining needed and the recruitment strategy is directed particularly at women,

and possibly volunteers within the context of the charity sector.

If the organization needs to supplement the numerical flexibility of the first peripheral:
group with an element of functional flexibility, then the second peripheral group can
be distinguished. This group are on contracts of employment designed to combine the
two, for example part-time staff. The second peripheral group have all the
characteristics of those in the first peripheral group but with their deployment often
structured to match the changing business needs. This maximizes flexibility whilst
minimizing the organization’s commitment to staff’s job security and career

development.
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Figure 2.1: The Flexible Firm Model
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Adapted Source: Atkinson (1984).

The Flexible Firm Model envisages flexibility enabling an organization to react
expediently and cost effectively to environmental changes. In an open external
market, there is a trend towards replacing full-time staff carrying out “non-core”
functions by other employment relationships such as outsourcing (Beardwell et al.,
2004, p. 144). The key feature of this model is that peripheral workers act as a

“buffer” that protects the core workers from external market pressures.
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Atkinson's (1984) Flexible Firm Model became extremely influential in HRM
thinking in the 1980s. However, there appears to be resurgence within some heavy
industries where aspects of this model are being adopted; utilizing a mix of financial
(wage) and numerical (external) flexibility promoting improved performance in the

market place as illustrated below:

"Due to intense market competition, firms are increasingly adopting lean
manufacturing practices in order to improve their competitiveness through
increased flexibility ” (Tan et al., 2012).

Evidence from the USA indicates that employers tend to divide their workforce into
two groups, primary and secondary. Primary workers are “internalized” and
employed on long-term commitments, whereas secondary workers are “externalized”

and employed on a short-term ‘hire andfire “basis (Beardwell et al., 2004, p. 145).

The Flexible Firm Model provides one school of thought, which is heavily biased to
the employer perspective and does not discuss the flexible-working requirements of
workers, and the model could be criticized for blurring description, prediction and
prescription in an ambiguous futurology which slips between research reportage and
best practice policy. In addition there are contradictions between authors regarding the
uptake of the Flexible Firm Model, a number of critics state that there is minimal
evidence supporting the argument that employers have reorganized their employment
systems to combine both functional and numerical flexibility (Kalleberg, 2001, p.
496; 2003, p. 171; Beardwell et al., 2004, p. 145). In addition, Cully et al. (1999)
concluded that functional flexibility is not developed to a high degree in Britain and
consists more in the multi-tasking of semi-skilled labour than the multi-skilling of

highly trained workers.

In summary, the Flexible Firm Model was a prominent HRM model thirty years ago
and appears to be making a come-back within heavy industries during a period of
austere economic climate, similar to the period when the Flexible Firm Model first
appeared. However the model does have some mileage today despite the known
deficiencies and the misperception between core and periphery being confusing,
circular and value-laden (Pollert, 1988, p. 288; 1991; Kalleberg, 2001). The

permanent employees are the core group with the skill-sets not readily bought in, say
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full-time staff. Within the context of this research, the core group, both men and
women, are protected by the predominate part-time female staff who act as a “buffer”
and moreover, “avoiding the morale problems engendered by laying off regular
employees” (Kalleberg, 2001, p. 484), the part-timers can be flexed (numerical
flexibility) and thereby, controlling the financial flexibility. With the large number of
volunteers working within the charity and voluntary sectors, these too could act as
“buffers” and be considered part of the peripheral group to be utilized and flexed to

accommodate the changing socio-economic climate.
2.2.2 The Family-Friendly Model

According to Doherty and Manfredi (2006, p. 242) the stance of the Equal
Opportunity approach:

“Begins from an analysis of the disadvantage experienced by particular social
groups because of their difference to the dominant group and then puts in
place targeted provisions to overcome this disadvantage. The underlying
rationale is the desire to create ‘equity’ in the allocation of organisational
benefits”.

The family-friendly approach commences with the problems encountered by women’s
dual role (reconciling their care-responsibilities with the demands and expectations of
full-time employment) and developing policies supported by legislation to address the
work-life issues (Martinuzzi et al., 2011; Grosen et al., 2012). Fundamentally, the
family-friendly approach is to improve the women’s position in the workplace. It is
justice driven (Doherty and Manfredi, 2006) and may prove attractive to the values of

the organizations operative within the charity sector.

The common pattern of the United Kingdom family employment was predominately
one of men (fathers) working long hours and women (mothers) working in low-paid
part-time roles (Dex and Scheibl, 2002). Naturally, to respond to the labour division,
family-friendly policies have focused on the needs of women with young children and
later, have expanded to incorporate adult-care responsibilities. Only a few prescient-
minded employers have considered the broader questions of flexible-working

(Coussey, 2000, p. 31; Yeandle et al., 2003). Yeandle et al. (2003, p. 45) noted that
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family-friendly policies were often promoted as a means to enabling women to gain a
more equal place in the labour market. But the same authors recorded that although
some managers agreed with the aforementioned view, others were conscious of the
risk that these policies could reinforce the stereotypical thinking about gender roles,

both at home and at work, and therefore become a trap rather than support for women:

“Balancing responsibilities of work and home life is recognised as affecting
both men and women; however, maintaining this balance is more problematic
Jfor women as women still have the primary child rearing and domestic
responsibilities” (Cullen and Christopher, 2012, p. 70).

Drawing on field research in Houston and Waumsley (2003, p. 4), they concluded:

“More should be done to establish that flexible-working does not necessarily
mean poor career prospects. This means making flexible-working available at
all levels of occupations and challenging the notion that working longer hours
means advancement. If this does not happen there is a risk that flexible-
working will further segregate men and women in the workforce”.

Frank and Lowe (2003) found that flexible-working arrangements could be
detrimental to long-term career goals and, as a result of this gender specific
prioritising, may affect more women than men, especially as the voluntary sector
workforce is predominantly female (Wainwright et al., 2006; Baines and
Cunningham, 2011, p. 761; Baines et al., 2011).

The further division between the sexes had been highlighted by Dex and Scheibl
(2002) where the authors believed that unless men overcame their fear of loss of
opportunities and promotion, and began to accept, and utilize the family-friendly
policies, the gender division would continue to diverge; with women taking the
majority of part-time and flexible work, much of which is disadvantaged. When
flexible-working was initially presented there was a genuine risk to unions as
employers moved increasingly towards individualized contracts and a greater
deployment of casuals and temporary staff. Unions saw flexibility as a major threat to
their constituencies and to collectivism. They had in the past sought to defend these
long-established policies, trying to block the introduction of part-time, temporary and
other non-standard employment contracts. In doing so, they could be seen to be acting

conservatively, taking the position of skilled male workers as the employment norm
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and therefore, perpetuating the cultural perception and acceptance of the role of
women (Bradley, 2009, p. 93).

However, the TUC (2010; 2013) has since embraced flexible-working and welcomed
the Government’s proposal for increasing flexible-working opportunities for both men

and women:

“Working parents who are trying to combine a job or career with raising a
young family will be relieved that ministers are considering allowing those
with children over five the chance to take parental leave.

Similarly men who are planning to become fathers in the not too distant future
will be pleased that they may have to give their employers less notice to take
paternity leave and so spend valuable time with their new families” (TUC,
2010).

Flexible-working is an issue for both men and women, but the up-take and expansion
of organizational policies has been slow; with policies being offered to women or
only taken up by women (Houston and Waumsley, 2003, p. 1; Grosen et al., 2012, p.
73). There are a number of reasons why the up-take of flexible-working policies may
not be successful: i) cultural and behavioural attitudes of both the employees and
employers; ii) flexible-working policies could be viewed as amplifying the gender
divisions if implemented; iii) aimed solely at women and/or carers with child- and/or
adult-responsibilities; iv) cost (Dex, 1999; Houston and Waumsley, 2003, p. 45).
Millar (2009, p. 18; 2010) and Walter (2010) believe that the problem goes deeper,

with roots in generations of conditioning about women’s roles.

More and more women are entering the labour market and undertaking paid
employment, but complementary male propensity towards undertaking unpaid
domestic labour has generally not increased whether these men work full-time or part-
time. As Pocock (2003) argues, with the current patterns of work and labour market
participation and stasis in the domestic relations and roles between men and women,
work and care collides. Having to undertake a “second shift” in the home therefore
might account for why Australian women at least are happier with shorter working

hours (Booth and van Ours, 2005). Better work-life-balance might be attained not
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with flexible-working for women but persuading men to finally shoulder equitable

domestic responsibility.

The signs for women’s equality are not looking good, research also revealed that 40%
of young Australian males to be “open minimisers”, who plan for their future wives
to do all the housework and less than two-thirds of young females expect to share this

housework equitably (Pocock, 2003, p. 143).

The European Community has promoted the equal treatment of women in the
workplace. Early “Action Programs” adopted by the European Community Council of
Ministers focused on equal pay and improvement in legal provisions, while more
recent initiatives had strong work and familial themes. The European Community’s
“Fifth Community Action Programme on Equal Opportunities (2001-2006)”
continues to promote equality for men and women, particularly assisting and
supporting the Community framework strategy. It follows the third and fourth Equal
Opportunities programmes, covering periods 1991-1995 and 1996-2000, respectively.
This programme promotes and disseminates the values and policies underlying gender
equality and strives to improve the understanding of issues related to gender equality,
including direct and indirect gender discrimination and multiple discriminations
against women. The objective of increasing equality in employment cannot be
achieved unless accompanied by action to increase equality in other areas, such as

family responsibilities (Papalexandris and Kramar, 1997).

Family-friendly working arrangements were originally devised in order to assist
women workers. It is still the case that women, even when in full-time employment,
are more likely than men to take responsibility for children and therefore, seek for
certain types of flexibility (Dex, 1999). Survey data collected on women’s and men’s
demand for flexibility illustrated that women were most likely to prefer options that
reduce their hours of work (Hogarth et al., 2000). Although, some employers attempt
to keep policies on a gender neutral basis, McDonald et al. (2005, p. 481) noted that
“although ostensibly gender neutral, these policies in practice revolve around
Jacilitating the working conditions of women”. Moreover, both men and women may
experience work as debilitating factor in their lives, flexible-working policies and

policies are targeting that group of the workforce who still carry most of the

|
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responsibility for care responsibilities — women (McDonald et al., 2005; Eikhof et al.,
2007).

Much of the discourse has been centred upon career-involved men who devote
minimal time to their familial responsibilities and consequently, heavy time demands
are placed upon their spouse or partner. Keith and Schafer (1980) have reported that a
woman’s level of work-family conflict is directly related to the number of hours their
husband/partner works on a weekly basis. Interestingly, the effect of women’s work
pattern on their spouse/partner is less clear cut. However, Greenhaus and Kopelman
(1981) reported that husbands of women in managerial or professional positions
working sufficiently longer hours placed intense pressure on their husbands to
participate more within family activities, but this in turn conflicted with his work

responsibilities.

Throughout the equai opportunity discourse, the research to date reiterates a common
theme regarding the perception of women. Women are viewed in the workplace and
society as a whole, to be the major care providers. Women enter into social contracts
with their partners and/or children, whose terms and conditions are determined neither
individually, nor formally (that is laid down by legal or secular laws), but collectively, |
within the context of culture (Maushart, 2001, p. 58). Although the researcher does
not wish to trespass into feminist philosophy and theory, it should be acknowledged
that culturally women are potentially still trapped by the overhang of men’s beliefs of
their role, and women’s biological and nurturing emotional ties to children and

familial responsibilities:

“The issue is the peréeption that after a woman has a child she is
automatically perceived to be less committed to her career and therefore may
be subject to discrimination in the workplace” (Swiss, 1993 cited in Lyness et
al., 1999).

Perhaps if the co-operative approach was considered as a way forward in the future, a
move to ‘true’ equality, where men and women are paid the same, bonuses are equally
distributed, information shared, and familial responsibilities are gender neutral
(Kasmir, 1996); then both men and women would have a greater sense of value in the

workplace and at home.
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The crux of the Family Friendly Model is “fo create equity” in the workplace that “...
puts in place targeted provisions” to overcome disadvantages faced by women as the
primary adult-/child-care as compared to men when advancing their careers (Frank
and Lowe, 2003; Doherty and Manfredi, 2006, p. 242). However, the HRM policies
negate the needs of male employees wishing to uptake flexible-working in order to
provide primary care (Houston and Waumsley, 2003; McDonald et al., 2005; Eikhof
et al., 2007). It appears that current flexible-working policies continue to act as a
possible trap for women, because of the stereotypical gender role bias established and

re-established in the flexible-working policies (Cullen and Christopher, 2012, p. 70).
2.2.3 The Diversity Model

The Diversity Model approach, unlike the Equal Opportunities approach, is not driven
by social justice or equality; it emphasizes the advantages of a diverse workforce i.e.

the “business case”.
Kandola and Fullerton (1994, p. 7) suggests various definitions of diversity

“[U]nderstanding there are di‘ﬁ’erences between employees and that these
differences, if properly managed, are an asset to work being done more
efficiently and effectively”.

The Diversity Management approach aims to move on from the obstacles perceived
with Equal Opportunity approaches specifically related to women, to being those
concerned with all employees and an issue for all managers (Kandola and Fullerton,
1994; Liff, 1996; Liff and Cameron, 1997; Sinclair, 2000). The link into flexible-
working arises from the latter point being viewed as a means to achieve diversity and

thus, overcome gender blindness within the workplace.
Kandola and Fullerton (1998, p. 8) defined Diversity Management as:

“The basic concept of managing diversity accepts that the workforce consists
of a diverse population of people. The diversity consists of visible and non-
visible differences which will include factors such as age, sex, background,
race, disability, personality and work style. It is founded on the premise that
harnessing these differences will create a productive environment in which
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everyone feels valued, where their talents are being fully utilised and in which
organisational (company) goals are met.”

This approach allows all workers to have a voice and therefore, share a broad array of
points of view. This promotes the motivational and performance benefits gained
through a workforce feeling valued by their organizations. Unlike the Equal
Opportunity approach, Where the worker is empowered by bringing their non-working
role as a carer into the organization, which is prepared to accommodate their working
policies to suit their personal needs (Doherty and Manfredi, 2006, p. 243); the
Diversity Management approach broadens the flexibility concept “beyond the typical

dimensions of time, space or style” (Lewis and Lewis, 1996, p. 73).
Hall and Parker (cited in Lewis and Lewis, 1996, p. 73) suggested that:

“Flexibility can also be a means of promoting ‘psychological availability’: a
flexible workplace enables employees to bring their ‘full’ selves to work and
be psychologically engaged in the tasks, activities, and relationships that make
up their jobs”.

Hall and Parker concluded that all workers have personal identities (ethnicity, gender,
race, sexuality) and non-work roles (adult-/child-carer, partner, volunteer) in addition
to their work roles; bring their “full” selves into the workplace and therefore, express

as compared to suppress themselves within the working environment.

Based on this philosophy, flexibility develops into an approach that values differences
and therefore, is directly linked into the organizational culture, and the core business
outcomes. An organization that values diversity as its cultural ethos offers “a single
coherent framework for a number of [HRM] programs that are generally perceived as

isolated efforts” (Lewis and Lewis, 1996, p. 73).

The Diversity Management approach is a relatively new concept and presents some
potential advantages as compared the traditional Equal Opportunity approach (Kirton
and Greene, 2010). This approach offers benefits to the whole workforce as opposed
to a disadvantaged group, for example women, and disabled workers, and moreover,

the Diversity Management approach is based on business case arguments as opposed
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to compliance and subsequently, is more attractive to employers. It also offers the

opportunity of:

“Challenging the best ways of organising work and domestic life so long as
women and men can be drawn into the debate” (Doherty, 2004, p. 438).

Conversely, placing a skewed emphasis on “dissolving difference” (Liff, 1999, p. 71)
may lead to gender inequality being no longer an issue and thus, lead to the dilution of
Equal Opportunity policies and procedures which may have an adverse impact upon
more vulnerable workers. Nevertheless, it is important to note that the adoption of the
Diversity Management approach is dependent upon there being a business case being

made, and that it is an entirely voluntary process, which the employer may not wish to

adopt (BIS, 2013b).

Neither the Equal Opportunity (‘push’) nor the Diversity Management (‘pull’)
approach can satisfactorily reconcile personal and work-life reconciliation (Doherty,
2004, p. 448-449). Rapoport et al. (2002, p. 18-19) proposed “the dual agenda”
concept, which stresses the importance of working on “gender equity or work-
personal life integration” and re-examining “obstacles to effectiveness that usually
remain hidden because they are unquestioned — they are simply the way it is”. During
challenging economic times, this approach increases the workforce perfofmance and
organizational effectiveness; and begins to understand the tensions between an

individual’s equity and work-personal life issues (Gambles et al., 2006).

The Diversity Management is the last of the three theoretical flexible-working models
explored in this section. Unlike the Family-Friendly Model, the Diversity Model goes
beyond equality through striving to overcome gender blindness and engage with a
“diverse population of people” (Kandola and Fullerton, 1998, p. 8) and so, utilize a
broad spectrum of knowledge and skills from a multi-faceted workforce of varying
age, cultures, ethnicity, personal values, role responsibilities and seniority (full-time,
part-time, volunteer), social background and work-styles (Kandola and Fullerton,
1998, p. 8) which could broaden the workforce in charitable organizations striving to

deliver services against a back-drop of cost-cuts.
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2.3 BARRIERS AND ENABLERS TO FLEXIBLE-WORKING

In order to discuss the perceived barriers and enablers as opposed to drawbacks and
benefits, respectively, these concepts need to be clearly defined. Within the context of

this thesis, the terminology is defined as follows:

e Barrier — can be considered as an obstacle preventing the introduction and
operétion of flexible-working into the workplace; ‘

e Enabler — can be considered as a driver, a reason for the introduction and
operation of flexible-working into the workplace;

e Drawback — can be considered as the negative outcomes that arise from the
introduction and operation of flexible-working in the workplace; and

e Benefits — can be considered as the positive outcomes that arise from the

introduction and operation of flexible-working in the workplace.

The following section, Section 2.3.1 provides an overview of what the term flexible-
working implies and the intended outcomes of flexible-working policies within the
workplace. Thereafter, the subsequent sections consider both from the employee and
employer perspective the barriers and enablers impacting upon the successful delivery

of flexible-working.

2.3.1 What Are Flexible-Working Policies?

Over the last thirty years, both employment patterns and working hour trends in the
UK have significantly changed. The UK economy has experienced a structural shift
from heavy male-dominated manufacturing industries to service industries such as
banking, finance, and insurance. In tandem, the number of women returning to the

workplace in full-time and/or part-time capacity has increased.

In March 2000, Tony Blair launched the government’s campaign to promote a better
work-life-balance, encouraging employers to introduce flexible-working policies
(DfEE, 2000). With increasing numbers of women in the workforce wishing to

combine family and work responsibilities, it is an obvious driver for what were
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initially called “family-fiiendly” policies (Forth, et al., 1996; Harker, 1996; Kodz et
al., 2002).

The term family-friendly is itself problematic, as the nature and complexity of family
is not always acknowledged (for example, many families are run by lone parents), and
the word friendly could be taken to imply favours rather than entitlements (Lewis,
1997), and thus, the term “work-life-balance” was increasingly substituted. Over the
past decade, the all-encompassing term flexible-working policies have been embraced
(The Family Friendly Working Hours Taskforce, 2010, p. 15). The researcher
compiled a list of the most commonly cited flexible-working initiatives in use today

(see Appendix 1).

The Family Friendly Working Hours Taskforce (2010, p. 11) defined:

“Flexibility in the workplace is about developing modern working practices to

fit the needs of the 21° century. Flexible working opportunities can be good
Jfor everyone — both employers and employees have the flexibility to organise
their changing arrangements in a way that suits them. This [may] enable an
organisation to adapt to changing business conditions and individual
employees to better balance their work and family life”.

Although, flexible-working policies have been examined in other sectors: for
example, financial services (Fiorini, 2008), higher education institutes, NHS Primary
Care Trusts, to date there has not been an in-depth exploration of the flexible-working

issues within the charity sector (see Section 3.3, Chapter 3).

The relationship between flexible-working needs of employees and employers have
been examined in detail (Fredriksen-Goldsen and Scharlach, 2001; Bond et al., 2002;
Dex and Scheibl, 2002; Crompton and Lyonette, 2005; Doherty and Manfredi, 2006;
Waters and Bardoel, 2006; Hill et al., 2008a; 2008b), but the situation is further
complicated as Beauregard and Henry (2009, p. 9) believe that there is no one
accepted definition of what constitutes flexible-working policy; the term usually

refers to one of the following:

e organizational support for dependent care;
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o flexible-work options (see Appendix 1); and

o family or personal leave (Estes and Michael, 2005).

Beauregard and Henry (2009, p. 10) argued that the mechanisms by which the
provisions of flexible-working policies affect workers’ behaviour and organizational
performance remain unclear and under-researched (Allen, 2001; Schutte and Eaton,
2004). In addition, Liff and Cameron (1997) and Roper et al. (2003, p. 227) argued
that many organizations neglect to conduct formal monitoring and evaluation of their
flexible-working policies, assuming that once in place they are being utilized to good
effect. Again, Beauregard and Henry (2009, p. 18) highlight the scarcity of research
based on systematic policy evaluation data to address the question of whether or not

flexible-working policies are achieving the intended aims (McDonald et al., 2005).

2.3.2 Barriers and Enablers to Flexible-Working

The following subsections discuss the barriers and enablers to flexible-working
mirroring where they may share the same factors, but have different objectives

impacting either the employee and/or employer.
2.3.2.1 Equal Opportunities

As considered in Section 2.2.2, the Family-Friendly Model - the Equal Opportunity
approach (Doherty and Manfredi, 2006, p. 242) could act as a barrier to women
entering and remaining within the workplace by the very nature of the reinforcement
of gender specific policies (Frank and Lowe, 2003; Millar, 2009). This stereotypical
thinking possibly acts as a barrier from an employee perspective because the Equal
Opportunity approach is seen to be exclusive. For example, flexible-working
arrangements are available for women with adult-/child-care responsibilities and thus,
both men and women without care responsibilities perceive that they have restricted
access to the available flexible-working arrangements and so, become demotivated
and resentful. From a non-flexible-working employee, potentially there could be the
perception that those who utilized flexible hours were “not working”. British
Telecom distinguished between life-style friendly policies as compared to flexible-

working policies arguing that flexibility is for all and not for those with care
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responsibilities in an attempt to temper potential resentment (Johnson, 2004). These
emotional hurdles are themselves a barrier impacting upon productivity and delivery

of services and would reduce the likelihood of introduction by the employer.

Although HRM change would primarily be driven by the employer as compared to
the employee, should sufficient demand for flexible-working arrangements be made
by male staff, then employers may implement these policies. However, through their
own Qultural stigma, male staff are their own self-created barrier and thus, the
employer may not have a strong enough driver to promote flexible-working to

accommodate a non-spoken requirement.

Whereas when the Labour Government was in power, the key theme had been
establishing policies in relation to parental employment. In the early 1990s, the
\ party’s overarching policy frame was shifting from the 1983 objective of creating “a
fairer Britain” to what became “building a strong economy” in 1992 (Labour Party,
1992, pp. 11-14). During this period, some of the party’s gendered policies became a
much clearer “welfare-to-work” framework in the 1997 manifesto (Labour Party,
1997). Commencing in 1992, there was a greater focus on the “family” as compared
to focusing on women. The new framework looked to generate more prosperous and
successful families and for achieving work-life-balance for both men and women
(Labour Party, 1992, pp. 13-15) (see Section 2.2.2). This was encapsulated in the
1998 welfare reform Green Paper which had the slogan “work for those who can;
security for those who cannot” (DSS, 1998 cited in Annesley et al., 2007). Following
the Work and Families Act 2006, fathers can now take paternity leave
interchangeably with their partners. In some cases, the change in legislation has acted
as a stimulus for many organizations to review their flexible-working policies (some
more extensively than others): i) in order to meet the minimal statutory requirements;
i) avoid bad publicity' through an industrial tribunal; iii) motivated by competitive
concerns (BBC, 2011; Jaguar Landrover, 2012; Radio 4, 2012); iv) assist their staff to
achieve a “balance between their working and domestic lives” (Bond et al., 2002, p-

77).

In short, the 2006 legislation enabled parents, particularly mothers, to combine

working with their familial responsibilities within specific job context (Bowan and
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Pittman, 1995; Haas, 1995; Voydanoff, 1995; Higgins et al., 2000) and hence, put
much needed skills and experience at the disposal of the organization and thus,
economy (Holmes et al., 2007; The Family Friendly Working Hours Taskforce, 2010,
p- 11). The Equal Opportunity legislation enables the employer and but benefits the

employee.
2.3.2.2 Flexible-Working Arrangements

As discussed in Section 2.3.2.1, flexible-working arrangements potentially generate
tensions (drawback) as not all employees have access to flexible-working
arrangements (Dex and Scheibl, 2002). It is the non-access to the flexible-working

arrangements which becomes the barrier as perceived by the employee.

On researching flexible-working arrangements in UK-based small and medium-sized
organizations, Dex and Scheibl (2001) highlighted the dangers associated with “/oose
arrangements” where workers may not be treated consistently. This study
emphasized the fact that the take-up or non-take-up of flexible-working arrangements
were at the discretion of the manager. And so, the flexible-working arrangements
were inconsistently promoted and consequently, not uniformly applied organizational-
wide. This may be due to inexperience, lack of training or bias, however Dex and
Scheibl (2001) did not explore these issues further, however Hogarth et al. (2000) had

noted the lack of management knowledge earlier (see Section 2.3.2.3).

Johnson (2004, p. 730-734) discussed a number of issues surrounding the “new
flexible manager” based within large organizations, with emphasis upon the barriers
to flexible-working .arrangements. Johnson found that flexible-working was
acceptable as long as it met the organizational business needs. This point was

reiterated by CIPD (2012, p. 27-28):

“[The] main barrier to improving flexible-working appears to be operational
pressures ... maintaining customer service requirements ... and line-
managers’ ability to effectively manage flexible workers”.

Johnson (2004) found that flexible-working arrangements were not seen as a priority

issue and from a managerial point of view those workers with flexible needs required
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more time and effort. The latter points made by the employer certainly act as barriers
as compared to drawbacks and ultimately act as a barrier towards employees where

the possibility of flexible-working does not carry significant weight.

Closely interwoven with Equal Opportunities are the supporting flexible-working
arrangements which result in a number of benefits enjoyed by all employees if

implemented and operated in a fair and orderly fashion.

Through operating flexible-working arrangements, staff performance was observed to
improve, together with the quality of work (Kodz et al., 2002); and utilizing the
working-from-home option, allowed middle and senior managers the space to be more
productive and innovative (Hayward et al., 2007). Flexible-working increases the
workers’ engagement and this translates into greater commitment and loyalty to the
employer. Truss et al. (2006) and a BCC survey (British Chambers of Commerce)
(2007) found respectively, that workers with flexible-working contracts as compared
to those with none, were satisfied with their working arrangements, more emotionally
engaged, and therefore, there was a greater probability that the workers would speak
positively about the employer and hence, less likely to leave the organization.
Houston and Waumsley (2003, p. 44) and Dex and Scheibl (2002) observed that with
flexible-working policies operational, stress-related behaviour had reduced and staff

retention had increased. They argued that:

“A non-supportive workplace culture was associated with higher levels of
work-family conflict, poor psychological health and stronger intentions to
leave the organisation”. '

Through flexible-working arrangements being implemented and/or maintained, the
arrangements themselves have become the organizational enablers through employee
benefits; for example, raised morale and increased levels of job satisfaction are
benefits for employees (CIPD, 2005; 2007; Smith, 2010, p. 395) and in turn, cost-
savings are achievable through employee retention including skills and experience,
decreased recruitment costs and motivated staff often work longer hours unpaid — an
outcome appreciated during these austere financial times (Murphy, 2006; Hayward et
al., 2007).
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2.3.2.3 Managers

There are a number of discussion points which dove-tail and flexible-working
arrangements and managers are one such touch-point. As discussed in Section 2.3.2.2,
flexible-working arrangements were inconsistently promoted and consequently, not
uniformly applied organizational-wide. Therefore, as noted by Lewis and Lewis
(1996) and Yeandle et al. (2003, p. 41), line-managers’ attitude and behaviour
exacerbates the barriers against consistent treatment for all staff across an

organization.

Yeandle et al. (2003, p. 41) explored line-managers’ knowledge and awareness of
“family-friendly” employment within the banking sector, financial services, local
government and supermarkets. They identified four broad categories of managers: 1)
ignorant; ii) progressive; iii) resistant; and iv) vague. Irrespective of their care
responsibilities, both male and female managers fell into the four identified
categories. The majority of the managers interviewed had only a vague understanding
of the “policy framework” they were expected to be operating, or were ignorant about

it.

A recent survey carried out by CIPD (2012, p. 28) concluded that there were barriers

toward flexible-working associated with:

“Existing organisational culture and attitudes of senior managers”.

The CIPD survey found that within large organizations, the prominent barrier to
flexible-working was  “line-managers’ attitude” and within medium-sized
organizations (50-249 employees), the “line-manager’s ability to manage as a barrier

to flexible-working”.

In addition, research has found that in general, managers had limited knowledge of
flexible-working policies within their own organizations (Yeandle et al., 2003, p. 43;
Karatepe and Tekinkus, 2006, p. 189). In practice, managers addressing worker needs
appear to be working blind. These authors found that managers who had participated

in flexible-working policy implementation training were a ‘“rare breed”. Most
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commonly, managers were vaguely aware of general organizational flexible-working
policies, and although limited, a minority of managers had a general understanding of

their statutory responsibilities.

Netemeyer et al. (2005) argued that properly trained managers could create a culture
that helps front-line workers balance work requirements with non-work
responsibilities and make work less stressful. Within smaller organizations which do
not have the necessary monetary resources; managers, who exercise their managerial
discretion, run the risk, over a period of time, of acting in a manner which could have
been perceived as inequitable and open to legal challenge, because inadequate
procedures had not been followed (Cunningham, 2001, p. 234). Friedman and
Greenhaus (2000) supported the concept that adherence to legislative requirements
furthered the prevention of discrimination. A move towards organizational diversity

could also lead to positive returns in today’s business environment (see Section 2.2.3).

As discussed above, CIPD (2012, p. 28) stated that the “line-manager’s ability to
manage as a barrier to flexible-working”. However, as commented upon earlier by
Yeandle et al. (2003, p. 41) managers sympathetic towards those employees with
work-life stresses, considered themselves as flexible agents striving to respond to the
needs of both their employees and employers and thus, believed that a more flexible
modus operandi reduced costs, and allowed effective management of employee

recruitment, retention, and reduced absenteeism (see Section 2.3.3.2).

In order for managers to become enablers of flexible-working, they need to trained
and have a better overall understanding of what flexible-working arrangements are;
what they entail; and how they impact upon the employees and employers both
operationally and strategically. Carmeli (2003, p. 789) argued that the influential work
of Goleman (1995; 1998) regarding managers with high emotional intelligence
competencies, had received little attention and support. Goleman (1995; 1998) was
particularly interested in the unique organizational contribution made by these
managers, especially with regard to various work related attitudes, behaviours and
outcomes that may serve as indices for such an investigation. The study indicated that
managers with a high emotional intelligence were more likely to control work-family

conflict effectively. Therefore, the managers (the enablers of flexible-working) have a
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better appreciation of how and when to utilize specific employees with their known
skills and experience in a more productive manner, and thus, improved utilization of

resource potentially allows improved bottom-line through efficiencies.

2.3.2.4 Funding and Business Case

When charities spend the funds raised for charitable activities, then the preferred
messaging is one of how many pennies in the pound are in fact directly attributable to
the benefit of the charity as compared to the administration of running the charitable
organization. If flexible-working is known or perceived to increase administration
costs, then trustees may become a barrier to the promotion of flexible-working in the
workplace, because they want the message of increasing costs being directly related to
the charity’s ‘charitable aims’ and hence the driver for more fundraising as compared

to the perceived or real costs associated with flexible-working for staff.

With the current economic climate and all sectors feeling the ‘pinch’, funders want to
establish recipient organizations that are “making a difference” in the wider
community and operating “good” flexible-working arrangements (CIPD, 2003).
Thus, funding as a flexible-working enabler allows the organization to be seen to ‘do
the right thing’ and therefore, retain experienced and skilled employees through
flexible-working arrangements which in turn maintains quality and contains costs

(EOC, 2007; Working Families Briefing, 2008).

Moreover, flexible-working broadens the talent pool, so employers have a wider
selection of personnel to choose from with the required skills; this in turn can lead to
increased commitment and staff loyalty, which can be translated into improved
productivity and profitability (see Sections 2.3.2.1 to 2.3.2.3). However, to retain
talent and incentivise staff to work flexibly, statutory requirements need to be

addressed:

“The benefits system is too inflexible and does not support people who wish to
work part-time. The situation, where couples are often forced to take one full-
time job instead of two part-time ones, because of the way the benefit system
works must change. Incentives should be provided, either through lower
taxation or National Insurance contribution, to incentivise people to work
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part-time, getting them off benefits and providing [charities] with talented,
skilled staff as needed” (ACCA, 2009).

In some sectors, the global recession has provided more opportunities for flexible-
working and therefore, an observed trend to emerge has been a shift toward flexible-
Workingb in order to minimize redundancies (CBI, 2009; Kings College London, cited
in The Family Friendly Working Hours Taskforce, 2010, p. 11). A flexible workforce
is an adaptable workforce to changing business conditions. For workers, flexible-

working benefits allow them to:

“Better balance their home life with their responsibilities at work. In today’s
society, both men and women want to find a balance between work, family and
caring responsibilities which are shared more equally than ever before” (The
Family Friendly Working Hours Taskforce, 2010, p. 13).

2.3.2.5 Unions

Over the past thirty years, the grip the trade unions once had has lessened and as a
consequence, Casey et al. (1997) argued that the decline of the trade unions had
allowed employers to introduce certain types of flexible-working that previously

would not have been possible.

When flexible-working was initially presented there was a genuine risk to unions as
employers moved increasingly towards individualized contracts and a greater
deployment of casuals and temporary staff. The original stereotypical gender role
positioning was a barrier to women in the workplace and opposed the philosophy of
Equal Opportunities (see Sections 2.2.2 and 2.3.2.1). However, as discussed in
Section 2.3.2.4, there has been a shift towards accepting flexible-working in the

workplace.

More recently, the TUC (2010; 2013) welcomed the plans for increased flexible-
working arrangements for both men and women thereby supporting the Equal
Opportunities approach (see Section 2.2.2). This could be seen both as a benefit and
an enabler, benefit for all employees but an enabler whereby good relationships are
developed between both the employee and employer and therefore, build upon those

working relationships to retain those experienced and skilled staff in the long-term
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which in turn keeps recruitment costs to the minimum (EOC, 2007; Working Families

Briefing, 2008).
24  CHAPTER SUMMARY

This chapter acts as a scoping exercise allowing the researcher to initially explore the
proposed area of research in a “non-committal” fashion and gain a broad appreciation
of the research aims to be undertaken utilizing Glaserian Grounded Theory (see

Section 2.1).

Thus, this chapter commences by presenting a preliminary literature review of what is
understood by the flexible-working concept in today’s society and whether or not the
three established HRM theoretical flexible-working models (The Flexible Firm
Model; The Family-Friendly Model; The Diversity Model) play an active role within
the workplace today, and in particular, to what extent these models translate into the
charity sector (see Section 2.2). Table 2.1 at the end of this chapter presents a
tabulated overview of the key concepts, the relevant literature, research environment
and contributing elements cross-referenced to the emerging theory discussed in

Chapter 7.

In addition, the recognized barriers and enablers to flexible-working as compared to
drawbacks and benefits were clearly defined, discussed and explored under the
respective sub-headings of Equal Opportunities, Flexible-Working Arrangements,

Managers, Funding and Business Case and Unions (see Section 2.3).

This chapter provides an initial ‘sense-check’ of what is currently understood by the
flexible-working concept and to what extent it has been explored empirically. In
addition, this chapter offers a stepping stone to start exploring the flexible-working
concept within the charity sector (see Sections 3.2 and 3.3, Chapter 3) within which
this research has been positioned and examine the current literature available
surrounding the barriers and enablers but in more granular detail in order to define the

research questions.
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Table 2.1: Key Concepts and Authors by Theoretical Flexible-Working Model

Model

Concepts

Authors

Research
Environment

Contribution to
Emerging Model
(Chapter 7)

Flexible Firm

Three  types
flexibility:

Financial;
Functional; and
Numerical.

Atkinson (1984);

Private Sector

Peripheral Group:
Volunteers utilized
as banked staff; act
as a ‘buffer”

Family-Friendly

of Equal Opportunities:

Equality; and
Justice Driven.

Doherty (2004);
Doherty and Manfredi
(2006)

Higher Education
Sector

An attempt through
Equal Opportunities
approach ‘fo create
equity in the allocation
oforganisational
benefits

Diversity
Management

Diverse workforce;

Overcome Gender
Blindness; and
Adopting Diversity.

Kandola and Fullerton

(1994; 1998); Liff
(1996); Liffand
Cameron (1997);
Sinclair (2000)

57% Private
41% Public
2% Other

Overcome gender
blindness; diversity
promotes flexibility
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CHAPTER 3: FLEXIBLE-WORKING IN THE CHARITY SECTOR

3.1 INTRODUCTION

This chapter now turns its attention to what is known, and understood by the flexible-
working concept within the charity sector. To-date minimal has been written about
flexible-working arrangements within charitable organizations registered in England
and Wales (see Sections 1.1 and 1.2, Chapter 1), and so, because of this scarcity of
charity specific literature, the researcher has drawn upon literature from the voluntary
sector. Building upon the barriers and enablers highlighted in Section 2.3 (see Chapter
2), this chapter aims to develop and present the research questions to be explored in

this study (see Chapters 5, 6, and 7).

As literature pertaining to the voluntary sector has been drawn upon, Section 3.2
commences by broadly defining the voluntary sector. In addition, this section will
present an overview of the charity sector providing the reader with a broad
understanding of the income streams, workforce by gender and employment status
division collating data from two established sources (Charity Commission, 2013a;
NCVO, 2013). This background sector information allows a discussion of the nature
of the voluntary sector workforce with the purpose of positioning why flexible-

working is important within the context of medium-sized charities.

Section 3.3 strives to justify why the flexible-working concept is important within the
voluntary sector with linkages back to the relevant theoretical flexible-working
rhodels and barrier-enabler arguments discussed in Chapter 2 (see Sections 2.2 and
2.3, respectively). Particular emphasis will be placed.upon: i) income of charitable
organizations and their link to job insecurity and ‘leanness’; ii) the service-user need
and how their demands are shaping working hours; iii) legislation as a driver for
flexible-working in the context of under-developed and under-resourced HR
functions; iv) line-management as a barrier and/or enabler of flexible-working; and v)
the issue of staff motivation. The arguments and discussion points established here

will lead to the research questions.

50



Section 3.4 draws this chapter to a close with a summary of key points and a list of
the research questions which justify and support the raison d’étre at the heart of this

thesis.

3.2 THE VOLUNTARY SECTOR

3.2.1 The Voluntary Sector

Sometimes terms such as not-for-profit, voluntary and community sector, third sector,
NGOs (non-governmental organizations) and charities refer to the same group of
organizations and initiatives and at other times they do not. There are an increasing
number of organizations defining themselves as social enterprises and in the wider

context of civil society organizations broadens the definition further (Hudson, 2009).
NCVO (2009) broadly defined the voluntary sector as:

“This sector includes not only charities registered with the Charity
Commission but also small voluntary groups, housing associations,
universities and colleges, schools and places of worship, trade unions and
trade associations, sport and recreation clubs and NHS Trusts”.

3.2.2 Flexible-Working and the Nature of the Voluntary Sector

At the time of writing, the UK was in a recession (NCVO, 2013). The impact of long-
term recessions affect charitable organizations in different ways; however, as
discussed in Section 1.2 (see Chapter 1) there is a concern about the survival of
medium-sized charities. Ainsworth (cited in Third Sector Online, 2013) explained that
“the big charities have the resources to survive difficult times. The smaller
organisations have a niche and can cope. But middle organisations that are neither

one thing nor the other — are they in trouble? ”
The following table, Table 3.1 details the number of registered charities in England

and Wales and their consolidated respective annual income tabulated by the annual

income threshold banding as at March 31% 2013 (Charity Commission, 2013a).
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The figures presented in Table 3.1 were the most up-to-date information available at
the time of writing; however the sample population utilized for the Phase I, postal-

questionnaire was based upon the 2008 Annual Returns (see Section 4.3.1.3, Chapter

4 and Appendix 4).

Table 3.1: Number of Charities by Income Threshold Bandings

Annual Income Number of % Annual % of Total
Bracket Charities of Charities Income Charity
/£billion Income
£0 to £10,000 69,467 42.6 0.230 0.4
£10,001 to £100,000 53,656 329 1.898 32
£100,001 to £500,00 20,131 12.3 4.469 7.5
£500,001 to £5,000,000 8,128 5.0 12.192 20.4
£5,000,000 plus 1,880 1.2 40.935 68.5
Sub-Total 153,262 94.0 59.724 100.0
Income not yet known 9,821 6.0 0.000 0.0
Total 163,083 100.0 59.724 100.0

Medium-sized charities (annual income threshold falling between £500,000 and £5
million: 8,128, 5.0%) are sandwiched between a large number of small-sized charities
(143,254, 87.8%) and a smaller number of large charities (1,880, 1.2%). Caught
between a ‘rock and a hard place’, medium-sized charities are nestled in between the
threshold extremes and are possibly subjected to similar influencing factors as those
experienced by small and large charities respectively. Without a "niche” and
competing against “government spending cuts and falling donations” (NCVO, 2013)

they need "to work out whether the sector will come out of'the recession leaner and

meaner, orjust more chaotic and smaller” (Ainsworth cited in Third Sector Online,

2013).

Therefore, against the background of falling donations, governmental spending cuts,

and recession, the medium-sized charitable organizations are faced by the increasing
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pressure of retaining knowledgeable and skilled staff whilst seeking cost-effective and
creative measures in order to survive the current austere financial environment set to
"last until as long as 2018 (NCVO, 2013); moreover maintain an uninterrupted
delivery of services. Flexible-working could be one option in attempting to balance
skilled staff and deliver cost-effective services; and so, this makes the medium-sized

charities academically interesting to explore further.

The following table, Table 3.2 presents the cross-section of the voluntary sector
workforce by both gender and status (NCVO, 2013). Although the data relates to
2011, the figures do provide more granular detail as compared to that available on the
Charity Commission website, which merely splits the workforce by employees,

trustees and volunteers (Charity Commission, 2013b).

Table 3.2: Voluntary Sector Workforce Profile for 2011

Workforce Numbers
UK voluntary sector paid workforce (headcount) 732,000
Gender Female 501,000 (68%)
Male 231,000 (32%)
Employment Status  Full-Time 440,000 (60%)
Part-Time 292,000 (40%)

Neither the Charity Commission nor the NCVO provide a further breakdown relating

to the split of full-time and part-time employees by gender.

Table 3.2 demonstrates that females (68%) dominate the voluntary sector workforce
(Wainwright et al., 2006; Baines and Cunningham, 2011, p. 761; Baines et ah, 2011)
and as the recognized societal primary carers (Baines, 2006, p. 198) flexible-working
becomes increasingly relevant to the voluntary sector workforce and therefore,
relevant to females, who as the presiding carers would heavily utilize flexible-

working arrangements.
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Therefore, these alternative work patterns (see Appendix 1) provide women a possible
solution to balance their dual responsibilities as primary carer and employee; offers
medium-sized charitable organizations an opportunity to survive the austere economic
climate perhaps “/eaner” (Mukherjee, 2000; Gendron et al., 2001; Ainsworth cited in
Third Sector Online, 2013). Therefore, flexible-working is important because of the
nature of the workforce within the voluntary sector, often predominantly female, and
the financial back-drop against which medium-sized charities, in particular, are

operating.
3.3 DEVELOPMENT OF THE RESEARCH QUESTIONS

Having established in Chapters 1 and 2 that there is a lack of understanding
surrounding the flexible-working concept, the following subsections now explore why
ﬂexible-working is important within the voluntary sector with respect to: i) income of
charitable organizations and their link to job insecurity and ‘leanness’ (see Section
3.3.1); ii) the service-user need and how their demands are shaping working hours
(see Section 3.3.2); iii) legislation as a driver for flexible-working against under-
developed and under-resourced HR functions (see Section 3.3.3); iv) line-
management as a barrier and/or enabler of flexible-working (see Section 3.3.4); and v)

the issue of staff motivation (see Section 3.3.5).

3.3.1 Income: Link to Job Insecurity and Leanness

As established in Section 3.2.2, medium-sized charities (annual income threshold
falling between £500,000 and £5 million: 8,128, 5.0%) (see Table 3.1, Section 3.2.2)
are “facing a bleak future” (Civil Society, 2006) as the recession hits “medium-sized
charities hardest” (Donovan cited in Third Sector Online, 2009). Furthermore, Ibid.
concluded that:

“Medium-sized organisations don’t have the capacity of the larger
organizations to cope, or the agility of smaller organisations to compensate,
so they will get the worst of both worlds”.

And so, as a result of the period of continued recession, Marsh (cited in Third Sector

Online, 2009) that “more mergers of medium-sized charities” would arise, thus
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creating larger charities capable of making bids for “serious contracts to deliver

public services” (Morgan cited in Charity Times, 2007b).

As reiterated by Ainsworth (cited in Third Sector Online, 2013) (see Section 3.2.2)
medium-sized charities need to “to work out whether the sector will come out of the

recession leaner and meaner, or just more chaotic and smaller”.

As defined by Baines (2004a, p. 275) “lean” is used to “highlight the general lack of
Sfunding in the [voluntary sector] coupled with depleted staff complements and flexible
staffing patterns, which severely reduces the capacity of [organizations] to provide
quality services. This overall lack of resources effectively removes the possibility for

workers to provide [complete service delivery] to [service-users]”.

Leanness had been discussed in the context of the New Public Management model
(hereon NPM) (see Section 3.3.4) where line-managers had knowing ‘turned a blind
eye’ and allowed staff members to undertake unrecorded overtime to ensure delivery
of services due to lack of resources (Baines, 2004c, p. 22) and moreover, volunteers
were utilized where “standardization are pivotal to the rapid, successful integration
of unwaged labour in the social services workforce” (Baines, 2004a, p. 279). These
approaches supported the three Flexible Firm flexibilities (financial, functional and

numerical) to varying degrees (see Section 2.2.1, Chapter 2).

However, with recession coupled with the inevitable “govel;nment spending cuts and
falling donations” (NCVO, 2013), job-security becomes a heightened question for
employees. In order to avoid ‘standing out’, Baines (2004, p. 282) (see Section 3.3.4)
found that employees were subtly coerced to undertake unpaid overtime and
“concerned that théy will lose their paying jobs if they do not provide unwaged work”
(Baines, 2004a, p. 286). Furthermore, it could be argued that due to the recession,
employment opportunities have been limited and so, not wishing to ‘rock the boat’
and endanger their own position, employees suppress personal needs and desires to
ensure job-security (Baines, 2004a, p. 283; 2004c, p. 21-22; Wainwright et al., 2006;
Baines and Cunningham, 2010, p. 763) (see Sections 3.3.2, 3.3.4 and 3.3.5).

55



Although, the aforementioned arguments present a picture where staff members are
taken for granted and have limited opportunities to undertake flexible-working;
Cancer Research UK was described as a “mimble” charity, because it took the
innovative step to respond creatively to the increased demands being placed upon it in
a climate of reduced funding streams and re-assess what it was undertaking, how to
generate new funding streams and accommodate change (NCVO, 2009). Cancer
Research UK has furthered flexible-working opportunities to all staff members and in
doing so it has made significant cost-savings which can be used for the charitable

cause (Guardian, 2012).

The discussions presented here illustrate that income can have an impact upon the
uptake of flexible-working by staff members, but appears to be dependent on the

working model within which the organization is framed.

3.3.2 Service-User Demands Shaping Staff Working Hours

Following on from Section 3.3.1, this section explores whether or not service-users
have a hand in shaping the organizational flexible-working policies (Community
Living, 2009; Baines and Cunningham, 2011; Sanderson and Lepkowsky, 2012; Skirk
and Sanderson, 2012) thereby modelling the employee-employer relationship when

the needs of one is in conflict with the other (Cunningham, 2010).

Recently, literature surrounding the Person Centred Care (hereon PCC) has emerged,
where Sanderson and Lepkowsky (2012) defined:

“A person-centred organisation has people at its heart — both people it serves
and people it employs. This has an impact the organisation’s processes and
structures, and transforms the traditional organisation hierarchy putting
decision-making as close to the people supported as possible. The DNA of a
person-centred organisation is using person-centred practices to deliver its
vision and values”.

However, the PCC emerged in the early 2000s often mentioned with respect to
literature dealing with dementia care (Innes et al., 2006, p. 5). Although, the term
PCC is not used consistently across the literature, there are common themes.

McCormack (cited in Innes et al., 2006, p. 23) understood PCC to be more inclusive
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“of the service user; taking into account users’ need/views; and the provision of
[flexible and responsive services”. McCormack (cited in Innes et al., 2006, p. 23) also
emphasized the need for “firont line staff members” to undertake their duties and

responsibilities of high quality or ‘person centred’.

To ensure uninterrupted service delivery to the vulnerable service-users, staff
members were found to sacrifice their own flexible-working needs (Baines, 20044, p.
283; 2004c, p. 21-22; Baines and Cunningham, 2010, p. 763). This purposeful
rejection of flexible-working uptake could arise due to lack of opportunities in current
economic climate, and thus, furthering their own job satisfaction by supporting
vulnerable service-users in stark contrast to their own employment pressures and
stresses (Wainwright et al,, 2006). Perhaps staff members give unconditionally
because the intrinsic awards received are deeply entrenched in ideological, value-
based social and emotional bonds framed by care function drivers (Alatrista and

Arrowsmith, 2004; Cunningham, 2008) (see also Section 3.3.5).

In addition, Gray (2008, p. 1003) (see Section 3.3.5) had confirmed that emotional
labour together with “befriending” gave service-users a sense of trust and ultimately
better relationships developed through the breakdown of formality. The role of
befriending allowed employees to pursue work strategies whilst assisting often
vulnerable service-users and communities to attain. Thus, on supporting these service-
users in attaining their goal, the employee was rewarded with a sense of achievement,

empowerment and satisfaction (Chu, 2002).

It would appear that placing service-users at the “heart” of the organization, then
their “need/views” take precedence to the detriment of the flexible-working of staff
members (Baines, 2004a, p. 283; 2004c, p. 21-22; Baines and Cunningham, 2010, p.
763). Moreover, those employees culturally and profeésionally striving for ‘person-
centred’ excellence are “willingness to self-exploit for the benefit of others” (Baines,
2004a, p. 286). With women being dominant in the voluntary sector workforce
including the social-care workforce (86% female) (Harlow, 2004; Mansell and
Beadle-Brown, 2004; Innes et al., 2006, p.25) and the recognized primary carers
(Baines, 2006, p. 198) flexible-working concept remains an important discussion

point for the voluntary sector workforce (see Section 3.2.2) and therefore, significant
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to females, who as the primary carers would heavily utilize flexible-working

arrangements to balance work-life-balance.

3.3.3 Legislation: A Driver for Flexible-Working against Under-Developed and
Under-Resourced HR Functions

This section builds upon the arguments and discussions points established in Sections
2.3.2.1 and 2.3.2.2 (see Chapter 2) drawing upon literature from both the charity and

voluntary sectors.

Changing demographics has meant that there are more women in the workforce (see
Table 3.2, Section 3.2.2 and Section 2.3.1, Chapter 2) (CIPD, 2012) and thus,
bringing with them “the reality of needing flexibility for childcare or to care for
elderly relatives, and people are also working to an older age” (Charity Times,
2007a). However, as referred to in Appendix 2, legislation has started to address this
issue. The Employment Act 2002 came into force in April 2003, which gave working
parents with children under the age of six and disabled children under the age of
eighteen, the right to apply to work flexibly. Moreover, in 2006, the Employment Act
2006 extended the right to employees with elder-care responsibilities, and in addition,
the Work and Families Act 2006 (OPSI, 2006) allowed fathers to take paternity leave
interchangeably with their partners.

In some cases, the change in legislation has acted as a stimulus for many
organizations to review their flexible-working policies (some more extensively than

others):

1) in order to meet the minimal statutory requirements;

ii) avoid bad publicity through an industrial tribunal;

iii)  believe there is a “modern feeling” that achieves a balance between home
and Work-life (Hemmings cited in Charity Times, 2007a, p. 1-2);

iv) improve employee relations, recruitment and retention (TPP, 2012, p.1);

V) “motivation is key and can lead to good attendance” (Employee Benefits,

2005); and

58



vi) “have written equal opportunities or diversity policy” (Cheung cited in
Employee Benefits, 2005) (see Sections 2.2.2 and 2.2.3, Chapter 2: The
Family-Friendly Model and The Diversity Model, respectively).

However, with legislation acting as a driver of change within the flexible-working
organizational frameworks, there is a possibility that the HR (Human Resource)
functionality cannot cope with these changes: i) functionality under-developed or
under-resourced; or ii) there is no HR function at all and HR approaches are informal

(Cunningham, 2010).
Cunningham (2010, p. 203) highlighted that:

“By observing that factors such as power relations and resource dependency
between purchasers and providers, the activities of boundary spanners,
institutional forces, the management of risk and exercise of strategic choice
contribute to shaping the HR function in purchaser-provider relations. [...]
despite the voluntary sector relying on its workforce to deliver public services,
pressure from these inter-organisational factors led to the HR function being
as constrained, under-resourced and compromised as in parts of the private
and public sectors”

Increasingly, it has been recognized that HRM (Human Resource Management)
outcomes are shaped by inter-organizational associations through complex and
fluxing push-pull relationships between organizations, and institutional standards,
which has led to complex and changing incentives that shape the working lives of
employees (Swart and Kinnie, 2003; Truss, 2004; Marchington et al., 2005; Ridder
and McCandless, 2008). '

The charity sector is a diverse sector, encapsulating a number of organizations each
with their own method of addressing the HR needs organizational-wide. Theories of
HRM suggest that approaches to the management of HR will be influenced by “the
context in which an organisation operates and the strategy which it is pursuing”
(Parry et al., 2005, p. 590). Moreover, Parry at al. (2005) argued that HRM within the
voluntary sector was similar to the public sector as compared to the private sector
primarily due to the “absence of the profit motive” and the employee commitment

attached to the organization “which exists for the public good (producing a utilitarian
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or a moral response)”. However, HRM within the charity sector is impacted upon by
direct or indirectly by funding (Palmer, 2003; NCVO, 2004; 2009) (see also Section
3.3.1); relationship between employee and employer (Corby and White, 1999;
Cunningham, 2001) and line-management (Yeandle et al., 2003, p. 41) (see also
Section 3.3.4).

From Third Sector (2008) survey, the results highlighted that:

“[Medium-sized charities] came out best. They don't have the pressure of
hand-to-mouth funding that small charities face and they aren't bogged down
by structures and policies ... they have some good people at the top and value
what individuals bring".

However, there is a possibility that where there are no “written policies and
procedures [...] inconsistent practice[s] [arise]” and then, HRM policies including
flexible-working arrangements are inconsistently promoted by line-managers and
consequently, not uniformly applied organizational-wide (Cunningham, 2010) (see
also Section 2.3.2.3, Chapter 2). In addition, working within a climate of funding
insecurity (see Section 3.3.1), then the role of HR will remain under-resourced and
there appears “little chance of HR progressing beyond this basic administrative
Sfunction” (Ibid., 2010). Moreover, Cunningham (2010) concluded that the HR
function was under-resourced, under-developed, and was not given the necessary
strategic gravitas in order to be the “the strategic player [...] [implementing]
employment law, [...][promoting] HR requirements of purchasers and recruiting for
values positively combined to raising demands for the expertise of the HR function in
Sformulating, developing and upgrading employment relations policies, practices and

procedures”.

Irrespective of gender, HRM policies including flexible-working need to be kept up-
to-date with changing legislation and communicated to all staff on a regular basis so
all staff know what is available to them as their life-cycle needs change. Writing the
policies in a non-gender specific manner strives to accommodate both equality and
diversity (see Sections 2.2.2 and 2.2.3, Chapter 2) allowing men to partake in familial
responsibilities without the cultural stigma (see Section 2.3.2.1, Chapter 2). Moreover,
should the HR functionality not be fully developed and resourced, then line-managers
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and their staff will not be kept-up-to-date regarding their statutory rights; line-
managers will not be trained and so, inconsistencies will creep into practice and
potentially, a funding stream could be lost through the lack of formally established
HRM policies and procedures being presented. Legislation touches upon a number of
themes, and it is important to ensure the consistent role equality and diversity
management surrounding flexible-working across the voluntary sector (see also

Sections 2.2.2 and 2.2.3, Chapter 2).

3.3.4 Line-Management: Barrier and/or Enabler

The theme of line-management threads through all the subsections presented here,
either directly and/or indirectly impacting flexible-working practices (see also Section
2.3.2.3, Chapter 2). Moreover, line-management sits closely with funding which in

turn links to job insecurity and ‘leanness’ (see Sections 3.3.1 and 3.3.3).

Having recognized that line-management behavioural attitudes were pivotal to the
success of HRM policies including flexible-working and staff-wellbeing (Carmel,
2003, p. 789; Yeandle et al., 2003, p. 41; CIPD, 2012, p. 28) (see Section 2.3.2.3,
Chapter 2) the discourse now specifically turns towards the voluntary sector for
supporting evidence. A multi-year study examining the restructured social services
across three Canadian provinces (Baines, 2004a, p. 281; 2004c, p. 22) found that line-
managers accepted that employees performing a large volume of unpaid overtime in
order to cover heavy case-loads, knowing that without this additional resource the
agency would be in serious difficulties. Despite this awareness line-management
neither formally acknowledged this work nor looked to find solutions for workload

reduction or pay recompense for this necessary work. Therefore:

“The undocumented nature of this work meant that while this unpaid work
was critical to the on-going operation of “leaned” out social services system,
it was structured by management to remain unpaid as well as “officially”
invisible” (Baines, 2004c, p. 22).

Although the “motivation to perform unpaid overtime did not come exclusively from
workers’ desires to extend an uncaring social system” (Baines, 2004c, p. 22),

unspoken reliance by line-management accepted employees’ intrinsic motivation to
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deliver “some decency” to an inflexible social service system. It would appear that
whilst the employees undertook unpaid overtime filling a much needed gap in the
social services system, it meant that the employees were furthering their own
exploitation within the workplace and thus, leading to significant difficulties in

balancing their own work-life needs.

Another theme arising from the studies undertaken by Baines (2004a; 2004b; and
2004c; Baines, 2006, p. 201; Baines and Cunningham, 2011; Baines et al., 2011, p.
761) explored the NPM model which is a model of public sector management
characterized by performance results, “contracting out, and the attainment of
accountability and efficiency through individual achievement of set targets” (Baines,
2004a, p. 274) (see also Mukherjee, 2000; Gendron et al., 2001; Baines, 2004b, p. 7).
Therefore, under NPM, “managers are given discretionary power to meet or exceed
programme and individual goals” and in order to meet the assigned targets, line-

management have control over workforce workflows (Baines, 2004b, p. 7).

Where there are goals to achieve “individual achievement of set targets” (Baines,
2004a, p. 274) then, flexible-working practices may not be observed by line-managers
in an attempt to meet their own performance goals. Moreover, as the workflows are
“structured by management to remain unpaid as well as “officially” invisible”
(Baines, 2004c, p. 22) then, there is an increasing probability that more junior staff’s
life-work balance will suffer. In addition, there is a sense that unpaid overtime is
extracted from staff members “through subtle and explicit expectation”. Employees
complied otherwise “stand out if you don’t” (Baines, 2004a, p.282) and were
“concerned that they will lose their paying jobs if they do not provide unwaged work”
(Baines, 2004a, p. 286). Here, line-managers’ attitudinal behaviour acts as a barrier

against flexible-working practices being consistency applied across an organization.

Whereas, line-managers who are trained, Netemeyer et al. (2005) argued that line-
managers could create a culture that helps employees balance work requirements with
non-work responsibilities and make work less stressful. Cancer Research UK
(Guardian, 2012) embedded the flexible-working organization-wide to initially
accommodate changes in funding streams; but rolled out to all operational and

strategic areas and so line-managers are champions of flexible-working; thus,
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furthering flexible-working opportunities for their employees (NCVO, 2009) (see also
Section 2.2.3, Chapter 2). Much of Cancer Research UK’s success relies upon
openness to change and culture. As concluded by NCVO (2009) it “will be the ones

that are still around in five years time” (see also Section 3.3.1).

The arguments surrounding line-management within the voluntary sector are complex
and at present are under-theorized with respect to the flexible-working practices

operational within the voluntary sector.

3.3.5 Staff Motivation

Cook and Braithwaite (2000, p. 45) believed that the individuals were inspired to
work for charities, because the impetus, the driving force is purely emotive. This
would be appropriate for those employees working within a ‘caring’ role, for example
adult-care, child-care, mental health and social services, because “caring for and
about people is generally inseparable within the tasks and goals of this type of work,
and is a major source of meaning and job satisfaction” (Baines et al., 1998; Baines,

2006, p. 198) (see Section 3.3.2).

As presented in Table 3.1 (see Section 3.2.2) females are the dominant gender (68%)
working in the voluntary sector (WainWIiight et al., 2006; Baines and Cunningham,
2011, p. 761; Baines et al., 2011) and are also recognized as the societal primary
carers (Baines, 2006, p. 198). Ibid. had described “care work [as] a central concern
of most women’s professions”. Women’s natural propensity to care flows from the
home into the workplace and therefore, their career dévelopment falters as their
“participation in the voluntary sector [is] shaped by particular stages in their life-
cycle as carers” (Cunningham, 2008, p. 211). And so, it is as a result of this dual
responsibility of carer and employee that Giles (cited in Employee Benefits, 2005)
described the charity sector’s strongest selling point “flexible hours” and “we
welcome people from a variety of backgrounds”. These arguments support the key
concepts from both The Family-Friendly Model and The Diversity Model (see
Sections 2.2.2 and 2.2.3, respectively).
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Baines (2010, p. 934) explored the responses from four overlapping questions
regarding what drew employees to the voluntary social services sector. The table
presented in her paper provides further examples of altruistic and non-altruistic
reasons: i) equity, participation, social inclusion and justice (Brock and Banting,
2001; Nickson et al., 2008); ii) values; iii) value-based relationships and work —
“befriending” (Gray, 2008); iv) empowering people — making a difference; v) “give
something back” (Hay Group cited in Employee Benefits, 2005); vi) “desire to care”;
(Paton and Cornforth, 1992; Baines, 2004c, p. 22); and vii) “ethos discount” (Lloyd,
1993; Baines, 2004a, p. 285; 2004c, p. 22; Parry et al., 2005; Baines et al., 2011, p.
332).

Certain organizations institutionalize a moral culture, often expressed in ceremonies;
for example, in certain faith orientated organizations, a meeting would start with a
pray, thus providing a sense of shared practices and values (Hasenfeld, 2000;
Hasenfeld and Powell, 2004, p. 108). Hasenfeld and Powell (2004, p. 106) found that
within a number of non-profit agencies although they had a “dominant service
ideology” often operate in conflict with their ideals, but “the non-profit social service
sector prides itself on being a sector that operates on the basis of ethics and mission,
including social inclusion, participation, equity and social justice” (Baines, 2010, p.
933; see also Brock and Banting, 2001; Nickson et al., 2008). Baines (2010, p. 940)
concluded that:

“The notion of ‘values’ plays an ideological role, drawing workers to the
sector and keeping them there. The lure of value-based work provides a way to
keep the sector afloat and provide meaning to a workforce that otherwise
seems to have a few rewards and many reasons to feel ill-used”.

Vigoda and Cohen (2003) together with Nickson et al. (2008) suggested that
employees were attracted to the voluntary sector when the organizational aims were
aligned with their own values. These values may have originated from family or
personal experience of disadvantage, and/or philosophical beliefs. Therefore, the
psychological contract with the charitable organization by individuals is complex and
diverse. Schimel (2004, p. 436-437) like Zappala (2000) highlighted the fact that
working for a charity was associated with self-esteem and a sense of personal value

was obtained through believing in the validity of one’s cultural world-view and living
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up to the standards that are part of that world-view. The overall feeling is that an
employee feels that they are a valuable contributor — a sense that one’s life has both

meaning and value.

A number of publications confirmed that motivation for working within the voluntary
sector is reliant upon employees willing to accepting lower pay, less personal
advancement and job security (Paton and Cornforth, 1992, p. 40-42; Baines, 2004c, p.
22). Paton and Cornforth (1992, p. 40-42) described this behaviour as the “desire to
care”. The decision to undertake additional unpaid work is not a light one: i)
employees want to avoid “disciplinary measures” should they not complete their
work (Baines, 2004a, p. 283); ii) employees are prepared to make sacrifices to work
for an organization with a charitable ethos arising through moral attachment, “ethos
discount” (Lloyd, 1993); iii) to ensure service delivery to the vulnerable and thereby
sacrifice their own domestic familial time (Baines, 2004a, p. 283; 2004c¢, p. 21-22;
Baines and Cunningham, 2010, p. 763) (see Section 3.3.2); iv) lack of opportunities in
current economic climate and so, balance job satisfaction helping those in need
against the job pressures and stresses (Wainwright et al., 2006); and/or v) give
unconditionally because the intrinsic awards received are deeply entrenched in

ideological, value-based social and emotional bonds framed by care function drivers.

As discussed above, the reasons for staff being motivated to enter and remain within
the voluntary sector are broad and complex and may change over a period of time
dependent on their life experiences. With flexible-working being the charity sector’s
strongest selling point for the predominately female workforce (Giles cited in
Employee Benefits, 2005; Wainwright et al., 2006; Baines and Cunningham, 2011, p.
761; Baines et al., 2011); flexible-working practices could capitalize upon the female
‘caring’ role, further blurring home-work-home boundaries to promote individual and
organizational values binding the individual to role and organization more tightly
- through “job satisfaction” (Baines et al., 1998; Baines, 2006, p. 198) (see Section
3.3.2).
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34 CHAPTER SUMMARY

With the scarcity of literature pertaining to flexible-working in the charity sector; in
order to build a solid case for exploring the importance of flexible-working within
medium-sized charities, voluntary sector literature and data have been drawn upon to

establish this argument (Charity Commission, 2013a; NCVO, 2013) (see Section 3.2).

The primary purpose of Section 3.3 was to develop the research questions and where
relevant linking arguments and discussion points back to the theoretical flexible-
working models and barrier-enabler arguments discussed in Chapter 2 (see Sections
2.2 and 2.3, respectively). Section 3.3 examined the influence of income, service-
users, legislation, line-management and staff motivation upon the flexible-working
practices within the voluntary sector. The aforementioned themes directly and/or
indirectly impacted each other to varying degrees dependent on the organizational
operational and strategic motives. Arising from these discussion points, the following

research questions have been distilled:

i) What is understood by the term flexible-working within medium-sized
charities?
ii) What flexible-working practices are currently operational within medium-

sized charities?

iii) What barriers and enablers impact upon the uptake of flexible-working
practices (including funding and line-management)?

iv) How might flexible-working enable individual and organizational values

to be engaged with?

Having established the research questions, the following chapter, Chapter 4 discusses
both the methodology (Glaserian Grounded Theory framed by the interpretivist
paradigm) and methods (postal-questionnaire and semi-structured interviews) to be

utilized in this research.
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CHAPTER 4: EPISTEMOLOGY AND METHODOLOGY

4.1 INTRODUCTION

This chapter articulates the case for the use of Glaserian Grounded Theory within an
interpretive philosophical framework. The chapter commences with an overview of
the terms epistemology and ontology; depending on one’s academic discipline, the
terms epistemology and ontology will have different meanings, therefore, Section 4.2

establishes what is understood by these terms within this interpretive research.

Section 4.3 attempts to answer the remaining two questions as posed by Crotty (1998,
p-4):

1) What epistemological viewpoint informs the theoretical perspective? (see
Section 4.2)

ii) What theoretical perspective lies behind the methodology in question? (see
Section 4.2)

1ii) What methodology governs the researcher’s preference and use of
methods? (see Section 4.3)

iv) What methods does the researcher propose to utilize? (see Section 4.3)

Also, within this section the research design, methods, data collection and analysis

will be discussed.

Section 4.4 provides the chapter summary of the pertinent points arising from

utilizing Glaserian Grounded Theory within an interpretive framework.
42  EPISTEMOLOGY, ONTOLOGY AND PHILOSOPHICAL POSITION
4.2.1 Epistemology and Ontology

The word epistemology is derived from two Greek words ‘episteme’, which means
knowledge or science and ‘logos’, which means account, information, knowledge or

theory (Johnson and Duberley, 2000, p. 2). Epistemology is the examination of
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criteria by which one can know what does or does not constitute defensible

knowledge. As commented by Johnson and Duberley (2000, p. 3):

“It would seem that epistemology assumes some vantage point, one step
removed from the actual practice of science itself. At first sight this promises
to provide some foundation for scientific knowledge: a methodological and
theoretical beginning located in normative standards that enable the
evaluation of knowledge by specifying what is permissible and hence the
discrimination of warranted belief from the unwarranted, the rational from the
irrational, [and] the scientific from pseudo-science”.

Ontology is the study of being. It is concerned with ‘what is’, with the nature of
existence, with the structure of reality as such. Ontology, like epistemology informs
the theoretical perspective, for each theoretical perspective embodies a certain way of
understanding ‘what is’ (ontology) as well as a certain way of understanding ‘what it

means to know’ (epistemology).

Guba and Lincoln (1994, p. 108) proposed that there is a necessary link between
epistemology and ontology, for example, when they claim that a “real” world is
assumed. Then, what can be known about it is “how things really are”, and “how
things really work”. Thus, only those questions that relate matters of “real” existence
and “real” action are admissible, other questions, such as those concerning matters of

aesthetic or moral significance, fall outside the scope of scientific inquiry realm.

The fundamental basis for this research is the “perception of reality” (Urquhart, 2013,
p- 57) in layman terms, how the world is constructed and how “knowledge is
constructed” which will impact upon the research design (see Section 4.3). The crux

for the interpretive paradigm is how reality itself is perceived.

Within this research, the researcher has chosen Glaserian Grounded Theory framed by
the interpretivist paradigm. Glaserian Grounded Theory does not have an identifiable
inherent philosophy (Madill et al., 2000; Bryant, 2002; Douglas, 2010, p. 99), but as
Urquhart (2013, p. 59) concludes “because it is a method, it does not carry much
philosophical baggage”, and thus, grounded theory can be visualized as an empty
vessel into which any content can be poured (Charmaz, 2006). However, the

researcher’s ontological view is one where she and reality are inseparable (life-world)
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and her epistemological view is one where knowledge of the world is intentionally
constituted through a person’s lived experience (Orlikowski and Baroudi, 1991;

Weber, 2004, p. iv).

Gephart (1999, p. 5) stated that research in the interpretative paradigm is assessed in
terms “‘trustworthiness criteria” including credibility, dependability, transferability,
and “authenticity criteria” including fairness and ontological catalytic and
authenticity (Guba and Lincoln, 1994, p. 105). Ultimately, the methodological
approach (Glaserian Grounded Theory) undertaken grounded both the authenticity

and trustworthiness criteria.

Therefore, the emerging “theory of truth” (Weber, 2004, p. iv cited in Douglas, 2010,
 p. 99) is where the “truth” is an intentional fulfilment, interpretations of the four
research questions match lived flexible-working experiences of the interviewees in
medium-sized charitable organizations. The “frustworthiness” is supported through
defensible grounded knowledge claims and “authenticity” is achieved through the
interpretive awareness — the researcher recognizes and addresses implications of their

subjectivity.

The following sections provide some background understanding to Glaserian
Grounded Theory (see Section 4.2.2) and with reference to the interpretivist paradigm
(see Section 4.2.3).

4.2.2 Glaserian Grounded Theory

Grounded Theory was first presented by Glaser and Strauss in their 1967 seminal
book “The Discovery of Grounded Theory”. The founding authors provided a strong
intellectual rationale for using qualitative research to develop theoretical analysis. The
key points are that: i) the need to generate new theories rather than force data into
existing theories i.e. “grounded” in the data, and ii) the idea that both qualitative and

quantitative data are both useful.

Glaser and Strauss (1967) wanted the data to speak to the researcher as compared to

the researcher forcing theories onto the data, and thus, there is a greater probability of

69



discovering something new as compared to imposing preconceived ideas on the world
(Glaser, 1995; 1998). For completeness, a diagram illustrating the step by step

processes and outcomes from Glaserian Grounded Theory can be found in Appendix
3.

However, in 1990 “Basics of Qualitative Research” by Anselm Strauss and Juliet
Corbin was published. The coding paradigm and the book itself was the cause of a
split between Glaser and Strauss in 1990. The coding paradigm consists of “causal
conditions, context, intervening conditions, action/interaction strategies and
consequences” (Strauss and Corbin, 1990). Glaser (1992, p. 124) argued that the
Straussian branch of grounded theory:

“Is another method [...] it is not grounded theory and should not be used and
called as such. It is not distorted or wrong, it is just not discovery of grounded
theory [...] it is just another forcing method which massifies the use of rules
and models from a preconceived point of view”.

Glaser (1992) felt that “forcing” encapsulated one of the key debates around
grounded theory and thus, the coding paradigm utilized by Strauss and Corbin (1990)
forced the data and derailed it from relevance. From the Glaserian Grounded Theory
perspective, it is paramount that the data is not “forced” but allowed to tell its own

story as opposed to having established theoretical views overlaid on it.

Urquhart et al. (2010) identified four main characteristics of Glaserian Grounded

Theory:
i) “The main purpose of [Glaserian Grounded Theory] is theory
building;
ii) As a general rule, [the] researcher should make sure that [she has]no

preconceived theoretical ideas before starting [her]research;

iii)  Analysis and conceptualisation are engendered through the core
process of constant comparison, where every slice of data is compared
with all existing concepts and constructs, to see if it enriches an
existing category (by adding to/enhancing its properties), forms a new

one or points to a new relations; [and]
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iv) ‘Slices of data’ of all kinds are selected by a process of theoretical
sampling, where [the researcher] decides, on analytical grounds,

where to sample from next”.

As discussed earlier, the researcher plans to utilize the Glaserian Grounded Theory
framed by the interpretivist paradigm as compared to the positivistic and post-
positivistic approach undertaken by the Straussian Grounded Theory (Babchuk, 1996;
1997; 2008; Glaser, 1992; Charmaz, 2006; Kelle, 2007) (see Section 4.2.1). By
utilizing the Glaserian Grounded Theory approach, the data is coded in more than one
way allowing for the rich tapestry of emerging concepts to be recognized, categorized

and analyzed.
4.2.3 Glaserian Grounded Theory Framed by the Interpretivist Paradigm

Utilizing Glaserian Grounded Theory within the interpretivist paradigm allows the
researcher to construct interpretations of social practices (see Section 4.2.1) and is
easier as a result of the commensurability between the notion of coding, which is
generally subjective in nature, and the idea of constructing interpretations. Thus,
being subjective, the nature of the theory (see Section 4.3.1) will reflect the lived
experiences of the interviewees in medium-sized charitable organizations and
“produce detailed examination of causal mechanisms in the specific case, explaining

how particular variables interact” (Lin, 1998, p. 163).

Generally, verification of the coding is not a necessity, but it is useful to indicate how
the coding proceeded together with the steps taken. As referred to in Section 1.4 (see
Chapter 1), ‘an audit trail’; a chain of evidence supports the trustworthiness of the
research findings and the path upon which the researcher travelled (see Figure 4.2)
and thus, supports the study when there is something “interesting and tell us a lot

about the phenomenon” (Urquhart, 2013, p. 61).

Within this research, the researcher tried through various data collection techniques,
to understand existing meaning systems shared by the actors. She utilized the postal-
questionnaire (Phase I) and semi-structured interviews (Phase II) — this various data

collection approach is known as “weak constructivism” (Orlikowski and Baroudi,
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1991). As highlighted in Section 1.4 (see Chapter 1) Myers (2008) had warned that if
methods are substantially different, a combination of qualitative and quantitative, then
difficulties may arise due to the underlying philosophies of these methods being
different. At first glance, it would appear that the researcher has not heeded Myers
(2008) warning concerned with the combination of qualitative and quantitative
methods; however the postal- questionnaire was to gain an initial appreciation of what
was known with respect to the flexible-working milieu within the sample population
of medium-sized charities (quantitative bias) (see Section 4.3). Thus, the semi-
structured interview questions (qualitative bias) were created as a result of the
discussions presented in Section 3.3 (see Chapter 3) together with the emerging issues

and themes highlighted from the postal-questionnaire outcomes (see Chapter 5).

However, the researcher looks to the multi-methods as complementary and therefore,
in the spirit of both Glaserian Grounded Theory and Interpretivism, where “all is
data” Glaser (2002) and “most of the time, if more data, using different methods, is
collected about the phenomenon; this will contribute to the credibility of the

research” Urquhart (2013, p. 62).
43 METHODS OVERVIEW

Crotty (1998, p. 3) emphasized that methods are “the techniques or processes used to
gather and analyse data related to some research question or hypothesis”, whilst the
concept of methodology constitutes the link between the paradigm-related research
questions and the methods. The methodology is “the strategy, plan of action, process
or design lying behind the choice and use of particular methods and linking the

choice and use of methods to the desired outcomes”.

As referred to earlier, this research utilized a multi-method approach: i) Phase I
postal-questionnaire followed by ii) Phase II: one-to-one semi-structured interviews
with staff from across the organizational hierarchy. Figure 4.1 illustrates how each of
chapters contribute to the next, and how the two methods dove-tail and lead onto the

subsequent data analysis and generation of theory.
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Figure 4.1: Two Phases of Study

Phase I:

Research Postal-Quesﬁonnaire Appraisal of Phase 1
Questions Literature > (Section 4.3, Chapter 4) > Data
Section 3.4, Chapter 3) (Chapter 5)

A 4
Generation
of Interview
> Questions
(Chapter 5)
\ 4 \ 4
; : Phase I1:
Development of Theory Data Analysis One-to-One
(Chapter 7) < And Discussion < Interviews
(Chapter 7) (Chapter 6)

4.3.1 Two Method Approach: Postal-Questionnaire
4.3.1.1 Postal-Questionnaire

The aim of the postal-questionnaire was to broadly explore the themes — barriers
and/or enablers emerging from the arguments and discussions presented in Section 3.3
(see Chapter 3), and in addition, gain a sense of what proportion of flexible-working
arrangements were operational, and available to whom, and whether or not the term
flexible-working was understood. Therefore, one of the first questions asked was:
What do you understand by the term “flexible-working”? (Question 2), and then
followed by: Does your charity offer any of the following flexible-working practices?
(Question 3) (see Appendix 6). The rationale behind utilizing this dual approach arose
because it has been demonstrated in previous studies that it is difficult to gain a full
picture of what policies were in place, primarily arising through the general lack of
understanding surrounding the flexible-working concept. This was seen in the 2011
Workplace Employment Relations Study (van Wanrooy et al.,, 2013) where an

increasing number of line-managers believed that work-life-balance (hereon WLB)
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was the responsibility of employees. This would suggest that there is a lack of
communication and promotion of flexible-working opportunities made available to
employees; thereby furthering the gap between take-up and understanding of what
flexible-working arrangements can be offered to an individual. This finding supports
those surrounding line-management engagement highlighted by Yeandle et al. (2003,
p. 41).

Primarily, the postal-questionnaire is concerned with addressing the particular
characteristics of a specific population of subjects, either at a fixed point in time or at
varying times for comparative purposes. Although postal-questionnaires do not share
the emphasis in controlled analytic designs; they do share a concern to secure
representative sample of the relevant population (Gill and Johnson, 2006, p. 100).
This ensured that any subsequent assessments of the attributes of that population were
accurate and the findings were generalizable i.e. they have population credibility. Gill
and Johnson (2006, p. 100) emphasized that postal-questionnaires are atheoretical and
that prior reviews of the literature are not as important as in the case of an analytical

survey.

4.3.1.2 Postal-Questionnaire — Prior Studies and Pilot Process

Prior Studies

The researcher had conducted both paper-based and web-based WLB questionnaires
in previous studies (East, 2008; 2009a; 2009b). Originally it was a paper-based
exercise conducted in one medium-sized London-based charity as part of her MSc
thesis (East, 2008); later, she utilized a web-based facility, Survey Monkey, and
emailed all large charities registered in England and Wales (income threshold greater
than £5 million) inviting these charitable organizations to partake in the exercise

(East, 2009a; 2009b).

In both cases, whether a paper-based and web-based questionnaire, all respondents
received an invitation to provide feedback on any aspects of improving the content

and format of the questionnaire. For example, feedback received with respect to the
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postal-questionnaires, where necessary further clarification was sought, included: i)
which questions, if any, were difficult to understand and why; ii) the clarity of
instructions for completing the postal-questionnaire; iii) the appropriateness of the
layout and length of the postal-questionnaire; iv) the relevance of the themes within

the postal-questionnaire; and v) the content of the covering letter.

The feedback gained from the WLB postal-questionnaire allowed the researcher to
| gain an insight into question format, length, and style (Dillman, 1983), and moreover,
having run both a paper-based and web-based questionnaire, the researcher noted that
the paper-based received the greater response. There could be number of reasons for
this including: presentation, respondents prefer to read a sheet of paper as compared
to a computer screen, and thus, had an opportunity to vent their feelings on paper
without the worry of computer audits, and/or accessed by anyone else other than the

researcher.

Pilot Process

The researcher was aware of a number of practical disadvantages utilizing postal-
questionnaires, such as: i) she was unavailable to answer respondent queries
expediently; ii) respondents may tire of questions which were not salient to them; and
iii) following on from ii) there was a greater risk of incomplete data (Bryman, 2004,
p. 220).

However, a pilot study was undertaken during December 2010 where the researcher
sent out the proposed postal-questionnaire together with a covering letter and an
enclosed stamped addressed envelope to twenty randomly selected medium-sized
charities. The twenty randomly selected charities were not duplicated within the
subsequent sample size of 500 (see Section 4.3.1.3). The covering letter was similar to
that illustrated in Appendix 6, but requested feedback with respect to similar
questiohs posed in “Prior Studies™ section. The pilot postal-questionnaire was printed
on light green paper in order to clearly stand out from the general post and moreover,
allow the researcher to differentiate clearly from the returned pilot and the non-pilot

postal-questionnaires. Where responses were received, the postal-questionnaire was
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refined as a result of feedback received. In addition, following on from the pilot, the
researcher numbered the back page of the final postal-questionnaire prior mailing in
order to maintain her own audit trail of those charities responding anonymously.
Although the researcher has respected the anonymity of respondents, she needed to
know who had responded in order to determine which type of charity had responded
in Phase I (see Table 4.1, Section 4.3.1.5) and moreover, avoid alienating

anonymously responding charities with ‘chaser’ letters.
4.3.1.3 Postal-Questionnaire - Sampling

“All surveys are concerned with identifying the ‘research population’ which
will provide all the information necessary for answering the original research
question” (Gill and Johnson, 2006, p. 101).

The population for Phase I was medium-sized service providing charities registered in
England and Wales. However, it was impractical to include all members of the
population, primarily because of cost-benefit arguments and thus, selecting those
charitable organizations who would participate in the postal-questionnaire became a
critical exercise in order to avoid bias. Random sampling, also known as probability
sampling, was utilized and this approach aimed to ensure that those who participated
were a representative sub-set of the research population; and moreover, avoiding the

prohibitive costs of questioning everyone.

On request to the Charity Commission, the researcher purchased a CD copy of all
registered charities registered in England and Wales, and whose records, at the time of
writing, were recorded by them as at quarter-ended June 30" 2010, based on
registered charities that had completed their Annual Return from 2007 to 2010.
However, the Charity Commission stipulated that they would only provide the

researcher with the data copy once and would not provide further copies at regular
| periodic intervals. In addition, she had undertaken a telephone interview with a clerk
from the Charity Commission detailing the purpose of her request prior to purchase

and receipt of the CD.

The researcher utilized a simple Structured Query Language (hereon SQL)

programme, and extracted data for those charities meeting the research criteria: i)
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organizations falling within the income bracket of £500k and £5 million (medium-
sized charities); ii) with ten or more staff; and iii) volunteers (see Appendix 4). The
extracted database for this research was only for those charities that had completed
their 2008 Annual Return, as this was the most up-to-date information at the time of
writing. 8,141 charities fell within this income bracket representing‘ 4.9% of all
registered charities in England and Wales (Charity Commission, 2013a). The number

of charities meeting all three criteria, once filtered dropped from 8,141 to 3,864.

Utilizing random sampling ensured that each organization had an equal opportunity of
inclusion in the sample. Normally, sample size is compromised by constraints such as
time and cost, the need for precision and a variety of further considerations such as

non-response and heterogeneity of population.

Bearing these constraints in mind, the researcher considered initially that the postal-
questionnaire would be sent out to 250 charities across England and Wales. However,
the sample size was increased to 500 charities randomly selected within the 3,864
sample population to increase the response rate 37.1% (see Section 5.1, Chapter 5 and

Appendix 9).

The postal-questionnaire (see Appendix 6) was mailed out to 500 charities during
January 2011 with the response deadline of February 28", and a chaser letter was sent
out early-February offering the option of an electronic version of the postal-
questionnaire for non-respondents. The covering letter was naturally courteous,
detailing the aim of the postal-questionnaire with careful instructions regarding the .
completion of the postal-questionnaire; and what éertain formatted questions required,
for example, an open answer box allowed the respondent to provide a more detailed
answer should they wish to; contact details should they have any questions; a
reminder that the reply-paid envelop was there for their benefit; and moreover, stated
that the respondents’ anonymity would be respected. The letter was addressed to the
name provided as the charity contact as recorded by the Charity Commission (see
Appendix 6). Again, such details had been extracted from the CD copy of the

registered charities’ records provided by the Charity Commission as at June 30™ 2010.
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4.3.1.4 Postal-Questionnaire - Data Analysis

As discussed earlier, the postal-questionnaire questions (see Appendix 6) had been
established to attempt to answer the research questions (see Section 3.4, Chapter 3)
through examining a wide and varied heterogeneous population. As the postal-
questionnaires were received, the researcher entered the responses into SPSS
(Statistical Package for the Social Scientists) and utilized the analytical functionality
primarily to define data variables, labels and codes which would tag responses and
allow sub-categorizing, delivering frequency tables and the opportunity of delivering
a consolidated summary of prescribed coded data once the response window had
closed. It was anticipated that through the SPSS process potential gaps regarding
flexible-working arrangements together with directly and/or indirectly attributable
issues would be highlighted; therefore, providing the researcher with a direction in
which to develop the interview questions in Phase II of the research approach (see
Figure 4.2). The postal-questionnaire provided a vehicle for ‘kick-starting’ the semi-
structured interview questions generation process in tandem with emerging themes
from Section 3.3 (see Chapter 3); thereby providing the first embryonic look at
flexible-working arrangements operational within the charity sector together with new
and/or known themes resonating with those discussed earlier. However, it should be
noted here that the contact to whom the postal-questionnaire was sent was taken from
the contact data on the CD supplied by the Charity Commission. There is a possible
drawback here, the named contact may not be the best person to discuss the flexible-
working concept in their organization, for a number of reasons including i) lack of
understanding; ii) not close enough to the day-to-day HRM policies operational
within the organization; and iii) they may have filled in the postal-questionnaire with

their personal understanding as compared to that of the organization.

As part of the covering letter, the researcher requested copies of organizational
flexible-working policies and procedures where applicable and an organogram. Where
received, this allowed the researcher to ascertain, to a limited degree, the attitudes,
opinions and views of the responding organizations towards flexible-working
arrangements within the charity sector and potentially “provide [...] a list of key
points it contains, also describes the purpose of the document, how it relates to [the

researcher’s] work and why it is significant” (Saunders et al., 2009, p. 492).
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4.3.1.5 Postal-Questionnaire - Profile ofResponding Charities

This section provides a profile of the responding medium-sized service-providing
charitable organizations by size (income thresholds) and type of charity aims: care-
providing; research advancement; supporting community services; and supporting
delivery of education. The type of charity aims were determined by referring to the
Charity Commission website and looking up the activities for each responding
charity. In addition, the profile of responding charities has been presented by
employment status, gender, diversity and age (Questions 21, 22, and 23, see

Appendices 6 and 9).

* Core Activity and Size

The following table, Table 4.1, summarizes the profile of responding charitable

organizations in Phase I by size (income thresholds) and core charity activity.

Table 4.1: Profile of Responding Charities by Core Activity and Size

Core Charity Activity Group 1  Group 2 Group 3 Total
Care Provision a 26 26 20 72 (37.3%)
Conservation 3 3 6 12 (6.2%)
Research Advancement 3 7 0 6(3.1%)
Supporting Community Services b 21 20 10 51 (26.4%)
Supporting Delivery of Educationc 20 20 12 52 (27.0%)
Total 73 72 48 193 (100.0%)

acare provision includes elderly support, hospices, providing food and shelter, residential and supporting the terminally ill;
hsupporting community services includes working in partnerships with voluntary organizations and public sector bodies; and
csupporting delivery of education includes developing and teaching skill-sets such as growing sustainable food stuffs, dancing,

theatrical skills and other knowledge and skill-sets led by faith bodies.

Where: Groups 1 to 3 represent size defined by income thresholds:
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Group 1= £500,000 - £1,000,000
Group 2 = £1,000,001 - £2,000,000
Group 3 = £2,000,001 - £5,000,000

* Gender and Employment Status

The following table, Table 4.2, presents the results from Question 21: the workforce

profile of the respondent charities (see Appendix 6).

Table 4.2: Respondents’ Workforce Profile by Gender and Employment Status

Workforce Numbers
Gender Female 4,467(71.6%)
Male 1,772 (28.4%)
Employment Status  Full-Time 3,151 (50.5%)
Part-Time 3,088 (49.5%)

On comparison to the 2011 data presented in Table 3.2 (see Section 3.2.4, Chapter 3)
for the voluntary sector (NCVO, 2013); the female charity workforce profile appears
a little higher in this study. However, the overall workforce profile is consistent with
that seen within the voluntary sector which is predominantly characterized by a
female workforce (Wainwright et al., 2006; Baines and Cunningham, 2011, p. 761;
Baines et al., 2011).

However, unlike the data presented in Table 3.2, the split between full-time and part-
time status is much closer. This may be a reflection of the social economic times
when the data was collected. Unlike other published sources, the researcher can slit
the full-time and part-time figures further to indicate the split between employment

status categories by gender (see Table 4.3).

80



Table 4.3: Respondents’ Workforce Profile - Employment Status by Gender

Workforce Numbers
Employment Status Full-Time: 3,151 (50.5%)
Female 2,007 (63.7%)
Male 1,144 (36.3%)
Part-Time: 3,088 (49.5%)
Female 2,460 (79.7%)
Male 628 (20.3%)

Female employees dominate the workforce both in full-time and part-time roles, but it
is interesting to note that men too work part-time. Broadly, from this dataset, it would

appear one male to every four female employees work part-time.

The number of volunteers was noted: female volunteers (73.1%) were reported to
have worked in the responding charitable organizations as compared to males (26.9%)

(see Section 5.6).

* Ethnicity and Diversity

Questions 22 and 23 looked at ethnicity and disability, and age in order to provide an
overview of diversity within the charity sector. The findings found that the main
workforce within the responding charitable organizations were predominately white

able-bodied employees (83.7%).

The data surrounding Black Ethnic Minorities-able-bodied (hereon BEM) employees
were least represented, 7.9%, and with respect to disabled employees: white, 8.0%

whereas less than 1% were BEM.
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e Aged Profile of Workforce
Question 23 explored the spectrum of employee ages working within the responding
charitable organizations. The following table, Table 4.4 presents the profile of the

responding charitable organizations by age.

Table 4.4: Respondents’ Workforce Profile by Age

Age Bandings /years Numbers
Less than and equal to 20 290 (4.9%)
21-40 2,443 (41.2%)
41-60 2,721 (45.9%)
Greater than or equal to 61 474 (8.0%)
Total 5,928 (100.0%)

Clark et al. (2011, p. 8) had presented the age bandings by decades, however, on
consolidating their bandings to achieve comparatives for the latter three age bandings
presented above; the following was observed: between 21-40 years (38%); 41-60
years (52%) and greater than 61 years (11%). These comparatives can only be used as
a guidance and not absolute as the datasets are at different periods, different sample
populations (voluntary as compared to charity) and other factors such as approach to
data collection, period over which data was collected, who responded and of course,
external factors such as socio-economic and political drivers which then impact upon

decision-making, funding and workforce profile.

4.3.2 Two Method Approach: Semi-Structured Interviews

4.3.2.1 Semi-Structured Interviews

Without doubt, the most widely used qualitative method in organizational research is

the interview:
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"An interview, whose purpose is to gather descriptions ofthe life-world o fthe
interviewee with respect to the interpretation ofthe meaning ofthe described
phenomena ” (Kvale, 1983, p. 174).

Kvale (1983, p. 175) also adds that:

‘Neither in the interview phase nor in the later analysis is the purpose
primarily to obtain quantifiable responses

However, qualitative interviewing varies a great deal in its approach; the three
significant types recognized are: i) the unstructured interview; ii) the semi-structured
interview; and iii) the structured interview. The researcher utilized the semi-structured
interview where she had a series of questions that were in a general form of an
interview guide, allowing her the flexibility to vary the sequence of questions and
thus, allow the interviewees the opportunity to comment/reflect. Over the interview
period, this allowed free-flow, similar in character to a conversation (Burgess, 1984)
where the researcher had the opportunity of responding to points considered pertinent

to follow up in greater depth.

The goal of any qualitative research interview is therefore to see the research topic
from the perspective of the interviewee and to understand how and why they came to
have their particular perspective. To achieve this goal, qualitative research interviews
will generally have the following characteristics: 1) a low degree of structure imposed
by the interviewer; ii) a preponderance of open questions; iii) a focus on “specific
situations and action sequences in the world ofthe interviewee” (Kvale, 1983, p. 176)
rather than abstractions and general opinions. In order to achieve the best possible
interview outcomes, Kvale (1996) provided a ten point guide of qualification criteria
that an interviewer should follow and a further two points were subsequently added

by Bryman (2004, p. 325) (see Appendix 7).

A key feature of the interview method is the nature of the relationship between
interviewer (in this case, the researcher) and interviewee (King, 1994, p. 14). Unlike
quantitative research interview methods, the researcher observed that there was no
such thing as “relationship-free ” interview. Indeed, the relationship was part of the

research process, not a distraction from it. The interviewee was the ‘participant' in the
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research, actively shaping ‘the course of the interview rather than passively

responding” to the researcher’s pre-set questions (Ibid., 1994, p. 15).

The researcher proposed to digitally record the interviews and therefore, requested
that each interviewee sign a consent form before commencing the interview. A full
transcription process was undertaken with the assistance of “Dragon Naturally

Speaking” (hereon Dragon) speech recognition software (see Section 4.3.2.6).

43.2.2  Semi-Structured Interviews - Prior Studies and Pilot Process

Prior Studies

Both speech and body language were considered important when analyzing data from

semi-structured interviews.

Pease (1997) and Pease and Pease (2004) described body language as a science and
body language as a ‘language’ where gestures cannot be considered in isolation.
Understanding other people’s body language changes one’s own perception about the
interviewees and oneself. Much communication arises through this form of
communication, although reliability remains a concern (Glass, 2002). However, body
language is a language unconsciously spoken and thus, provides further breadth of
data to the participating interviewee responses - providing subtle yet pertinent

unspoken responses to specific questions.

Pilot Process

During December 2010 and January 2011 the researcher undertook an exercise of
interviewing four colleagues employed by the charity arm of her employer. She
utilized a digital recorder and a draft set of semi-structured interview questions prior
to Phase I being concluded, and Phase II commencing. The aim was: 1) to learn how
to utilize the digital recorder ‘live’ prior to interviewing members of the public from
the Phase II sample; ii) to allow the researcher time to gain confidence and thus, know
her tools to be able to operate professionally with members ofthe public and maintain

their confidence that the researcher knew what she is doing; iii) to gain an opportunity
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of transcribing ‘raw’ interviews and gauge how long each transcription took; and
finally, iv) to have a sample of transcribed interviews to utilize for coding practice

whilst gaining hands-on experience with NVivo (see Section 4.3.2.6).

On average, each transcription took between four and five hours dependent on
individuals’ responses and whether or not further questions were asked in light of the
initial responses. As stated earlier, the researcher used a tape recorder, but the quality
of the recording varied depending on the clarity, quality and strength of the
interviewee’s voice. During the final interviews with interviewees, the researcher
utilized both a digital recorder and a tape recorder; whereas the former provided
superior recording quality as compared to a tape recorder, the latter acted as a back-up

should the digital recorder have failed (see Section 4.3.2.6).

The pilot allowed the researcher to immerse herself in the recordings and gain
confidence through practice. Moreover, it gave her an opportunity to utilize NVivo
and thus, have the possibility to learn the coding mechanisms of concepts and
categories within NVivo. A key result from this pilot study was the re-naming of the
uploaded transcription files. By saving the files in a certain format, for example,
organization’s initials, interviewees’ initials and role, plus date, allowed the
researcher greater accessibility and ease of summarizing data during coding and

subsequent categorization.

4.3.2.3 Semi-Structured Interviews - Sampling

Question 25 in the postal-questionnaire conducted in Phase I gave the respondents an
opportunity to indicate whether or not they wished to contribute further (see Appendix
6). Ofthose who completed Question 25, the majority of the responses indicated that

they would be willing to assist further: 20 respondents indicated such willingness.

Over a four month period (June to September 2011), the researcher responded to the
20 identified willing respondents in order to arrange interview dates and arrange
schedules with personnel willing to be interviewed. A further email was sent out to
those charitable organizations that had not respond to the initial request. Despite the

initial agreement to partake in Phase II, the final number of charities that agreed to be
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involved was four. Should more interviewee categories have been required in order to
satisfy “theoretical saturation” (Glaser and Strauss, 1967, p. 61), then the researcher
would have approached the initial sample of postal-questionnaire respondents

excluding the initial 20 that had originally responded to take part in Phase II.

For each charity partaking in this Phase II, the researcher interviewed the chief
executive officers, senior management, junior management, front line staff, and
volunteers (see Table 4.5, below). Trustees were invited to partake, but none came
forward to be interviewed. It should be noted that these are generic hierarchal groups
identified for the interview process whereas in reality, the role titles within these
hierarchal groups were substantially different organizationally. For example,
“Director” and/or “Senior Manager” in different charities had different job titles and
yet had similar authorities and responsibilities. By taking a diagonal cross-section
through each charity, the researcher strived to interview individuals that were not line-
managed by other interviewees and thus, ensured that the socially constructed

knowledge was: i) credible; ii) dependable; and iii) trustworthy.
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Table 4.5: Guide of Interviewee Codes per Interviewed Charity

CIN

33

301

368

481

Interviewee

Code
CEO-33
SMDBD-33
FLSTL-33
FLSEA-33
FLSELA-33
VOL-33
CEO-301
SM_DM-301
IMTM-301
JMFA-301
IM_CM-301
JIMCCPM-301

FLSSWHO-301

FLS_SW-301
FLSSO-301
FLS_ITFO-301
VOL1-301
VOL2-301
CEO-368
IM_FMW-368
IMADM-368
FLSSW-368
FLSRSW-368
FLSCA-368
FLSBM-368
FLSAO-368
VOL-368
CEO-481
SMDSM-481
FLS_CM-481

Interviewee
Role

Chief Executive
Senior Manager - Director of Business Development
Front Line Staff- Team Leader
Front Line Staff- Executive Assistant
Front Line Staff- Employment Law Advisor
Volunteer (MPT)
Chief Executive
Senior Manager - Deputy Manager
Junior Manager - Team Manager
Junior Manager - Financial Accountant
Junior Manager - Cluster Manager (FPT)
Junior Manager - Children Centre Programme Manager
Front Line Staff- Support Worker Housing Officer
Front Line Staff- Support Worker (FPT)
Front Line Staff- Support Officer
Front Line Staff- Information Technology Finance Officer (MPT)
Volunteer
Volunteer (FPT)
Chief Executive
Junior Manager - Family Mediation Worker
Junior Manager - Administrator
Front Line Staff- Support Worker (MPT)
Front Line Staff- Residential Support Worker
Front Line Staff- Clerical Assistant (FPT)
Front Line Staff- Business Manager
Front Line Staff- Accommodation Officer
Volunteer (FPT)
Chief Executive
Senior Manager - Day Services Manager

Front Line Staff- Cluster Manager
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Where:

FPT = Female Part-Time
MPT = Male Part-Time

4.3.2.4 Generation of Questions for Semi-Structured Interviews

As a result of the postal-questionnaire outcomes — known and new (see Chapter 5)
supported by the emerging themes from Section 3.3 (see Chapter 3) a list of semi-
structured interview questions were established (see Appendix 8), which attempted to
reflect these pivotal areas of interest whilst being flexible enough to allow unhindered
flow of speech between the researcher and interviewee. Thus, this approach allowed
sufficient scope for both parties to explore and elaborate points of interest further

where necessary.

The researcher primarily utilized the semi-structured interview questions as an aide-
memoire thereby ensuring that she was consistent in her pursuit of the Glaserian
Grounded Theory approach. Appendix 10 summarizes the final semi-structured
interview questions posed in Phase II whilst cross-referencing to both the research
questions presented in Section 3.4 (see Chapter 3) and specific outcomes from Phase I
data (see Chapter 5), thereby ensuring that there is a constant chain of evidence

supporting the findings presented within this thesis.

The one-to-one semi-structured interviews included both open and closed questions in
order to match the particular question styles, and therefore, to allow the researcher the
freedom to ask questions not necessary in a specific order; thereby, providing the

interviewee with the opportunity and virtual vocal space.

4.3.2.5 Semi-Structured Interviews - Research Settings
Saunders et al. (2009, p. 329-330) stated that:

“It is possible that the place you conduct your interviews may influence the
data collected ... it is also important that you think about the impact that
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location will have upon your participants and the responses they are likely to

give”.
The interview location should be easily accessible and familiar to interviewees where
they feel comfortable, confident and ‘safe’. For convenience and familiarity of
surroundings; the workplace may be appropriate. However, the question of
confidentiality and neutrality arises. It could be argued that a neutral location does not
exist and therefore, instead of striving for neutrality, the researcher may inadvertently
give an implicit message to the interviewees regarding the proposed choice of
interview location. The choice of location was left to the charities. Should the
interviews have been conducted in unfamiliar surroundings to the interviewee, it was
the responsibility of the researcher to shape the start of the interview demonstrating
confidence and making the interviewee feel at ease. However, during Phase 11, all

participating charities opted for the workplace for interviews to be conducted.

In addition, as part of the interview schedule process, the researcher requested that the
interview location was quiet and thus, minimized background noise, thereby avoiding
the reduction in the quality of digital recording fracturing the continuous flow of
conversation between the researcher and interviewee. Moreover, it provided a ‘safe

environment’ for interviewees to speak more freely.

In majority of the cases, the interviewees and the researcher had not met prior the
interview and therefore, the first few minutes of the interview were critical to
establish a good rapport. This initial introduction was important otherwise it could
potentially have had a significant impact upon the direction and successful outcome of
the interview. Again, the issues such as researcher credibility and interviewees’

confidence in the researcher were pivotal.

“The start of the intended discussion ... is your opportunity to allay, wherever

possible, the interviewee’s uncertainties about providing information,
establish the participant’s rights, and based upon this, obtain informed
consent” (Saunders et al., 2009, p. 331).

Healey and Rawlinson (1994) and Patton (2002, p. 407) asserted that an assurance
from the researcher regarding the anonymity makes interviewees more relaxed and

willing to discuss in an ‘open’ manner. These assurances also increase the level of
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trustworthiness towards the researcher and thereby, reduce the possibility of
interviewee or response bias. Explanations were also given regarding the purpose of
collecting the data, use of data collected and the benefits from being involved in the

research.

The researcher considered the appropriateness of her appearance during one-to-one
interviews, which could have affected the perception of the interviewee. A poor dress
code inay have an adverse effect upon the researcher’s credibility and thus, result in
failure to gain the confidence of the interviewees. The resulting bias may affect the
reliability of information collected. Robson (2002) advised that researchers should
adopt a similar style of dress to those being interviewed. The researcher agreed in
principle, but favoured semi-formal or formal dress code which would be generally

acceptable for the interview environment.

As well as dress code, the researcher needed to monitor her manner in which she
phrased questions (see Section 4.3.2.2). The language used was concise, neutral, non-
jargon and one question was asked at a time (Robson, 2002; Ghauri and Grenhaug,
2005; Easterby-Smith et al., 2008). Therefore, this approach increased the credibility
and reliability of the information gathered. Moreover, Easterby-Smith et al. (2008)
highlighted that open-ended questions also avoids bias. Healey and Rawlinson (1994,
p. 138) had suggested that:

“It is usually best to leave sensitive questions until near the end of an
interview because this allows a greater time for the participant to build up
trust and confidence in the researchers”.

Once in a position of trust, the researcher sought responses to more potentially
sensitive questions; but as Ghauri and Grenhaug (2005) point out, the wording of

these questions deserves particular attention in order to avoid any negative inferences.

The researcher was aware of her own behaviour and the potential impact during the
course of the one-to-one interviews. By maintaining a neutral, but not an uninterested
behavioural pattern, the scope of bias was minimized. Key to the researcher was the
avoidance of any indication of personal bias. For example, the spoken word, the tone

of voice, facial expressions, and body language. Robson (2002) encourages the
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researcher to enjoy the one-to-one interviews or appear to do so, thereby encouraging

the interviewees to respond with ease.

Body language visually has a great impact upon the interviewee (see Section 4.3.2.2).
Torrington (1991) believed that by sitting inclined towards the interviewee, and
adopting an open posture encourages the flow of discussion. Moreover, the tone of
voice acts as a signal to the interviewee and must avoid any negative inferences which
could be perceived as a negative impression. Torrington (1991, p. 43) stated that

listening involves people being:

“On the look-out for signals willing to spend the time needed to listen and
build understanding, deliberately holding back our own thoughts, which may
divert or compete with the others”.

Authors such as Robson (2002), Ghauri and Grenhaug (2005), and Easterby-Smith et
al. (2008) reiterated the need for the researcher to explore and probe explanations and
meanings, allowing the interviewee a reasonable time to develop their responses and
avoiding projecting the views of the researcher. Neutrality was paramount through the

whole interview proceSs, thereby allowing the interviewees’ voices to be heard.

Finally, the manner in which the interviews were conducted followed the same
format, but with the ability to flex and strive for a free-flowing conversation as

compared to a prescribed format:

i) Introduction: before the interview commenced, the interviewee was thanked
for their time and it was carefully explained how the interview would be
conducted stating that: two recording devices would be utilized (see Section
4.3.2.2), notes might be taken during the interview and should the interviewee
be unsure or does not understand the question, ask for further explanation.
Moreover, the researcher ensured that the interviewee appreciated that their

contribution would add value to the research being undertaken.

ii) Language: jargon and ambiguous terms were avoided in the questions such as
‘often’, ‘regularly’ and ‘family’, for example. The first two examples are

ambiguous, because interviewees may operate with different frames of
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reference when employing them as compared to the researcher’s perceived
frame. With respect to ‘family’, again the interviewee may have a different

notion of what makes up a family as compared to the researcher.

iii) Question format: long questions and double-barrelled questions were

avoided. If correctly structured, the interviewee would not lose the thread of
the question and moreover, it gave the quesﬁon sufficient attention and

thought. Bryman (2004, p. 153) asserts that:

“When the focus is on behaviour, longer questions have certain positive
Sfeatures in interviews — for example: they are more likely to provide memory
cues and they facilitate recall because of the time taken to complete the
question”.

However, from the pilot, the researcher had found that short succinct questions
were more successful. Double-barrelled questions left the interviewee unsure

as to how to answer the questions fully.

iv) Pauses and Time: interviewees were allowed time to respond and during the

pauses their body language was noted as it too would be treated as an element
of data collection. Naturally, where the pauses were too long, the interviewee
was provided with a cue, but a cough, ‘erm’, ‘um’ were considered all part of

the fabric of language and not to be discarded.

Quality Recording: a tape recorder was not a satisfactory instrument to
employ when conducting one-to-one interviews. The clarity on play back was

of poor quality and difficulties arose when transcribing — words were missed,

~ the crackling sound was intrusive and on rewinding the cassette a number of

times during the transcription process; progressively reduced the quality of the
recording. To address these issues (see Section 4.3.2.2), the researcher utilized

both a digital recorder and a tape recorder in tandem; and

vi) Closure: the interviewee was thanked again for their time and should they

want feedback of the overall results from the research, the researcher would

provide on request.
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4.3.2.6 Semi-Structured Interview Transcriptions to NVivo Uploaded

The interviews were undertaken in tranches. For example, all interviews were
undertaken within a specific time-frame per charity (1-2 consecutive days), thereby
allowing the researcher the opportunity to commence transcribing into note books
immediately post each interview. The transcribing was initially hand-written for a
number of reasons: i) where words or phrases were not heard, either the digital or
cassette recorder could be repeatedly played until the missing transcription was
gleaned and captured, if necessary, on a word by word frame basis; ii) specific
nuances, body language, pauses and other characteristics personal to the interviewee
could be drawn together and included; iii) this hand-written transcription allowed the
researcher to embed herself into the data and start looking for concepts, and common
themes; and moreover, iv) this mode of pre-prepared manual transcription drafts
allowed the researcher to dictate into Microsoft Word utilizing the Dragon software

more expedient.

Moreover, by including the interviewees’ observed body language and non-spoken
cues further enhanced the rich tapestry of the interviews undertaken and as reiterated

by Glaser (2002) “all is data” and “much Grounded Theory is passive listening”.

At the top of each transcription the name of the charity; interviewee code (only known
to the researcher); interviewee’s role status and interview date were included for
completeness, although only the interviewee code would be utilized when cited within
Chapters 6 and 7.

An interviewee code is split between 2 and 3 components depending on the number of
similar interviewees interviewed with the same role status. Table 6.1 (see Section
6.2.2, Chapter 6) provides the complete list of interviewee codes cited throughout

Chapters 6 and 7 (see also Acronyms). For example:

i) CEO-33 — Chief Executive Officer plus unique charity identification
number (hereon CIN) 33;

ii) FLS_BM-368 — Front Line Staff-Business Manager plus unique CIN 368;
and

iii)  VOL2-301 — Volunteer Number 2 plus unique CIN 301.
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Having edited the Microsoft Word version of the Dragon output, the final versions of
the transcriptions were uploaded into the NVivo program. NVivo is a qualitative data
analysis computer software package which is designed to allow qualitative researchers

to work with rich text-based data where granular levels of analysis are required.

Finally, having been checked for typos and ensuring that names of staff and the
charity had been removed and substituted with an interviewee code and organization
code; the final drafts of the transcriptions were uploaded into the NVivo program.
Because of the number of transcriptions being uploaded, and allowing for a number of
interviewees with the same role status, FLS, JM and SM (Senior Manager), the
uploaded transcriptions within NVivo were saved with a longer title capturing: role
status, followed by summarized job title and then the unique CIN. For example,
JUNIOR_MANAGER TEAM_ MANAGER 301, this allowed the researcher ease of
recall of the interviewee themselves, and their surroundings, but it provided a buffer
zone and clear record to avoid duplications of words, and/or phrases when reviewing

summary output reports within NVivo (see Appendix 12).

Analytical Methods Utilized: Glaserian Grounded Theory through NVivo

Glaserian Grounded Theory was utilized to collect and analyze the semi-structured
interview data. It does not offer a panacea, a solution to all research problems, but it

is:

“Particularly well-suited to dealing with ‘qualitative data’ of the kind
gathered from participant observation, from the observation of face-to-face
interaction, from semi-structured or unstructured interviews, from case-study

material or from certain kinds of documentary sources” (Turner, 1981, p.
227).

Therefore, the Glaserian Grounded Theory approach offered a strategy for “sifting
and analyzing material” from the semi-structured interview data collection (Martin
and Turner, 1986, p. 144), but the utilization of NVivo, allowed data to be coded by
word, by phrase in order to generate concepts, core categories, subcategories,
concepts/themes, and ultimately theory generation. Figure 4.2 provides a
diagrammatic overview of NVivo populated by summary data arising from the semi-

structured interviews.
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It should be noted that despite NVivo being promoted as a powerful tool to utilize for
data analysis (Bazeley and Richards, 2000; Bazeley, 2007), publications until recently
failed to discuss the multiple types of available data analysis techniques in
conjunction with a Computer-Assisted Qualitative Data Analysis software (hereon
CAQDAS) programs. However, Leech and Onwuegbuzie (2011) outlined seven types
of qualitative data analysis techniques with a step-by-step guidance on how to conduct

the analysis via a CAQDAS program, such as NVivo.

Using NVivo has allowed the qualitative data analysis to be taken much further than
conducting the data analysis manually (Tesch, 1990; Weitzman and Miles, 1995;
Kelle, 1996; Fielding and Lee, 1998; Bazeley, 2006; 2007). The researcher is the
main tool for analysis (Denzin and Lincoln, 2005), and thus utilizes NVivo to assist in
the analysis in an efficient manner: comparison of codes and categories in a relatively
short time (Bazeley, 2006), and thus, in the spirit of Glaserian Grounded Theory
(Glaser and Strauss, 1967) collect and analyze data in parallel until such point

“theoretical saturation” has been achieved.

The following description will lead the reader through the data analysis utilizing
NVivo (see Figure 4.2) from left to right providing clear definitions of terminology
used, together with the data analysis process undertaken and the rational for the
illustrated outcomes.

Code
Saldafia (2009, p. 3) defined:

“A code in qualitative inquiry is most often a word or short phrase that
symbolically assigns a summative, salient, essence-capturing, and/or
evocative attribute for a portion of language-based or visual data”.

Within NVivo, nodes are similar to codes in the constant comparison analysis (see
Leech and Onwuegbuzie, 2011, Table 2, p. 72) these “nodes” act as anchors that
allow the key points of the data to be collated for all interviewee responses. Coding is

not merely labelling, but linking data:
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“It leads you from the data to the idea and from the idea to all the data
pertaining to that idea” (Richards and Morse, 2007, p. 137).

The researcher would describe her process of coding as a mode of cyclical refining
and defining the codes and subcodes that permits the data to be “segregated, grouped,
re-grouped and re-linked in order to consolidate meaning and explanation” (Grbich,
2007, p. 21).

The emerging codes represented either the interviewees’ own words or the common

beliefs cited during the semi-structured interviews (see Figure 4.2).
Categories

Coding has allowed the data to be grouped in categories or “families” (Saldafia, 2009,
p. 8) because they share some characteristics. As illustrated in Figure 4.2, the core
categories emerged which accounted for the majority of the variation in the “pattern

of behaviour and is related to most, if not all, of the other categories” (Van Niekerk

and Roode, 2009, p. 100).

In addition, the emergent core categories (ethos, charity workforce, charity values)
containing clusters of coded data pertaining to hierarchal roles across the charitable
organizations, require further refinement into subcategories. The subcategories
provide a level of data granularity, and act as the core category descriptors: the
properties, processes, dimensions, contexts and modes for understanding the

consequences.

The following examples demonstrate the audit trail from codifying units of data to

subcategories.

Category: Charity Values
Subcategory: “desire to care’*
Code: Team Care
Subcode: Support
Subcode: Understanding
Subcode: Working Together
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*For ease, the subcategories reflect a phrase or term from academic literature that

encapsulates a particular core category feature. In the above example “desire to care”

(Paton and Cornforth, 1992) refers to employees’ motivations and thus, resulting in an

acceptance of lower pay and less personal advancement and job security. This

subcategory is also linked to the charity workforce category but reached through a

different line of coding, as shown below (see Figure 4.2).

Category: Charity Workforce
Subcategory: “desire to care”
Code: Working Relationships
Subcode: Family
Subcode: Service-Users

Subcode: Team

Category: Ethos
Subcategory: Charitable Culture
Code: Cultures
Subcode: Customs
Subcode: Intrinsic

Subcode: Traditions
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Figure 4.2: Diagrammatic View of NVivo

Adapted from: Saldana (2009, p. 12).
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Coding is not an exact art, Lincoln and Guba (1985, p. 347) stated that the researcher
uses classification reasoning together with tacit and intuitive senses in order to

determine what data “look alike” and “feel alike” when grouping them together.
Themes

Themes are the outcomes of coding, categorization and analytic reflection, and not
something that is, in itself, coded. Themes can be described as more “facit and subtle
processes” (Rossman and Rallis, 2003, p. 282). For example, working relationships is

a code, but familial team spirit is a theme.

However, themes can be captured throughout the Glaserian Grounded Theory process
as memos. Memos are ideas and thoughts captured throughout data analysis; a mosaic
of thoughts to visualize the dominant theoretical codes driving and steering the ‘story-
line’. The memo attempts to capture conceptualization and ultimately, lead to theory

generation.
44  CHAPTER SUMMARY

This chapter establishes the philosophical framework within which the research has
been carried out and within which the researcher has positioned herself. And so,
within the interpretivist paradigm the researcher’s use of terms such as epistemology
and ontology have been defined (see Section 4.2.1) and thus, prescribe the manner in
which the research was undertaken — meeting the four questions set out by Crotty
(1998, p. 4).

In addition, the usage of Glaserian Grounded Theory as compared to Straussian was
discussed again reiterating the commitment to the interpretivist philosophy whilst
demonstrating that the multi-method approach was appropriate for this research (see
Section 4.2.3). As stated by Urquhart (2013, p. 57) the fundamental basis for this
research is the “perception of reality”: how the world is constructed and how

“knowledge is constructed” and subsequently impacts upon the research design.
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Following on, the subsections of Section 4.3 explained the research decision in both
Phase I (postal-questionnaire) and Phase II (semi-structured interviews): prior studies,
pilot undertaken, sampling and data analysis. The breadth and depth of detail in a
number of subsections has been granular; the rationale behind the researcher’s
approach was to provide the reader with a clear and transparent account of the
research approach and demonstrate the chain of evidence running through the
complete process. Therefore, one can see the continuous linkages back to Chapter 2
(establishing the flexible-working concept) and Chapter 3 (development and
establishing the research questions, Section 3.3), framing the research from beginning
to end. Moreover, Figure 4.2 has been populated with data from this research and
provides a ‘live’ example illustrating the codes, categories, themes and subsequently
leading to the development of theory (see Section 7.3, Chapter 7) as described by
Glaser and Strauss (1967) through the utilization of software tools such as NVivo.

Bazeley (2007, p. 2) had noted that:

“The use of a computer is not intended to supplant time-honored ways of
learning from data, but to increase the effectiveness and efficiency of such
learning. The computer’s capacity for recording, sorting matching, and
linking can be harnessed by the researcher to assist in answering their
research questions from the data, without losing access to the source data or
contexts from which the data have come”.

During this research, the researcher has made use of computer-assisted qualitative
data analysis software (CAQDAS): SPSS, NVivo and Dragon (see Section 4.3.2.6),
but not at the expense of creativity, flexibility, insight, interviewing techniques and
intuition. The main tool for analysis remains the researcher as the CAQDAS cannot
analyze the data for the researcher. Thus, armed with CAQDAS the researcher has
been able to conduct an accessible, auditable, clear step-by-step and rigorous data

analysis from both Phases I and II (see Chapters 5 and 6, respectively).
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CHAPTER 5: PHASE I —- POSTAL-QUESTIONNAIRE FINDINGS
5.1 INTRODUCTION

Chapter 5 strives to present the first tranche of data collected from Phase I, the postal-
questionnaire, and facilitates the first insight capturing the broad understanding of the
flexible-working concept within medium-sized charities registered in England and
Wales. The subsequent sections highlight known and new barriers and enablers
emerging from the responses collated from the 193 (37.1%) responding charitable
organizations. This overarching aim of this chapter is to establish the Phase II semi-
structured interview questions supported by a clear audit path supported by the prior

chapter arguments and discussions wherever possible (see Appendix 10).

Sections 5.2 examines and explores what is understood by flexible-working utilizing
the dual approach (see Section 4.3.1.1, Chapter 4) and the extent to which flexible-

working arrangements are taken up (Questions 2, 3, 9, 13 and 14, see Appendix 6).

Section 5.3 returns to HRM policies including flexible-working arrangements. The
section examines returned copies of HRM policies specifically looking at the flexible-
working content and the extent to which they incorporated those arguments discussed
in Section 2.2 (see Chapter 2): The Flexible Firm, The Family-Friendly Model and
The Diversity Model. Moreover, this section explores the extent flexible-working is
utilized and by whom, and perceived problems and/or successes with the introduction

by the respondents (Questions 4, 9 and 25, see Appendix 6).

Section 5.4 examines the barriers and enablers as highlighted by the postal-
questionnaire and highlights known and/or new emerging areas that were
acknowledged in Section 3.3 ( see Chapter 3) requiring further investigation in Phase
IT (Questions 5, 6, 7, 8, 10, 11, 12 and 15, see Appendix 6).

Section 5.5 concentrates on the extent that employees’ are valued and their charity

values nurtured through the commitment towards flexible-working being supported in

organizational communication, strategic planning, the Board of Trustees’ involvement
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and the degree to which employees have decision-making powers (Questions 12, 17,

18, 19, and 20, see Appendix 6).

Section 5.6 looks at volunteers and whether or not they are pivotal to the work of the
responding charity, but moreover, to what extent their work supports flexible-working

of the paid staff (see Question 16, Appendix 6).

Section 5.7 draws the chapter to a close, highlighting pertinent key points emerging
from the Phase I.

5.2 THE FLEXIBLE-WORKING CONCEPT

As highlighted in Section 4.3.1.1 (see Chapter 4), a dual approach was undertaken
where the respondents were initially asked to explain what they understood by the
term “flexible-working” (Question 2) and then, in Question 3 to select from a list
providing possible flexible-working arrangements they believed and understood to be
operational within their organization. This approach attempted to ‘paint’ a full picture
of what arrangements were in place at the time of the postal-questionnaire was
completed thereby attempting to overcome the general lack of understanding

surrounding the flexible-working concept.

A significant number responding gave general responses focused upon work-life-

balance:

“The ability to complete your paid work in time that enables you to enjoy a
good work-life-balance” (Respondent Charity 235).

However, the majority of responses recognized the need of the employees, but also
acknowledged those of the organization. The following Question 2 answers provide a

- sample of responses considering the employee and organizational needs:

“Allowing staff to meet their work obligations in times that suit themselves, as
long as not detrimental to organisation” (Respondent Charity 8).
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“Offering staff the opportunity to enjoy a good work/life balance — developing
a schedule of hours to suit them whilst still delivering the organisation’s work
against its Strategic Plan” (Respondent Charity 14).

“Working time and practices which offer employees the opportunity to achieve
optimum work-life balance whilst ensuring that the outputs and needs of the
organisation are met” (Respondent Charity 457).

This theme of ensuring the needs of the organization are met, primarily the service-
users will be discussed further in Chapter 6 when the findings from the Phase II:

semi-structured interviews are discussed.

The answers to Question 2 primarily cited benefits to employees through flexible-
working (work-life-balance, child-care achievable), however, only a handful
mentioned forms of flexible-working arrangements: TOIL (Respondent Charity 76);
part-time (Respondent Charity 365); and job-share (Respondent Charities 215 and
365). There were only three charities out of 181 responding to Question 2 that gave an
example of flexible-working arrangements (1.7%). This result further supports the

rationale of utilizing the dual approach in Questions 2 and 3.

However, where respondents were asked to select which flexible-working
arrangements they understood to be operational within their organization, their
responses gave further granularity to what they recognized by the flexible-working
concept. The four highest scoring options selected were: i) part-time working (161
responses); ii) home-working (109 responses); iii) flexi-time (97 responses); and iv)
job-share (70 responses). Van Wanrooy et al. (2013, p. 33) presented a table listing a
number of options where: i) flexi-time; ii) home-working; iii) paid time off —
emergencies; and iv) reduced-hours (where part-time is listed as reduced hours).
Within the van Wanrooy et al. list job-share was the last option selected. Interestingly,
two male respondents stated that maternity leave was a form of flexible-working. It
was not clear whether these respondents were genuinely answering the question or
trying to be humorous. However, if the answers were genuine, then this further

supports the general lack of understanding surrounding flexible-working.

With respect to the uptake of flexible-working opportunities (Question 14), the results

suggest that for every male, three females undertook flexible-working.
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124 (64.4%) respondents answered stating that flexible-working was viewed by the
workforce favourably (see Question 13, Appendix 9) and yet, in Question 9, although
126 (65.3%) respondents answered that all staff utilized flexible-working, there were
18 (9.3%) respondents who stated that junior employees utilized flexible-working to a
greater extent than senior employees (12, 6.2%) (see Question 13, Appendix 9). CEO
(33.7%) (see Question 1, Appendix 9) were the primary respondent category
completing the postal-questionnaire and therefore, the responses may reflect their
personal beliefs as compared to fact. However, as illustrated below, the key utilizer
may be more dependent on role remit and responsibilities. In addition, those who
ventured to provide more than a one-word answers gave an initial glimpse of other
factors (perceived or real) at play impacting upon who could uptake flexible-working:
informal rules, role responsibility, salary level, and work commitments. The key

themes were:

i) Role Responsibility;

There was a sense that employees in more senior positions utilized flexible-working

more than junior employees because of the hours worked and responsibilities held:

“Depends on their role (e.g. hard to be flexible around some areas of project
cover) and also the reason for the request, but utilised by all staff — possibly
used more by senior staff as they work the longest hours and have to respond
to out of office crisis more which disrupts/limits their home life more”
(Respondent Charity 213).

i) Work Commitments and Salary;

Again, senior employees were perceived to utilize flexible-working as compared to
junior employees to accommodate work commitments, more responsibilities and

positioned held:

“Utilized more by senior staff (to accommodate meetings outside of normal
hours)” (Respondent Charity 284).

“More with junior staff (by far) than with senior — however this is to be
expected as senior staff earn a lot more!” (Respondent Charity 283)
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Furthermore, those respondents that answered this question stated that although senior
managers utilized the flexible-working (primarily working-from-home) to
accommodate the work conducted outside the core hours, the flexible-working
arrangements were in fact primarily utilized by junior employees to offset their lower
salaries. This issue is more concerned with the rationale and justifications for utilizing

flexible-working arrangements according to the hierarchal positioning.

iii) Informal Rules

Emerging from the minimal written responses was that the discretion to allow an
employee the opportunity of utilizing flexible-working arrangements was dependent
upon on the organizational mode of decision-making, and their perception of whom
had the greater need. Again, informal rules may lead to inconsistent communication
and thus, flexible-working uptake across the organization, and thus creating bias
through a biased decision-making process. As exemplified by the following quote

concerned with communication;

“We are not actively encouraging it because of the nature of work”
(Respondent Charity 361).

However, this quote is contrary to the theme coming through where flexible-working
was available for all, given fundamentally to junior employees to off-set lower
salaries within the charity. However, one questions to what extent is flexible-working
considered and offered or becomes merely “lip-service” in order to attract and/or

‘retain staff members or a mode in which to secure specific funding?

There appears to be an inkling of understanding surrounding the term flexible-
working and idea of flexible-working arrangements, but there does not appear to be
the breadth and depth of understanding where a policy is used on a day-to-day basis
and in part, this may be due to the numbers of senior level respondents answering and
therefore, perhaps not as close to the whole flexible-working arena within the

organization. This issue will be further explored in Chapter 6 (see Appendix 10).
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Although, some direction was given surrounding flexible-working arrangements
offered by the responding charities, it does rely upon the understanding of that
respondent (see Question 1, Appendix 9); and so, in order to appreciate and
understand better the flexible-working arrangements available to all employees, this

issue will be further explored in Chapter 6 (see Appendix 10).
5.3 HRM POLICIES INCLUDING FLEXIBLE-WORKING

Question 4 looked at how successfully flexible-working practices had been
implemented across the charity, and an interesting ‘story’ started to emerge and
begins to fill in some gaps where the complex tapestry of answers criss-cross to
develop a better appreciation of what is happening surrounding operational flexible-

working arrangements within medium-sized charitable organizations.

Question 13 (see Section 5.2) had stated that all staff viewed flexible-working
favourably, and in fact from the limited comments made in response to Question 9, it
transpired that not everyone had the opportunity of utilizing flexible-working. The
dual approach discussed in Section 5.2 has been further supported by the answers
provided to Question 4 (see below) in painting a fuller picture of flexible-working in

operation today.

Many of the responses indicated that although introduction of flexible-working
arrangements had been successful to varying degrees, much relied on the decisions

made by an individual’s line-manager:

“What managers arrange with their staff regarding flexible working hours is
their prerogative” (Respondent Charity 329).

“The success of the formal arrangements has been really dependent on the
employee and their line manager rather than company policy as a whole”
(Respondent Charity 47).

Moreover, there appears to be a number of informal practices operating in tandem to

the formal established arrangements:
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“I wouldn’t say flexible working practices have been implemented; they are a

part of the charity’s culture and management practices designed to recruit
and retain the best people we can afford whilst meeting the needs of the
organization. We have always adopted flexible working on the principle that
so long as a specific working practice meets the needs of the organization, and
is reasonably fair and equitable across the whole organization, we will allow
managers to use it” (Respondent Charity 117).

“Currently there is no formal flexible working policy. The only mention of
flexible working’ within any employee documentation is with regards to the
employees ability to work flexibly — i.e. additional hours, change in working
patterns etc as required” (Respondent Charity 47).

Those organizations that had formal established flexible-working arrangements in

place were specifically biased towards female employees:

“Especially suits women with child dependents and students” (Respondent
Charity 495).

“Very successfully, we are predominantly a female organization, a lot of who
have primary care for their children” (Respondent Charity 319).

“We find it helpful in facilitating different client groups. It also keeps women
staff with families” (Respondent Charity 317).

“Most of our service requires face to face contact with service users so we do
not have extensive FW arrangements. We most commonly allow for women

returners from maternity leave to reduce their hours” (Respondent Charity
389).

“We recognise that flexible working can bring benefits to both the employee
and employer, especially when the organisation such as ours which has a high
proportion of female employees. Being able to offer flexibility ensures that we
are able to attract high quality applicants, even though we are not able to

offer salaries which compete with comparable roles in the public and private
sectors.

Offering part-time working has allowed us to maintain the same number of
employees when facing a reduction in funding, without making redundancies”
(Respondent Charity 361).

Those respondents (17, 8.8%) that sent in their HRM policies which incorporated
flexible-working arrangements were written in such a manner as to predominantly

support female adult-/child-carers and those, returning from maternity leave:
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“[The charity] is a very small charity and the flexible approach has been
adapted by 2 colleagues returning from maternity leave” (Respondent Charity
151).

“We most commonly allow for women returners from maternity leave to
reduce their hours” (Respondent Charity 389).

This evidence in part supports the idea that the because of the dual role played by
women (primary carer and employee), the flexible-working policies are biased
towards women and furthermore, support the idea of a family-friendly approach to

supporting women in the workplace (see Section 2.2.2, Chapter 2).

In addition, the point surrounding “not able to offer salaries which compete with
comparable roles in the public and private sectors” (Respondent Charity 361);

however, as one respondent stated that:

“[The charity] has got Flexible Working Policy and Procedure in place. The
policy recognises that flexible working is important for good health and well-
being, and can be crucial in reducing levels of work-related stress. It also
discourages the practice of staff working over their contracted hours. In so
doing, it recognises the necessity of maintaining the highest quality of
services” (Respondent Charity 101).

Ideologically, the above quote is commendable however the same respondent had

stated that:

“The maximum amount of hours allowed to carry forward from one flexi-
period to another is 15. Hours greater than 15 are automatically lost”.

Moreover, there is an increasing likelihood that a number of hours worked by
employees remain unpaid, expected and yet, ignored by management (see Section

3.3.3, Chapter 3).

Of course, there needs to be control over hours worked and subsequently flexed,

otherwise there is a potential for employees to abuse the system:

“We put a ‘cap’ on TOIL (Time Off In Lieu). We require staff to take their
TOIL a.s.a.p. after working additional hours and some were taking ‘berties’
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by amassing TOIL and using this for additional annual leave” (Respondent
Charity 283).

However, there is a fine line between what the employer expects officially and
unofficially from the employee. These expectations therefore make the psychological

contract between the employee and employer evermore complex.

Responses often focused directly or indirectly upon service-users and in addition,

striking a balance between the needs of the employees and the employer:

“OK. Clients have to be seen when required. If we don’t meet these demands
we have no charity” (Respondent Charity 362).

“As a charity providing educational services for young people with learning
difficulties, any flexible working practices must fit in and around college
curriculum time-tabling. Flexible working is not always possible but we try to
be reasonable in considering any requests” (Respondent Charity 69).

“Flexi-time works very well. The organisation and staff are flexible in their
approach to work. We deal with people who have mental health problems and
staff will, whenever possible, put the needs of our members/clients first”
(Respondent Charity 481).

It is interesting to note that only one respondent referred to funding and its impact

upon the success of flexible-working within their organization:

“It is dependent on funding and funding criteria, and whether this allows for
flexible working. However, our organisation has been able to implement the
flexible nature of the work across the charity” (Respondent Charity 416).

The theme of funding, as with line-management, will be discussed in further detail in

Section 5.4.

With each question, an additional layer or jigsaw piece is found allowing a more
detailed picture to be built-up regarding the utilization of flexible-working
arrangements within medium-sized charities. However, it remains unclear to the
extent that flexible-working arrangements are assisting and supporting all employees
in the workplace. From Phase I, the findings suggest that formal and informal

practices are predominantly biased towards female employees accommodating for
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their dual roles in society — carer and employee. Although this would appear to
support the Family-Friendly Model to varying degrees (see Section 2.2.2, Chapter 2)
it does not support the Diversity Model (see Section 2.2.3, Chapter 2). By promoting
flexible-working to all staff allows a charity a greater pool of employees striving to
achieve equality and diversity within the workplace. Diversity incorporates gender as
well as age, ethnicity, sexual orientation etcetera. In addition, the fact that not all
unpaid work is acknowledged, because it is capped and therefore, anything above the
capped limit is lost and cannot be taken in TOIL (Time-Off-In-Lieu) then to what
extent are flexible-working arrangements contributing to an employees work-life-

balance? This issue will be further explored in Chapter 6 (see Appendix 10).

In addition, from the data collected and findings presented here, it remains unclear
whom enjoys flexible-working whether it is junior or senior employees or both. It has
been established that by the very nature of the sector that the workforce is
predominantly female and thus, the policies are directed to accommodate their needs
primarily. But does salary and seniority impact upon uptake of flexible-working
arrangements (see Section 5.2): the more senior the employee is, the greater the
responsibilities attached to the role and often, activities take place outside core hours
and so, flexible-working such as working-from-home provides the much needed
‘head-space’ to prepare; whereas junior staff are on lower salaries and thus, flexible-
working becomes a ‘sweetener’ and ensures experienced and skilled workers are
retained but also act as a motivational tool. This issue will be further explored in

Chapter 6 (see Appendix 10).

As discussed in Section 3.3.4 (see Chapter 3), values play an important role in why
employees are originally attracted to the voluntary sector: organizational aims align

with their personal values (Nickson et al., 2008) or perhaps a personal experience.
| Possibly it is the values that keep employees working for their charity and accept the
fact that they lose their TOIL over and above a limit or perhaps, they do not leave for
pastures new because the economic climate is poor and this is reflected in the job
market. Although none of the respondents mentioned values when responding to
Question 4, what did come to light were the number of informal practices operational
within the responding charities with no direction as to the extent of engagement by in-

house HR Departments. Staff members whether paid or unpaid are at the heart of the
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organization and have an affinity for working for that specific charitable cause. As
highlighted earlier there are a number of intrinsic and extrinsic factors influencing the
employees’ working life, for example funding, line-management decisions, and the
availability of flexible-working across the charitable organization. Therefore, the
influencing factors could have an impact upon the employees’ awareness of the
organizational status and approach towards specific HRM approaches and so, this area
requires further exploration in order to gain a broader understanding of tangible
and/or intangible factors affecting attitudes towards flexible-working arrangements in

a charitable organization (see Chapter 6 and Appendix 10).

5.4  BARRIERS AND ENABLERS

This section is split into two subsections where Section 5.4.1 specifically looks at
Questions 5, 6, 7, 8, 10, 11, 12 and 15 (see Appendix 6), which focuses upon the
issues surrounding line-management seen through a HRM (Human Resource
Management) lens; and Section 5.4.2 examines Questions 10 and 11 specifically
looking at the economic climate and the impacts of reduced funding upon flexible-
working. The responses to both Questions 10 and 11 have been presented in a cross-
tabulation format in an attempt to ascertain whether or not there are relationships
between the respondent data and the types of organization according to activity and
size of responding organization (by income threshold). Within Appendix 9, there are
additional data tables providing more detailed analysis of a number of postal-
questionnaire questions. Moreover, with respect to Question 10 there are additional

data tables looking at the responses by core activity per £500,000 bandings.

The researcher will commence by first looking at the latter theme surrounding line-
management, and a number of real or perceived issues concerned with HRM. It has
already been noted that flexible-working decisions can be made by line-managers
(Respondent Charity 329, Section 5.3) and it is “their prerogative” as to whether or

not to grant a request.
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5.4.1 Line-Management through a HRM Lens

From the charitable organizations responding to the postal-questionnaire the primary
decision-maker was the line-manager (86 respondents, 44.6%), the next highest
decision-makers were senior management (36 respondents, 18.7%), various staff
members (22 respondents, 11.4%) and CEOs (15 respondents, 7.8%). The category of
various staff member involvement was primarily the line-manager plus HR. What
came to light here was further evidence of guidance surrounding organizational

flexible-working in the form of a staff handbook:

“From our staff handbook: “Staff are allowed to accrue up to 3 days (22 %:
hours) Time Off In Lieu at their own discretion. No further time can be
accrued over and above this without the written consent of their manager, who
may allow an additional 3 days (22 ¥ hours) to be accrued. TOIL over 6 days
(45 hours) in total cannot be accrued without the written consent of the Chief
Executive.

TOIL may be carried over from year to year, subject to agreement from
Section Managers.

TOIL accrued over the threshold without the appropriate consent is not
permissible although it is understood that wurgent and unforeseen
circumstances may arise. Such cases would be treated sympathetically”
(Respondent Charity 14).

Admittedly, this was the only instance of a respondent mentioning a staff handbook,
but it adds to flexible-working tapestry of understanding. HR’s attendance and

support was mentioned several times.

However, the decision-making process surrounding a flexible-working request was
predominantly made by the line-manager. In addition, the decision hinges on whether

or not the service deliverables would be met as exemplified below:

“Agreed by line managers, decisions made [are based] on [the] effect [on]
customer service, lack of resources and deliverables” (Respondent Charity
36).
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Obviously the line-manager plays a pivotal role, as they should appreciate and
understand the needs of the department, staff members, and team work loads best.

However, the drawback of having only one decision-maker could lead to:

“Discrimination in its application and that managers apply the options
[inJconsistently” (Respondent Charity 59).

“There is no set procedure on this. Senior Managers would make one-off
decisions depending on the circumstances and suitability e.g. exhibition
installations, it is often necessary for a group of staff to work long hours over
a period of 4-6 weeks to enable the project to happen. They will then take time
off in lieu. A decision on this would be made by our sculpture estates manager
in advance of the project” (Respondent Charity 346).

This is a point that was picked up earlier in Section 5.3, where informal rules were
being applied and thus, creates a bias by the nature of decision-making, and
implementing flexible-working arrangements consistently across the whole
organization. This inconsistent approach may be due to the fact that line-managers
have not been trained because of an under-developed/resourced HR Department
(Cunningham, 2010) or perhaps it is the line-managers’ own personal bias seeping

into the workplace.

To potentially counteract the bias of one person making the decision, the researcher
returns to the category of various staff member involvement which could be purely

the line-manager and an HR colleague or a more hierarchal process:

“The employee will have an informal discussion with their line manager and
then a written request is submitted as per legislation. This request is discussed
by the line manager, HR and with the Executive before a decision is made and
a meeting with the employee is held. The recommendations of the line
manager must get prior approval from the Executive before it is implemented”
(Respondent Charity 47).

Respondents also made reference to panels making flexible-working decisions:

“If we made this decision, it would be a result of a need [raised] by staff but
Executive Management Team ultimately decide if it went ahead” (Respondent
Charity 470).
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The hierarchal or panel approach to decision-making may be a more appropriate and
fairer approach to flexible-working approval, because there is a clear process, it is
recorded and moreover, attempts to be consistent. Of course, no one process is not
without its disadvantages (as shown below) where the process could be considered too
bureaucratic when a decision for an emergency request or immediate request is

needed when dealing with a sick child or an unexpected domestic problem has arisen:

“If anyone would like to be considered for flexible working, they need to
request in writing through their line manager, who will then take it up with the
Chief Executive” (Respondent Charity 319).

However, as demonstrated by Respondent Charity 14, where “TOIL accrued over the
threshold without the appropriate consent is not permissible although it is understood
that urgent and unforeseen circumstances may arise. Such cases would be treated

sympathetically”.

A final note surrounding how decisions with respect to flexible-working were made,
only one respondent noted “funder contract/budget” (Respondent Charity 187) whose
primary activity is care for the elderly. Funding impacts will be discussed later within
the section, however it is interesting to observe that greater exposure was not given to
it by the responding charities especially as funding is often won for specific projects
and/or pieces of work. In part, this could be the fault of the questioh format or those

responding did not view funding as a key driver on the success of flexible-working.

For line-managers to make a sound decision regarding a flexible-working request,
they should have a good grasp of HRM policies and procedures including flexible-
working in order to lead a team. However, as established earlier, line-managers may
not be armed with the necessary skill-sets due to issues surrounding HR departments:
under-developed, under-resourced, or perhaps, there is nor HR department. Of those
respondents answering Question 7, 91 (47.2%) respondents stated that line-managers
were not trained whereas 77 (39.2%) respondents stated that line-managers were
trained. A handful of respondents ventured to say that the training was either formal
or informal but with no further substance it is difficult to appreciate the extent to
which the formal and/or formal training educates line-managers regarding flexible-

working with respect to the in-house policies. The second half of Question 7
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regarding the promotion of “organizational flexible-working practices” was left
unanswered (see Question 7, Appendix 6). This in part is the fault of the researcher
having a double-barrelled question. It would have been more sensible to separate the
latter part of the question, as it would have been interesting to explore the extent of
communication further and to a certain extent the emotional intelligence of the

management and their attitudinal behavioural in play (see Section 2.2.2, Chapter 2).

With respect to communication (see Question 12, Appendix 6) the pivotal mode of

communication was in the order of:

i) one-to-one communication (49 responses);
1i) handbook and policy (44 responses);

iii)  group/staff meetings (29 responses);

iv)  interview (27 responses);

V) induction (20 responses);

vi)  no direction (16 responses);

vii)  intrinsic (15 responses);

viii) bulletins (10 responses);

ix)  contract (9 responses); and

X) job advertisement 6 responses).

Again, the key finding from Question 12 highlighted the broad spectrum of modes of
communication believed to be utilized by the responding charitable organizations.
Admittedly the matrix of communication permutations selected by the respondent
may be still in use or used in prior periods, but these findings together with those of
Question 3 (see Section 5.3) suggest that the responding charities have a Janus
approach towards flexible-working. The researcher establishes the phrase, by looking
to ancient Roman religion and myth where Janus was the god of beginnings and
transitions, and some charities appear to have two faces: one for the public promoting
flexible-working in job advertisements, job interviews and written into contracts; and
the second inward looking, which appears to be in conflict with the public face where

there are examples of flexible-working policies actively not being communicated:

“It hasn’t” (Respondent Charity 91).
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“It hasn’t. We await requests from individual members of staff” (Respondent
Charity 69).

“It hasn’t — until we are sure it could work” (Respondent Charity 274).
“Verbally. We do not have a written policy” (Respondent Charity 104).

“Generally it is not communicated to staff. There is no policy for flexible
working. When a member of staff goes on maternity or paternity leave the
ACAS booklet regarding parental rights is given to them” (Respondent
Charity 47).

Moreover there were instances where flexible-working arrangements had not been

communicated to the organization, but the employer was open to the idea:

“We are not actively encouraging it because of the nature of our work. But we
are happy to discuss with staff”’ (Respondent Charity 361).

Another noteworthy point is the fact that 15 responses relied upon intrinsic knowledge

concerning flexible-working arrangements being shared:

“They have always been aware of it” (Respondent Charity 26).

“Custom and practice — it is not explicit in the staff handbook” (Respondent
Charity 59).

“We've always had this so communication is not necessary” (Respondent
Charity 97).

“Staff are aware we take a positive attitude to flexible working” (Respondent
Charity 105).

Such statements are oversimplifications of a situation as it is unlikely that all
employees are as up-to-date with policies and procedures as the respondents believe

and it cannot be assumed that staff will actively look up and/or ask for information.

Intrinsic behaviour could be a more accurate reflection of a small team in a single
location, where knowledge is shared as a matter of course and day-to-day practice.
However, the larger the organization with potentially a number of field offices, there
is a greater need for frequent and consistent communications to be conducted in order

to avoid field offices becoming splintered in culture, ethos and utilization of policies.
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A mixed picture of how and why communication to the employees has been
undertaken, but again a number of problematic areas are highlighted which further
support earlier arguments and discussions surrounding consistency of decision-
making, line-management intervention, together with communication, and training

(see Section 5.3).

It is only when exploring Questions 8 and 15 (see Appendix 6) which is where
finances are commented upon, in regard to flexible-working. With respect to
utilization of agency staff to supplement flexible-working 133 (69.9%) respondents
stated ‘no’ as compared to 18 (9.3%) respondents said ‘yes’ (see Question 8,

Appendix 9). The driver behind the negative response was cost:

“As a medium-sized charity with tightening budgets, we cannot afford agency
staff” (Respondent Charity 249).

Another charity specifically referring to flexible-working stated that:

“Agency staff are only employed to cover unavoidable staff absences ... use of
agency to offset flexible-working [is] not permitted” (Respondent Charity
349).

The findings from Question 15 (see Appendix 6) when discussing whether or not
employee workloads had increased confirmed that 118 (61.1%) respondents stated
that there was not an increase in workloads for other team members as a result of
colleagues taking flexible-working. 44 (22.8%) respondents stated there had been an
| crease in workloads. The respondents did not give a full answer only one or two word
answers: “perception” (Respondent Charity 115); “economic” and “cannot quantify”
(Respondent Charity 346). However, Question 4 (see Section 5.3) stated that TOIL
was being built up and yet could not be utilized i.e. extra hours being worked over and
above core hours to be used at a later date. It is difficult to gauge to what extent
flexible-working and/or other factors may be impacting on employees’ workloads

directly and/or indirectly.

Much has come to light already through reviewing the answers to Questions 6, 7, 8,

and 15, and in some respects has made Question 5 redundant. Question 5 does provide
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a slightly different point of view on some subject matters already discussed within
this section. However, a significant number of the responses were biased more to the
perceived or real administrative burden as compared to the core issues surrounding
consistent communication, decision-making and other HRM issues surrounding

delivery of training to managers.

The noteworthy answers cited by Question 5 respondents as being problematic when

introducing flexible-working were:

1) costs: “The additional costs to the service” (Respondent Charity 101);

ii) reduced efficiency: “Flexible hours reduced efficiency in a small
organisation such as ours when part time people may only see each other
for one or two days a week” (Respondent Charity 415);

iii) role and responsibility: “lack of ability for most jobs to be offered
Sflexibly” (Respondent Charity 27);

iv) service-users: “Issues arise when we cannot maintain our core hours,
extend our hours or offer services to meet client needs because individual
needs have been met over and above the business hours” (Respondent
Charity 188);

V) supervision and trust:

a. “Working at home means ‘play-time’ by others not offered the
opportunity”(Respondent Charity 223);

b. “Lack of communications, some staff [are] not recording hours nor
informing management” (Respondent Charity 189); and

c. “I was not in post when current arrangement made — monitoring
individual hours of work to ensure they comply with agreement, lack of
written agreement” (Respondent Charity 221);

d. “Skiving” (Respondent Charity 26).

This subsection has certainly provided more building blocks upon which to gain a
better degree of understanding surrounding the flexible-working concept operational
within medium-sized charities registered in England and Wales. However, a very
mixed picture is emerging and remains unclear from the answers given by the

respondents as to whether they are fact and acknowledged through personal
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experience or the perceptions of the respondent. However, as discussed in Section
4.2.1 (see Chapter 4), the fundamental basis for this research is the “perception of
reality” (Urquhart, 2013, p. 57) and therefore, the focus of this research is how the

world is constructed and how “knowledge is constructed”.

As line-managers are pivotal in a number of ways both directly and indirectly to the
successful outcome of granting a flexible-working request, this issue will be further

explored in Chapter 6 (see Appendix 10).

Furthermore, it remains unclear the extent to which formal HRM policies including
flexible-working or flexible-working policies élone are established and operational. A
number of conflicts arose surrounding the communication, described by the
researcher as the “Janus approach towards flexible-working”. There appears to be
one communication surrounding the external world which is in conflict with the
internal communication. Although, it was not a significant number that mentioned the
double communication threads, it does however, require further exploration when one
considers the attitudinal behaviour of managers and whether or not they freely
communicate flexible-working arrangements or just expect staff to know intrinsically.
This issue will be further explored in Chapter 6 (see Appendix 10) thereby allowing
the researcher the opportunity to attempting to determine whether or not
communication is consistent in approach or varies according to role and salary (see

also Section 5.2):
5.4.2 Economic Climate and Decreasing Funding Focus

This subsection examines Questions 10 and 11 (see Appendix 6) which looked to
explore the respondents’ understanding of the economic climate at the time of
completing the postal-questionnaire and moreover, as discussed in Section 3.3.2 (see
- Chapter 3), HRM within the charity sector is impacted upon by direct or indirectly by
funding. The responses to both Questions 10 and 11 have been presented in a cross-
tabulation format in an attempt to ascertain whether or not there are relationships
between the respondent data and the types of organization according to core charity
activity and size of responding organization (by income threshold). See Appendix 9 -

for further detailed tabulated data analysis of Questions 10 and 11.
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The following table, Tables 5.1 cross-tabulates the respondent data by type of core
charity activity and size of responding organization (by income threshold) for
Question 10: During the current economic climate, do you expect that the overall

funding to your charity will reduce?

Table 5.1: Question 10 Responses by Group 1, 2 and 3 Income Threshold by

Core Activity

Group 1 Group 2 Group 3
Core Charity Activity Yes No NR Yes No NR Yes No NR Total

Care Provision 20 3 3 20 1 5 15 2 3 72
Conservation 3 0 0 2 0 1 5 0 1 12
Research Advancement 2 1 0 3 0 0 0 0 0 6
Supporting Community 18 1 2 17 1 2 7 2 1 51
Services

Supporting Delivery of 16 2 2 14 2 4 10 1 1 52
Education

Total 59 7 7 56 4 12 37 5 6 193

Where:

Grouped by income thresholds:

Group 1= £500,000 - £1,000,000
Group 2 = £1,000,001 - £2,000,000
Group 3 = £2,000,001 - £5,000,000

NR = Non-Response
152 (78.8%) respondents answered Question 10 stated that they expected the overall
funding to reduce during the current economic climate as compared to 16 (8.3%)

respondents did not believe that the funding would reduce. The remaining 25 (12.9%)

respondents were recorded as non-responses.
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Looking in greater detail, it was found that across all core charity activities for each
income threshold category (Groups 1, 2 and 3), the predominant response was

affirmative.

It is difficult to extract further insight from those charitable organizations giving an
affirmative response, because financial data in particular the income streams, was not
requested and therefore, the rationale behind these responses remains unknown.
Moreover, where certain charities responded ‘no’ or merely made no attempt to
answer Question 10; the researcher can only surmise that ‘non-response’ answers
were an oversight on behalf of the respondent or perhaps the respondent was not sure
of the answer to this particular question. In addition, the ‘no’ responses may be due to
the fact that these charities do not perceive a decrease in their funding, because they
have secured specific grants or sufficient funding streams at the time of completing
the postal-questionnaire and therefore, this snap-shot in time is a true reflection of

financial understanding.

The aforementioned responses to Question 10 provide an insight as to the general
understanding that during the current economic climate the funding streams will
decrease. These findings together with those emerging from Question 11 will be
discussed further at the end of this section in support of the eighth semi-structured

interview question.

The data supporting Question 11 has been cross-tabulated by core charity activities
split by the three income thresholds per Likert response: Strongly Agree; Agree;
Neither Agree or Disagree; Disagree; Strongly Disagree; and Not Applicable. The
following tables 5.2a to 5.2g reflect the postal-questionnaire Questions 1la to 11g

(see Appendix 6).

Throughout all tables presented here, a number of short-hand and acronyms have been

utilized. These include:

SA = Strongly Agree
A = Agree
NAD = Neither Agree or Disagree
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D = Disagree
SD = Strongly Disagree
NA = Not Applicable

As before, Groups 1to 3 represent size defined by income thresholds.

The following table, Table 5.2a illustrates the responses collated from Questionlla:

With reducing funds to what extent do you agree with the following

relationships between managers and staffhave become more strained.

Table 5.2a: Cross-Tabulated Responses to Question 11a

Core Charity Activity

Care Provision

Group 1:
Group 2:
Group 3:

Conservation

Group 1:
Group 2:
Group 3:

Research Advancement

Group 1:
Group 2:
Group 3:

Supporting Community Services

Group 1:
Group 2:
Group 3:

Supporting Delivery of Education

Group 1:
Group 2:
Group 3:

Grand Total
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26
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20
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21
20
10

20
20
12

193

Although Table 5.2a (above) for completeness, presents the full data, the following

table, Summary Table 5.2a presents consolidated agreed (SA + A) responses and

consolidated disagreed (SD + D) responses by Group 1, 2 and 3, per core charity

activity. The following summary cross-tabulation table will be referred to during the

supporting discussions.
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Summary Table 5.2a

Group 1 Group 2 Group 3
Core Charity Activity A D A D A D Total
Care Provision 7 14 5 9 2 12 49
Conservation 0 2 0 2 0 1 5
Research 1 1 2 0 0 0 4
Advancement
Supporting 4 6 6 5 3 3 27
Community Services
Supporting Delivery 5 8 2 6 2 3 26
of Education
Total 17 31 15 22 7 19 111
NAD 17 17 14 48

Where: A = Agree D = Disagree NAD = Neither Agree or Disagree

Groups 1, 2 and 3 all tend to disagree with the statement posed. The strongest
disagreement is within the following Group 1 core charity activities Care Provision,
Conservation and Supporting Delivery of Education. Within Care Provision, Group 1
disagrees with the statement on a 2:1 basis whereas Group 3 disagrees with the
statement on a 6:1 basis. Interestingly, within Supporting Community Services, Group
2 marginally agreed with the statement as compared to Group 1 and Group 3 was

neutral both the number ofresponses to agreed and disagreed balanced.

On reviewing the overall picture of Likert responses with respect to those respondents
disagreeing with the statement: Group 1 (47.7%); Group 2 (40.7%) and Group 3
(47.5%) and in comparison, those respondents agreeing with the statement: Group 1
(26.1%); Group 2 (27.8%) and Group 3 (17.5%) - it demonstrated that Group 2,
although disagreed with the statement but to a lesser degree than Groups 1 and 3.
Whereas Groups 1 and 2 agreed with the statement with similar strength but Group 3
agreed with the statement to a lesser degree. The percentages presented here and
thereafter when discussing Tables 5.2b to 5.2g have been calculated where the

denominators include A+NAD-+D. The calculations do not include NA because the
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respondents were not making a statement whereas A, NAD and D were a view cast by

the respondent.

In light of the data presented here there was not a significantly clear distinction
between agreement and disagreement with the statement. Moreover, in light of prior
arguments and discussions surrounding a number of reservations surrounding
managers with respect to attitudinal behaviour, communication and decision-making
say (see Sections 5.3 and 5.4.1) it is difficult to determine whether or not there were

other factors impacting upon the respondents answers.

The following table, Table 5.2b illustrates the responses collated from Questionllb:
With reducing funds to what extent do you agree with the following ... The charity has

encouraged the uptake o fpart-time workpractices.

Table 5.2b: Cross-Tabulated Responses to Question lib

Core Charity Activity SA A NAD D SD NA Total
Count

Care Provision

Group 1: 3 6 7 3 2 5 26

Group 2: 2 5 4 6 1 8 26

Group 3: 0 5 5 7 0 3 20
Conservation

Group 1: 0 0 1 2 0 0 3

Group 2: 0 1 1 0 0 1 3

Group 3: 0 1 2 1 0 2 6
Research Advancement

Group 1: 1 0 0 2 0 0 3

Group 2: 0 0 1 1 0 1 3

Group 3: 0 0 0 0 0 0 0
Supporting Community Services

Group 1: 2 5 9 1 0 4 21

Group 2: 2 3 8 3 2 2 20

Group 3: 0 1 2 2 2 3 10
Supporting Delivery of Education

Group 1: 2 2 8 5 2 1 20

Group 2: 0 5 0 6 1 8 20

Group 3: 1 0 4 2 4 1 12
Grand Total 13 34 52 41 14 39 193
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The following table, Summary Table 5.2b and thereafter, presents consolidated agreed
(SA + A) responses and consolidated disagreed (SD + D) responses by Group 1, 2 and

3, per core charity activity.

Summary Table 5.2b

Group 1 Group 2 Group 3
Core Charity Activity A D A D A D Total
Care Provision 9 5 7 7 5 7 40
Conservation 0 2 1 0 1 1 5
Research 1 2 0 1 0 0 4
Advancement
Supporting 7 1 5 5 1 4 23
Community Services
Supporting Delivery 4 7 5 7 1 6 30
of Education
Total 21 17 18 20 8 18 102
NAD 25 14 13 52

The snapshot presented here is mixed response to the statement posed: Group 1 tends
to agree with the statement whereas Groups 2 and 3 tend to disagree with the
statement, Group 3 disagrees more strongly as compared to Group 2. The strongest
agreement is within the following Group 1 core charity activities Care Provision, and
Supporting Community Services and the strongest disagreement is within the
following Group 3 core charity activities Care Provision and Supporting Community
Services. Groups 1, 2 and 3 Supporting Delivery of Education most strongly disagrees

with the statement.

On reviewing the overall picture of Likert responses with respect to those respondents
disagreeing with the statement: Group 1 (26.9%); Group 2 (38.5%) and Group 3
(46.2%) and in comparison, those respondents agreeing with the statement: Group 1
(33.3%); Group 2 (34.6%) and Group 3 (20.5%) - it demonstrated that Group 2, is

evenly balanced in most cases.
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It would appear from the data presented here that Group 3 tend to disagree with the
statement that with reducing funds the charitable organization encourages the uptake
of part-time working practices. One could argue that part-time working is not offered
within the core charity activity because of the perceptions surrounding costs and
increased administration of facilitating a form of flexible-working within an already
stressed environment in every sense — financial and human resource. However, there
may be an argument that employers have no desire or need to encourage part-time
working especially when employees are already willing to work beyond their core
hours and thereby sacrifice their TOIL entitlement should they go beyond the agreed
capped levels. As discussed earlier, because employees are working for a ‘good
cause’, there is an expectation that they will continue in an unpaid capacity.
Moreover, not acknowledging this current practice potentially allows the employer to
turn a ‘blind eye’ and as the work is being undertaken, why rock the status quo (see
Section 3.3.3, Chapter 3). However, Group 1 charitable organizations are inclined to
agree with the statement and in particular those falling within the core charity activity
of Care Provision and Supporting Community Services. This may arise because
through the specific funding streams and working in partnerships with voluntary
sector organizations, there may be a different driver to achieving work deadlines and
therefore, there is a margin to uptake the services of part-time employees to deliver

the workloads on specific projects.
The following table, Table 5.2¢ illustrates the responses collated from Questionllc:

With reducing funds to what extent do you agree with the following ... The charity has

increased its usage of volunteers.
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Table 5.2¢: Cross-Tabulated Responses to Question lie

Core Charity Activity SA A NAD D SD NA Total
Count
Care Provision

Group 1: 6 5 6 3 2 4 26
Group 2: 3 6 2 5 3 7 26
Group 3: 2 5 5 4 1 3 20
Conservation
Group 1: 0 0 2 | 0 0 3
Group 2: 0 2 0 0 0 1 3
Group 3: 0 2 2 0 0 2 6
Research Advancement
Group 1: 1 0 1 1 0 0 3
Group 2: 1 0 0 2 0 0 3
Group 3: 0 0 0 0 0 0 0
Supporting Community Services
Group 1: 3 7 3 3 1 4 21
Group 2: 1 7 3 4 2 3 20
Group 3: 0 2 4 0 2 2 10
Supporting Delivery of Education
Group 1: 0 9 8 2 0 1 20
Group 2: 1 4 3 3 1 8 20
Group 3: 2 1 2 2. 2 3 12
Grand Total 20 50 41 30 14 38 193
Summary Table 5.2¢
Group 1 Group 2 Group 3
Core Charity Activity A D A D A D Total
Care Provision 1 5 9 8 7 5 45
Conservation 0 1 2 0 2 0 5
Research 1 1 1 2 0 0 5
Advancement
Supporting 10 4 8 6 2 2 32
Community Services
Supporting Delivery 9 2 5 4 3 4 27
of Education
Total 31 13 25 20 14 11 114
NAD 20 8 13 41
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Groups 1, 2 and 3 all tend to agree with the statement posed. The strongest agreement
is within the following Group 1 core charity activities Care Provision, Supporting
Community Services and Supporting Delivery of Education. On moving across Group

1 to Group 3, the strength of agreement versus disagreement minimizes.

On reviewing the overall picture of Likert responses with respect to those respondents
disagreeing with the statement: Group 1 (20.3%); Group 2 (37.7%) and Group 3
(28.9%) and in comparison, those respondents agreeing with the statement: Group 1
(48.4%); Group 2 (47.2%) and Group 3 (36.8%) — it demonstrated that Group 1 had

the greater spectrum of strength of responses.

The data for Conservation supports the statement and with reducing income streams,
these charities have increased the usage of volunteers. The responses came from those
charitable organizations falling within Groups 2 and 3 income thresholds. Often
conservation work is physically labour intensive and therefore unpaid and often

skilled volunteers would be welcome.

With Care, Supporting Community Services and Supporting Delivery of Education,
there was a stronger bias towards agreement with the statement with respondents from
Groups 1 and 2 income thresholds. A number of responding charities were involved in
outdoor activities and programmes, for example events for disabled children and
young adults, regeneration and restoration works, say, where additional physical
resource would be welcomed. In addition, there could be an argument that volunteers
are an unpaid resource and are often skilled could be utilized in tandem with paid
staff. This would further support the argument of not needing to promote flexible-
working and potentially incur additional administrative costs and‘ increased time to
manage employees (see Section 5.4.1). Volunteers will be discussed further in Section

5.6 with respect to their role within the charitable organization.
The following table, Table 5.2d illustrates the responses collated from Question11d:

With reducing funds to what extent do you agree with the following ... Flexible-

working has becomes a means of retaining staff.
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Table 5.2d: Cross-Tabulated Responses to Question lid

Core Charity Activity SA A NAD D SD NA Total
Count
Care Provision
Group 1: 0 4 6 7 2 7 26
Group 2: 3 8 5 3 1 6 26
Group 3: 3 4 5 4 1 3 20
Conservation
Group 1: 0 0 2 1 0 0 3
Group 2: 0 1 0 0 1 1 3
Group 3: 0 3 1 0 0 2 6
Research Advancement
Group 1: 1 1 0 1 0 0 3
Group 2: 1 0 1 0 0 1 3
Group 3: 0 0 0 0 0 0 0
Supporting Community Services
Group 1: 3 5 4 4 0 5 21
Group 2: 0 6 7 4 0 3 20
Group 3: 0 4 2 0 1 3 10
Supporting Delivery of Education
Group 1: 2 5 8 1 2 2 20
Group 2: 0 4 3 6 0 7 20
Group 3: 0 2 5 3 1 1 12
Grand Total 13 47 49 34 9 41 193
Summary Table 5.2d
Group 1 Group 2 Group 3
Core Charity Activity A D A D A D Total
Care Provision 4 9 11 4 7 5 40
Conservation 0 1 1 1 3 0 6
Research 2 1 1 0 0 0 4
Advancement
Supporting 8 4 6 4 4 1 27
Community Services
Supporting Delivery 7 3 4 6 2 4 26
of Education
Total 21 18 23 15 16 10 103
NAD 20 16 13 49
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Groups 1, 2 and 3 all tend to agree with the statement posed. The strongest agreement
is within the following Group 2 core charity activity Care Provision. However, Group
1 Care Provision strongly disagrees with the statement whilst Groups 2 and 3 tends to
agree. Group 1 Supporting Delivery of Education agrees with the statement whereas
Groups 2 and 3 tends to disagree. Groups 1, 2 and 3 Supporting Community Services
agreed.

On reviewing the overall picture of Likert responses with respect to those respondents
disagreeing with the statement: Group 1 (30.5%); Group 2 (27.8%) and Group 3
(25.6%) and in comparison, those respondents agreeing with the statement: Group 1
(35.6%); Group 2 (42.6%) and Group 3 (41.0%) — it demonstrated that there Group 2
had the overall strongest agreement but dependent on core charity activity and income

threshold, the picture was mixed.

Those charitable organizations in agreement with the statement support prior
discussions surrounding staff being offered flexible-working arrangements (see
Sections 5.2 and 5.3) in order to retain the same number of staff; thereby avoiding
redundancies and acting as a benefit to compete against higher salaries offered in
other sectors (see Respondent Charity 361, Section 5.3). However, the same
Respondent Charity stated that they did not actively encourage the uptake of flexible-
working arrangements (see Section 5.2). There appears to be mixed messages being
highlighted as respondents answer different questions from a slightly different

perspective regarding flexible-working.
The following table, Table 5.2¢ illustrates the responses collated from Question11e:

With reducing funds to what extent do you agree with the following ... Flexible-

working has becomes a means of retaining staff.
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Table 5.2e: Cross-Tabulated Responses to Question lie

Core Charity Activity SA
Care Provision
Group 1: 1
Group 2: 3
Group 3: 2
Conservation
Group 1: 0
Group 2: 0
Group 3: 0
Research Advancement
Group 1: 1
Group 2: 0
Group 3: 0
Supporting Community Services
Group 1: 1
Group 2: 2
Group 3: 0
Supporting Delivery of Education
Group 1: 0
Group 2: 0
Group 3: 0
Grand Total 10
Summary Table 5.2¢
Group 1
Core Charity Activity7 A D
Care Provision 5 10
Conservation 1 1
Research 2 1
Advancement
Supporting 5 3
Community Services
Supporting Delivery 7 2
of Education
Total 20 17
NAD 22

A NAD
4 3
5 7
5 4
1 1
0 0
1 3
1 0
1 1
0 0
4 9
10 3
3 2
7 9
3 5
4 3
49 50
Group 2
A D
8 5
0 2
1 0
12 3
3 5
24 15

16

32

15 9

12

SD

N

S -

(=T © Ny}

NA Total
Count

8 26
6 26
4 20
0 3
1 3
2 6
0 3
1 3
0 0
4 21
2 20
4 10
2 20
7 20
2 12

43 193

Total

40
5
4

27

24

100

50
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Groups 1, 2 and 3 all tend to agree with the statement posed. The strongest agreement
is within the following Group 2 core charity activities Care Provision and Supporting
Community Services. However, Group 1 Care Provision strongly disagrees with the
statement whilst Groups 2 and 3 tends to agree. Group 1 Supporting Delivery of
Education agrees with the statement whereas Groups 2 tends to disagree whilst Group
3 marginally agrees. Groups 1, 2 and 3 Supporting Community Services agreed with

Group 2 demonstrating the strongest agreement.

On reviewing the overall picture of Likert responses with respect to those respondents
disagreeing with the statement: Group 1 (28.8%); Group 2 (27.3%) and Group 3
(25.0%) and in comparison, those respondents agreeing with the statement: Group 1
(33.9%); Group 2 (43.6%) and Group 3 (41.7%) — it demonstrated that Groups 1 and
2 agree overall, but there are mixed perceptions dependent on the core charity

activity.

The drive for agreement with the statement came from those charitable organizations
falling within the Group 2 income threshold. Supporting Delivery of Education was in
overall agreement with the statement but had a minimal lead as compared to .those
respondents in disagreement. Here, the drive for agreement came from those
charitable organizations falling in the Group 1 income threshold. Although, broadly
these findings are supported by the arguments and discussions presented in Sections
5.2 and 5.3, it still remains unclear just how committed medium-sized charitable
organizations are to flexible-working and whether or not it is used as a mere

recruitment tool as compared to striving to ensure implementation organization wide.
The following table, Table 5.2f illustrates the responses collated from Question11f:

With reducing funds to what extent do you agree with the following ... Flexible-

working is a cost-saving exercise.
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Table 5.2f: Cross-Tabulated Responses to Question I1f

Core Charity Activity SA
Care Provision
Group 1: 1
Group 2: 0
Group 3: 1
Conservation
Group 1: 0
Group 2: 0
Group 3: 0
Research Advancement
Group 1: 0
Group 2: 0
Group 3: 0
Supporting Community Services
Group 1: 0
Group 2: 1
Group 3: 0
Supporting Delivery of Education
Group 1: 1
Group 2: 0
Group 3: 0
Grand Total 4
Summary Table 5.2f
Group 1
Core Charity Activity A D
Care Provision 4 1
Conservation 0 3
Research 0 3
Advancement
Supporting 3 9
Community Services
Supporting Delivery 4 5
of Education
Total 11 31
NAD 17

A NAD
3 5
3 5
3 6
0 0
1 0
2 1
0 0
1 0
0 0
3 4
2 3
0 3
3 8
0 5
3 3
24 43
Group 2
D
1
1
1
12
8
33

13

D SD
9 2
8 3
5 1
0 3
0 1
1 0
2 1
1 0
0 0
5 4
9 3
1 3
2 3
7 1
2 3
52 28
Group 3
D
6
1
0
4
5
16
13

NA Total
Count

6 26
7 26
4 20
0 3
1 3
2 6
0 3
1 3
0 0
5 21
2 20
3 10
3 20
7 20
1 12

42 193

Total

39
8
5

31

25

108

43
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Groups 1, 2 and 3 all tend to disagree with the statement posed. The strongest
disagreement is within Group 2. However, Groups 1, 2 and 3 noticeably within the
core charity activities of Care Provision (Groups 1 and 2), Supporting Community
Services (Groups 1, 2, and 3), and Supporting Delivery of Education (Group 2)
strongly disagreed with the statement. Interestingly, the responses for Conservation
and Research Advancement were mixed: Group 1 — disagreed; Group 2 — neutral; and
Group 3 (Conservation) — marginally agreed and there were no Research

Advancement charitable organizations falling into this income threshold.

On reviewing the overall picture of Likert responses with respect to those respondents
disagreeing with the statement: Group 1 (52.5%); Group 2 (61.1%) and Group 3
(42.1%) and in comparison, those respondents agreeing with the statement: Group 1
(18.6%); Group 2 (14.8%) and Group 3 (23.7%) — it demonstrated that Groups 1, 2
and 3 disagree overall, but there are mixed perceptions dependent on the core charity

activity.

There are a handful of respondents across all income thresholds that are in agreement
with the statement. The driver for a strong weighting towards disagreement could be
with respect to the real and/or perceived beliefs surrounding the increased
administrative costs incurred through increased management time involved to ensure
employees are working and not “skiving” (see Respondent Charity 26, Section 5.4.1)

and increased time spent undertaking appraisals and supervision:

“Home working requires risk assessments to be carried out. A high number of
part-time employees can mean that higher management time is required to
carry out supervisions/appraisals ” (Respondent Charity 361).

Without any benchmarking exercises in place, respondents can only state what they
perceive as an impact upon their time or that of others involved during the flexible-
working implementation programme (see Section 5.5). It could be argued that initial
implementations may take longer if not staged or perhaps the buy-in from
management and staff, and that depends on the culture and ethos of the organization.
To measure the cost and/or savings confidently, there needs to be a standard
benchmarking exercise that is respected and adhered to, whether it is the time taken to

deliver a service pre and post the flexible-working implementation or the number of
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complaints by service-users pre and post the flexible-working implementation. Until,
flexible-working practices are a 'measurable’ unit then the prevailing lack of

operational and strategic understanding will hinder future successful implementations.
The following table, Table 5.2g illustrates the responses collated from Questionllg:
With reducingfunds to what extent do you agree with the following ... The number of

employee tribunal cases has increased.

Table 5.2g: Cross-Tabulated Responses to Question 11g

Core Charity Activity SA A NAD D SD NA Total
Count

Care Provision

Group 1: 1 1 2 3 7 12 26

Group 2: 0 1 3 3 6 13 26

Group 3: 0 2 2 2 5 9 20
Conservation

Group 1: 0 0 0 0 1 2 3

Group 2: 0 0 0 0 2 1 3

Group 3: 0 0 0 2 0 4 6
Research Advancement

Group 1: 0 0 1 1 1 0 3

Group 2: 0 0 0 0 1 2 3

Group 3: 0 0 0 0 0 0 0
Supporting Community Services

Group 1: 0 0 2 4 4 11 21

Group 2: 1 1 3 3 6 6 20

Group 3: 0 0 2 2 3 3 10
Supporting Delivery of Education

Group 1: 0 0 1 1 5 13 20

Group 2: 0 0 0 7 0 13 20

Group 3: 0 0 1 1 5 5 12
Grand Total 2 5 17 29 46 94 193
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Summary Table 5.2g

Group 1 Group 2 Group 3
Core Charity Activity A D A D A D Total
Care Provision 2 10 1 9 2 7 31
Conservation 0 1 0 2 0 7 5
Research 0 2 0 1 0 0 3
Advancement
Supporting 0 8 2 9 0 5 24
Community Services
Supporting Delivery 0 6 0 7 0 6 19
of Education
Total 2 27 3 28 2 20 82
NAD 6 6 5 17

Groups 1, 2 and 3 almost all in total disagreement with the statement posed. The only
mixed responses presented here were Care Provision (Groups 1, 2 and 3) and

Supporting Community Services (Group 2).

On reviewing the overall picture of Likert responses with respect to those respondents
disagreeing with the statement: Group 1 (77.1%); Group 2 (75.7%) and Group 3
(74.1%) and in comparison, those respondents agreeing with the statement: Group 1
(5.7%); Group 2 (8.1%) and Group 3 (7.4%) - it demonstrated that Groups 1, 2 and 3
disagree overall, but there are mixed perceptions dependent on the core charity

activity and funding streams.

Sections 5.4.1 and 5.4.2 provides some more detail with respect to how funding
potentially impacts upon flexible-working operational within medium-sized charities.
However, having attempted to explore whether or not the responses to Questions 10
and 11 were related to core charity activities and charity size (income threshold) there
still remains a gap between establishing a dependency between funding, charitable
deliverables (including service-users) and the degree to which they influence and

shape the flexible-working policies (see Section 3.3.2, Chapter 3).
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Funding is pivotal to the survival of all organizations, however the role within which
funding plays within medium-sized charities with respect to flexible-working remains

unclear and so, this issue will be further explored in Chapter 6 (see Appendix 10).
55 COMMITMENT TO STAFF AND THEIR CHARITY VALUES

This section examines primarily the extent to which the Board of Trustees are
involved in the day-to-day control and administration of a charity; but also, how
involved are they in supporting the employees’ flexible-working arrangements and
thus, nurturing employees’ commitment and support for the charitable values through

reciprocal assistance and support.

Of those respondents answering Question 18 (see Appendix 6), 95 (49.2%) stated that
‘yes’ the Board of Trustees were actively involved as compared to 72 (37.3%)

respondents answered ‘no’.
Those respondents that answered ‘yes’ described the trustees’ involvement as:

“They meet as regularly as possible and have been meeting twice as
much than is constituted to ensure all aspects of the organization are
running smoothly and supported by updating policies and procedures and
responding to the needs of the organization” (Respondent Charity 416).

However, majority of responses viewed the day-to-day running of the organization sat

firmly with the CEO and their senior management team:

“Trustees keep a good overview of the work of the Trust but delegate day to
day running to the Chief Executive and his Management Team” (Respondent
Charity 14).

Furthermore, it could be argued that because the running of the organization is seen to
rest with the CEO, that the Board of Trustees are perceived as not actively involved

on a day-to-day basis:

“Not very active — seen as responsibility of CEO. Board focuses on
governance not day-