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The CIPD Applied Research Conference (ARC) is an annual meeting place for academic
researchers and practitioners working in people management, employment policy and
related fields. It holds a unique place in bringing together these two communities to hear
about cutting-edge research in HR and discuss how it can be applied in practice. ARC is an
interdisciplinary conference that covers a wide range of aspects of people management,
employment, learning and development, and organisational development. In all research
papers presented, we set out to discuss the practical application of insights to organisational
life and labour markets. These conference proceedings contain the accepted submissions
for the ARC 2023 research papers. The papers are grouped into 10 thematic streams and
are presented in the order in which they appear in the programme. ARC 2023 will take place
on 25-26 January 2023 at the Alliance Manchester Business School, University of
Manchester. For more information on ARC, visit cipd.co.uk/arc
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1B: Job quality and workload

Sarah Pass, Nottingham Business School, NTU
Nadia Kougiannou, Nottingham Trent University
Maranda Ridgway, Nottingham Trent University
Yu-Ling Smith, Nottingham Trent University
Overview

The pandemic had an unprecedented impact on working lives; experiences were complex
and varied. Following a human-centred approach and responding to the call for qualitative
research, this paper discusses findings from interviews conducted at NHS England and NHS
Improvement (NHSEI) during the pandemic and UK’s vaccination programme. The findings
emphasise the importance of meaningful work, highlighting its ability to break down internal
barriers to collaboration and cultivating a cultural shift in power dynamics. Importantly, the
research calls attention to the issue of ‘too much’ meaningful work. The study provides
guidance for managing future crises and enables insight into addressing organisational
tensions.

Research focus, rationale and questions

The pandemic emphasised organisational purpose with workers considering their options;
workers started questioning the meaning of their work and their employing organisations.
There was an emphasis on the ‘subjective experience of the existential significance or
purpose of life’ (Lips-Wiersma and Morris, 2009: 492). Consequently, there has been a
renewed focus on meaningful work and organisational purpose. Meaningful work is
described by Bailey et al (2017) as having four main sources:

o the context of the work tasks themselves

o the roles that people perform

e interactions either within the organisation or with other stakeholders that foster a
sense of belonging, and

o the identification with organisational values and mission.

COVID-19 placed unprecedented pressure on health services across the globe. In the UK,
the NHS was under acute pressure from rising numbers of COVID-19 patients. This abstract
reports on initial findings from case study research examining the impact of the pandemic on
NHSEI. The project aimed to respond to the need to ‘grasp the learning’ (Bailey and West,
2020) before it is lost under the pressure of crisis management and responds to calls for
research to explore the ‘lived experiences of the pandemic’ (Collings et al, 2021: 10).

Research methods

Responding to the call for in-depth qualitative research to explore the impact of the
pandemic (Collings et al, 2021; Cooke et al, 2022), the project utilised a case study
approach with NHSEI. Employing a pragmatic approach, semi-structured interviews were
conducted with staff across the organisation. Participants included senior leaders
responsible for changes to workforce policies and practices in response to COVID-19, union
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representatives, staff redeployed in response to the pandemic, and special interest
networks. A total of 16 in-depth interviews were conducted alongside analysis of secondary
data and observations. The project was undertaken in collaboration with the Involvement
and Participation Association (IPA).

Research findings or argument

NHSEI supports patient care delivery by providing national direction on service
improvement, governance, practice standards, and quality data. Historically, participants felt
distanced from the NHS front line and patient care, consequently struggling to see how their
work contributed. However, during the pandemic, there was a focus on task importance,
especially data quality about COVID-19 infections, deaths and vaccination rates. The
pandemic triggered NHSEI launching the biggest vaccination programme in NHS history
(DHSC, 2021). The programme had political and social impact; delivery resulted in
participants feeling their roles were seen externally as important, and consequently more
meaningful (see Bailey et al, 2017).

Participants reported feeling disconnected from organisational values and, due to internal
politics, disempowerment. However, during the initial national lockdown (and subsequent
waves), these feelings were replaced with a reconnection to organisation’s values. The focus
was on keeping patients alive and staff safe. Participants discussed collaborating to ‘get the
job done’ requiring a cultural and mindset change. This change was significant for NHSEI,
typically characterised as bureaucratic and rigid, as previous changes had met strong
resistance. Organisational trust was low; however, the focus on meaningful work eroded
these barriers and fostered supportive relationships.

During acute times of pressure and increased levels of infection, the sense of meaningful
work and organisational purpose enabled dramatic and uncharacteristic ways of working.
However, meaningful work is considered ‘episodic’ (Bailey et al, 2017), yet the pandemic
extended these periods. Consequently, participants were exhausted and feared the
organisation would return to old ways of working.

Practical importance and implications of research

Meaningful work enables the breaking down of internal barriers to improve collaboration;
however, to do so requires direction. A key driver in propelling cultural and mindset changes
in the organisation was HR senior leaders. HR holds a vital role by working across
departments, developing key relationships and retaining knowledge on all elements of the
organisation and its people, and, consequently, holding the information to develop multi-
disciplinary teams and the ability to bring people together.

Too much meaningful work can have adverse consequences. By exploring ‘lived
experiences’ of the pandemic, findings highlighted a different angle on the contextual nature
of working from home (Cooke et al, 2022). A sense of guilt among those able to work from
home was evident, especially while colleagues were at risk working in hospitals and
vaccination centres. Participants felt they therefore could not ‘complain about the long hours’
as others had it worse. This guilt increased the emotional pressure and negatively impacted
their wellbeing.

There was a growing fear that the organisation would return to old ways of working when ‘we
returned to normal’. The feeling that bureaucracy, mistrust, and presenteeism would return
fuelled disengagement. Consequently, it is important to ‘grasp the learning’ (Bailey and
West, 2020) before it is lost under the pressure of crisis management.
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To explore how managing meaningfulness can lead to successful outcomes for individuals
and organisations requires qualitative research that focuses on the lived experience of
employees at all levels within the organisation and requires a human-centred focus.
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Francis Green, UCL Institute of Education
Ying Zhou, University of Surrey

Sangwoo Lee, University College London
Overview

A large body of research has established the detrimental effects of unemployment on
wellbeing, but we know little about how wellbeing is affected by the quality of one’s job.
Surveying our understanding of the importance of work quality as late as 2007, one study
concluded that ‘[t]here is insufficient evidence to draw clear conclusions about the impact of
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type of work on well-being’ (Dolan et al, 2008). In this study we draw on large-scale labour
market surveys from Britain, Germany, the US, Australia and the EU to investigate the extent
to which job quality affects life satisfaction and mental health.

Research focus, rationale and questions

Previous research has produced inconsistent estimates of the impact of job quality on
subjective wellbeing. For example, research based on large-scale UK and European
datasets shows that the proportion of variance in life satisfaction explained by job quality
variables ranges from 14% (Wallace et al, 2007), 18% (Drobni¢ et al, 2010) to 27% (Clark et
al, 2018). A potential reason for this inconsistency lies with varying coverage of job quality
indicators in different datasets. Studies rarely use full sets of job quality indicators and
estimates are often hidden by the selected control variables. Moreover, comparisons of job
quality with other conventional determinants of wellbeing, such as family and health, are
rare, and there is little research on the potential diminishing marginal returns to job quality,
which is important because the presence of such effects would support the need for policies
focused on low-quality jobs.

This paper will address these gaps in the literature. Specifically, our research questions are:

o To what extent is the overall variation among individuals in their wellbeing associated
with variation in job quality?

o Does the effect of job quality on wellbeing hold in longitudinal analysis that controls
for fixed individual effects?

e How do the marginal effects of shifts in job quality on wellbeing compare with the
marginal effects of changes in other domains of life?

o Is the effect of good and bad job quality asymmetric (that is, are there diminishing
marginal effects?) within each domain and overall?

Research methods

This study draws on the UK Skills and Employment Survey (SES), the UK Household
Longitudinal Study (UKHLS), the US RAND Measures of Quality of Life Survey, the German
Socio-Economic Panel (GSEOP), the Household, Income and Labour Dynamics in Australia
Survey (HILDA), and the European Working Conditions Survey (EWCS) . SES, RAND and
EWCS provide large-scale cross-sectional data on job quality and employee wellbeing.
UKHLS, GSEOP and HILDA provide longitudinal data which tracked individuals’ working
lives for decades. We will use cross-sectional data to explore the general impact of job
quality on life satisfaction and mental health by comparing R? from multivariate linear
regression models, and then cross-validate these results against longitudinal analysis that
controls for individual fixed effects. We will compare the marginal effects of job quality with
those of other life domains such as family and health. In all the above, we allow where
appropriate for possible non-linear effects through quadratic specifications.

Research findings or argument

Our initial analysis of the EWCS (which covers all EU member states) shows that 15% of
variance in mental health in Europe can be accounted for by multiple job quality indices. The
percentage is slightly lower (13%) when we substituted separate job quality indices by a
composite job quality index. Adding demographic controls increased the percentage to 17%.
Comparing standardised regression coefficients across a range of determinants of mental
health, we found that job quality had a greater impact on mental health than age, level of
education, industry, occupation, country of residence, whether one lives in a town or the
countryside, or if one has low family income. In addition, our analysis of the HILDA survey
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shows that job quality accounts for 13% of variance in life satisfaction for male workers and
12% for female workers in Australia. The magnitude of the impact of job quality on life
satisfaction is comparable with that of employment status (that is, employed/unemployed).
The analysis of the other country datasets is in progress. Our initial results point to relatively
large associations between job quality and wellbeing outcomes, as we had anticipated. The
impact of job quality on life satisfaction and mental health is ubiquitous across countries with
different historical, cultural and institutional environments.

Practical importance and implications of research

While a large body of research has established the detrimental effects of unemployment for
life satisfaction and mental health, there is a dearth of evidence on how wellbeing is affected
by the quality of work. Some studies found that certain elements of job quality (for example,
job security) have comparable effects on wellbeing as job loss (Green, 2011). However,
judging by the disposition of scholarly research effort, wellbeing analysts have not in general
considered work quality to be at or near the top of the list of determinants of wellbeing.

The lack of evidence on the relative importance of work quality for wellbeing is problematic
because it has a direct impact on the amount of resources devoted to measuring job quality
in the main workhorse social surveys serving the needs of national statistics offices and
social science scholars. For instance, in response to the Taylor Review, the UK government
tasked the Carnegie Trust/RSA to measure quality of work through agreed metrics. Of the 32
new questions suggested by the group, only two were added to the Labour Force Survey
(Irvine et al, 2018; Taylor, 2017). This provides an inadequate response to the scale of the
challenge and makes it difficult to paint a picture of the quality of working life in Britain today.
This study highlights the need for a reconsideration of general social science surveys’
neglect of job quality. Collecting robust and timely data on job quality is essential for effective
policies aimed at improving societal wellbeing.
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loulia Bessa, University of Leeds

Daiga Kamerade, University of Salford
Melanie Green, formerly CIPD

Jonny Gifford, CIPD

Senhu Wang, National University of Singapore
Brendan Burcell, University of Cambridge

Jill Rubery, University of Manchester
Overview

COVID-19 had a detrimental effect on individuals’ health not only physically, but also
emotionally and mentally. Burnout is a psychological syndrome with three dimensions:
exhaustion, cynicism and ineffectiveness. Building on this definition and drawing on CIPD
data before, during and after COVID, we examine which groups were mostly affected by
burnout. Results indicate that — contrary to expectations — individuals in single households
have been hit harder, whereas parents and those with dependent members indicated lower
levels of burnout. We also find that burnout entails more emotional aspects of exhaustion
rather than physical ones, contrary to previous definitions.

Research focus, rationale and questions

Burnout is a psychological syndrome emerging as a prolonged response to chronic
interpersonal stressors on the job, including three dimensions: exhaustion, feelings of
cynicism/detachment from the job, and a sense of ineffectiveness (lack of accomplishment).
Building on this definition of burnout and drawing on CIPD data before, during and after the
pandemic, we examine which groups were mostly affected by burnout and we aim to identify
the reasons behind this.

Different strands of research, as well as public discourse and especially the media have
been emphasising that a large percentage of the population went through at least one period
of high burnout levels during and/or after the pandemic. With this in mind, organisations
prioritised support to employees with caring responsibilities. Although initial reports and
media articles highlighted that it was mainly women with childcare responsibilities and in
general households with dependent members, with heavy childcare and eldercare
responsibilities that were affected chiefly by low wellbeing and high burnout levels during the
pandemic, the study sheds light on different aspects and angles. Using the CIPD COVID
data at an initial stage, and CIPD data pre- and post-COVID, evidence here shows that it is
in fact participants without responsibilities outside work who were affected. Looking deeper
into these results, issues of loneliness and isolation emerge. The study calls for a
reconceptualisation of burnout and what it entails, illustrating that the pandemic came to
surface the argument that burnout is not only a reaction to work, but blurs with life.

Research methods
At an initial stage we used the CIPD COVID-19 data collected between April and September

2020, where the different waves were connected. More than 1,000 participants were
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included in the sample from each wave, with the July sample having more than 2,000
individuals. So far, in total the sample includes 7,444 individuals.

We are now focusing and replicating the analysis drawing on CIPD data prior to COVID
(January—April 2020) and post-COVID, that is, September 2020 onward. This is important for
two reasons. First, as evidence so far suggests, burnout experiences have been different
prior to the pandemic and over the different lock-downs. We are therefore aiming at
examining and identifying such potential differences and exploring whether burnout has
changed over time. Second, and emerging from the first point, we want to examine potential
differences with regard to conceptualisation of burnout before and after the pandemic and
compare those groups mostly affected.

We use factor analysis to create the different dimensions of burnout, that is, exhaustion,
cynicism and inefficacy, consistent with the literature and using the CIPD COVID-19 data.
We then conduct logistic regression for each one of the dimensions of burnout as dependent
variables and a number of independent variables, including work attributes variables, work—
life balance (WLB) related factors, life and health variables, COVID-19-related aspects and
control variables.

Research findings or argument
Some outstanding results are reported here, whereas others are more expected.

Intriguingly, for a number of participants, even if there were more responsibilities related to
caring or to commitments outside work, burnout was still lower. This was further confirmed
by the fact that changes in caring responsibilities did not necessarily imply higher burnout; by
contrast, individuals who did experience changes in their childcare responsibilities exhibited
lower burnout, reporting a negative relationship with all three dimensions of burnout. In
general, participants with many responsibilities outside work reported lower burnout, which
implies that participants with dependants were less affected by burnout, whereas individuals
in single households reported higher burnout. Looking at COVID-19 factors, in the cases
where individuals were self-isolating with symptoms or a diagnosis of COVID-19 for
themselves, a positive association with all burnout dimensions was demonstrated. Once
again, here the issue of being in a single household is raised, calling for further scrutiny on
what triggers burnout, as an association between loneliness and higher burnout is implied.

Too little workload is positively and significantly associated to cynicism, whereas — and
equally intriguingly — results indicated that owners/partners, board-level managers and other
managers — thus participants in higher managerial levels — are associated to lower burnout.
Also, those who find it easy to work — despite non-work life-related commitments — had lower
burnout. Control variables are also examined and will be reported in the presentation.

Practical importance and implications of research

The paper includes a number of practical implications that are of interest both to practitioners
and academics:

First, the paper reopens the debate around the way we think about and conceptualise
burnout. With most people — including managers — seeking physical symptoms, rather than
emotional or mental ones, burnout tended to be ignored or neglected.

Another issue neglected was also the relation of burnout to WLB or at least it was looked at
from a different angle prior to the pandemic. Employees and employers were associating
burnout to employees with caring responsibilities and dependent members. The study calls
for a reconsideration of the way burnout is conceptualised.

9
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Most importantly, both academia, but predominantly managers, need to rethink who is
affected by burnout. The pandemic surfaced issues that have to do with balance within
organisations that have been neglected in the past. Managers and scholars need to think
about employees in single households without dependants, who may have been overly
burdened with work before and during the pandemic, being asked to cover for colleagues
with dependants. This implies issues of organisational fairness and the right to equal work,
as well as how organisations heavily depend on certain employees more, with the excuse of
lack of childcare responsibilities.

We need to rethink who has the right to WLB and with what criteria.

Argyro Avgoustaki, ESCP Business School
Hans Frankort, Bayes Business School
Overview

Introducing self-determination theory to the domain of work intensity, we predict that
intensive work driven by explicit or implicit incentives is more positively associated with job
satisfaction, and more negatively with quit intentions, than intensive work driven by job
demands. We also predict that intensive work driven by intrinsic motives is more positively
associated with job satisfaction, and more negatively with quit intentions, than that driven by
explicit or implicit incentives. Data from a grocery chain provides corroborative evidence.
The findings contribute to a more complete understanding of why differences in wellbeing
exist among employees performing intensive work.

Research focus, rationale and questions

There is continuing interest in understanding how the nature of work effort relates to work-
related wellbeing. To date, much research has focused on work duration as a key dimension
of work effort (Pfeffer, 2018), suggesting that wellbeing is lower on average where long
hours and overtime are prevalent (Sparks et al, 1997). Yet work effort also encompasses
work intensity — the amount of effort per unit of working time (Green, 2001).

The purpose of this paper is to examine the motives that drive employees to work
intensively, and how these predict job satisfaction and quit intentions. We introduce to the
domain of work intensity the theory of self-determination, which distinguishes between an
individual’s extrinsic motivation, a type of motivation that can vary in the degree to which it is
controlled, versus autonomous, and intrinsic motivation (Gagné and Deci, 2005; Ryan and
Deci, 2000, 2017). We propose that employees may work intensively driven by external job
demands (a controlled form of extrinsic motivation), explicit or implicit incentives (a more
autonomous form of extrinsic motivation), and by intrinsic motives. Based on these
distinctions, we predict that intensive work driven by explicit or implicit incentives is more
positively associated with an employee’s job satisfaction, and more negatively with quit
intentions, than intensive work driven by job demands. We also predict that intensive work
driven by intrinsic motives is more positively associated with job satisfaction, and more
negatively with quit intentions, than that driven by explicit or implicit incentives.
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Research methods

Our data comes from a cross-section of employees at a major grocery chain in Greece — a
setting in which work intensity is high. Following precedent (for example, Avgoustaki and
Frankort, 2019; Green and Mclintosh, 2001), work intensity here is the average of the
frequency of having to work at high speeds and the frequency of having to work to tight
deadlines. The firm serves an entire Greek region and has around 1,200 employees. We
were given access to survey all 655 individuals working across 15 of the chain’s branches in
and around the capital of the region, and in the chain’s headquarters located in the capital.
The survey was completed in 2019.

Research findings or argument

Drawing from self-determination theory, we distinguished three motives for working
intensively, and predicted, first, that intensive work driven by explicit or implicit incentives is
more positively associated with job satisfaction, and more negatively with quit intentions,
than intensive work driven by job demands. Second, we predicted that intensive work driven
by intrinsic motives is more positively associated with job satisfaction, and more negatively
with quit intentions, than that driven by explicit or implicit incentives. Our results reveal that
employee motives for working intensively predict employee job satisfaction and quit
intentions according to a pattern consistent with our hypotheses.

Our findings foreshadow some possible implications for workers and employers. When
considering a high-intensity job, workers could benefit from developing some notion of their
anticipated motives for intensive work. From the standpoint of subjective wellbeing, jobs in
which an employee believes they would be intrinsically motivated to work hard seem
preferable to jobs in which the employee feels they could only be motivated to do so by
incentives or job demands. Also, while the issue of work intensity per se should be on the
agenda of employers, the negative implications of controlled extrinsic motivation relative to
other types of motivation mean that employers should be mindful of the motivational states
of their employees, and the motivational aspects of work more broadly. For example,
because intrinsically driven work intensity appears to have positive implications, employers
could design jobs and tasks so they are inherently enjoyable and interesting, which can
stimulate intrinsic motivation. And during the selection process, employers can focus on
identifying candidates who are more likely to be intrinsically motivated to work hard, perhaps
because the job matches their interests particularly well.
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2A: Skills and professions

Rachel Williams, Cardiff University
Overview

This longitudinal study examines the experiences of 25 newly qualified vets as they
transition from student to practitioner. Vets were interviewed at three points over a 16-month
period. The vets were employed in small independent practices through to large corporate
practices, with this organisational context shaping their socialisation experience. When
formal induction processes were adopted, vets slowly learned to perform at a high standard,
whereas informal practices tended to result in vets quickly acquiring the adequate skills
necessary to survive, with mistakes not always being corrected. Individual characteristics
influenced how well vets coped with the support they received.

Research focus, rationale and questions

This paper focuses on the first year of practice for veterinary surgeons. It analyses the
challenges involved where newcomers work independently, and is set against a context of
other professions where the step-change from student to practitioner is difficult. Whereas
much has been written about, for example, the socialisation of healthcare workers (Teoh et
al, 2013), far less attention has been afforded to the veterinary profession. Specifically, some
quantitative studies have examined the experiences of newly qualified vets (Hagen et al,
2020) but there have been few qualitative studies. This is concerning, as retention within the
profession is relatively poor.

The general literature on organisational socialisation focuses on three key areas of
influence: first, organisational tactics; second, the characteristics and behaviour of the
newcomer; and third, the role of other parties such as co-workers (Wanberg and Choi,
2012). However, socialisation is rarely regarded as ‘one thing’, demonstrated by Van
Maanen (1976) and Jones (1986), who suggest a continuum, with ‘institutionalized
socialization’ at one end and ‘individualized socialization’ at the other. Newcomer
characteristics may influence the effectiveness of socialisation tactics on this continuum
(Peltokorpi et al, 2022).

In this context, this study examines how socialisation occurs for veterinary graduates, both to
inform our theoretical understanding and to guide practice. The overall research question is:
‘To what extent is it possible to identify factors associated with the successful or failed
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socialisation of veterinary graduates?’ This presentation will focus on the components of
‘successful socialisation’ and the effectiveness of formal and informal approaches.

Research methods

Semi-structured interviews were held with 25 veterinary graduates from 2021, sampled from
every UK vet school. Interviews took place via Zoom. Participants were recruited via the
closed Facebook group Vet Voices UK. Twenty-two of the vets were female and three were
male. Thirteen of the vets worked in small animal practices, with the remaining working in
farm and mixed practices. Eighteen worked for practices owned by corporate organisations
and seven were employed in independent practices. The study is longitudinal, with data
being collected on three occasions over a 16-month period. Vets were interviewed between
June and September 2021 before they started work and again after they had been working
for six to eight months; all vets took part in both interviews. Final interviews will take place
between August and October 2022, after the vets have been in post for 12 months.

Research findings or argument

Findings thus far suggest that most vets felt well prepared for practice, despite the impact of
COVID lockdowns. Their induction experiences reflected the continuum of socialisation
practices (Jones, 1986), from formal institutionalised practices containing skills boot camps
to individualised processes with vets performing unsupervised surgery in their first week.

Individual characteristics influenced the vets’ responses to these approaches. Several vets
spoke about their ‘baptism of fire’, with four resigning, whereas others coped with little
supervision and learned from their mistakes. These vets felt that they acquired skills faster
than their counterparts, although suspected they may have adopted poor practices which
were not corrected. Vets who experienced more formal induction processes expressed
greater satisfaction and believed they were taught to perform at a high standard.

Even in practices with formal induction processes, vets still sought out informal support.
WhatsApp groups were widely used to obtain advice quickly and several vets carried out
surgical procedures for the first time after Googling the process or with guidance being
provided through a phone call.

In addition to the personal stress and harm experienced by the new entrant, the wider
question is, who suffers from a lack of professional induction? Is it the ‘cavalier’ vet who
survives, or do animals also suffer harm from lack of effective supervision? Are owners
happy with a new surgeon making a WhatsApp call from an operating theatre for guidance
about their next cut? There are many questions that emanate from the culture around
effective supervision, socialisation and induction.

Practical importance and implications of research

This study adds to the literature on effective socialisation processes for newly qualified
professionals. Many vet practices are independently owned and the experiences of vets
working in these small businesses differs from those supported by large corporations.
Corporate practices tend to provide formal induction and mentoring support, and the results
of this study suggest that this facilitates a high level of skill in newly qualified vets. However,
when formal, institutionalised processes are adopted, these skills are learned more slowly
than when individualised socialisation takes place.

Independent practices, particularly those experiencing staff shortages, often adopt informal
socialisation processes. Vets learn with minimal supervision and quickly develop adequate
skills to handle most cases. However, these skills may be of a low standard, as mistakes
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and poor practices are not identified and corrected. This informal, individualised process is
stressful, leading to wider safety risks and poor retention. The findings demonstrate that the
organisational context may influence socialisation tactics and that these in turn need to be
aligned with the individual characteristics of the new professional.

The study also highlighted the increasingly important role of social media and informal
communities of practice. Formal socialisation processes were accompanied by informal
processes as vets urgently sought out the information they needed to diagnose and treat
cases. Although this was expected for farm vets working alone off site, it was interesting to
note how informal practices were adopted more widely. Practices may support this process
by facilitating social media groups and signposting new staff to existing sites.
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Karen Spilsbury, University of Leeds
Overview

We investigate relationships between workforce skill levels and care quality in 186 English
care homes over a four-year period, drawing on administrative data from the care home
provider. Using novel machine learning and causal inference methods, we find that quality
outcomes are optimised when around one-quarter of care is provided by registered nurses,
and that substituting nurses for less skilled nursing assistants appears to lead to a small
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increase in risk of some adverse events. We argue results have wider implications for how
academics investigate relationships between HRM and outcomes.

Research focus, rationale and questions

For care home providers, caught between shortages of key staff, particularly registered
nurses, resource constraints, and high levels of accountability for service quality, decisions
over the appropriate levels and quantities of workforce skill as embodied in different job roles
are central to strategic human resource management in their sector. The weight of existing
evidence on these issues suggests linear relationships between workforce skill measured by
the proportion of care provided by registered nurses, and nurse-sensitive indicators of care
quality. Simply put, the more care provided by registered nurses, the lower the risks to care
home residents. Further, attempts to move simpler nursing tasks to less skilled staff (nursing
assistants, nursing associates) are also associated with poorer care quality outcomes
(Clemens et al, 2021).

Yet these empirical findings fly in the face of expert judgements that there is likely to be a
point at which the skill/care quality relationship is optimised, and increasing skill inputs
beyond this point is unlikely to meaningfully improve quality (Donebedian, 2003). They also
contradict the experiences of the last 50 years of job design in healthcare, whereby ‘skills
escalators’ have seen tasks previously carried out by doctors passed to registered nurses,
with simpler nursing tasks passed from registered nurses to associate and assistant nursing
roles. We hypothesise that this science—practice gap is an artefact of the quantitative
methods used in previous studies and that machine learning and causal inference methods
will tell a different story.

Research methods

Drawing on data from 186 care homes that provide nursing care to older people over a 182-
week period (from autumn 2016 to the start of the COVID-19 pandemic), we test
relationships between weekly staffing levels, the proportion of weekly care provided by
nurses (skill mix), nurse shortages and nurse-sensitive indicators of care quality. To test
these relationships, we employ linear regression (growth mixture models) and novel machine
learning methods (random forest analysis). Then, to investigate the causal impact of skill
levels on nurse-sensitive indicators of care quality, we exploit the introduction of a new
nursing assistant role, where nurse assistants took on some simpler nursing tasks to allow a
sub-set of larger homes to reduce their nursing establishments. We conduct a quasi-
experimental analysis (difference-in-difference analysis for multiple time periods (Callaway
and Sant’Anna, 2021)).

Research findings or argument

We find that linear regression methods (growth mixture models) suggest linear relationships
between increasing nursing inputs and reductions in nurse-sensitive indicators of care
quality. By contrast, random forest models suggest non-linear relationships, where quality is
optimised when around one-quarter of care is provided by registered nurses. Results of
difference-in-difference analysis suggest that the change caused increased rates of some
care quality-related incidents, but with much smaller effect sizes than suggested by previous
purely observational studies.

Practical importance and implications of research

Our results suggest that care homes need more nursing inputs than they currently have, and
that substituting less skilled nursing assistants for nurses carries risks, but the scale of
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additional nursing resource needed is much less than suggested by previous regression-
based studies. We also argue that results have broader implications for how we understand
and model relationships between human resource policies, inputs and performance
outcomes in strategic HRM research. We argue that the study offers a microcosmic example
of problems and issues in strategic HRM research more broadly. Structural models,
operationalised through versions of linear regression, generate results that appear
academically rigorous but lack external validity in the eyes of practitioners. While existing
accounts of science—practice gaps in the field of HRM suggest managerial ignorance as a
key source of the gap (for example, Tenhiala et al, 2016), we perhaps need to think about
whether our own research practices generate credible results. If we want to close science—
practice gaps, strategic HRM researchers need to embrace methodological innovations. If
we want to operationalise structural models of data-generating processes, ML methods will
likely generate more accurate and credible models than traditional linear regression-based
methods because they are better able to identify relationships that are non-linear and non-
monotonic (Brieman, 2001). Similarly, if we want to identify causal relationships, we need to
adopt causal inference methods. Unless we collectively embrace a credibility revolution,
existing science—practice gaps will endure.
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2B: Work technology

Karen Feery, TU Dublin
Edel Conway, Dublin City University
Overview

This study explored the experiences of academics in relation to whether and how work-
related use of information communication technology (ICT) affected their work—life balance
during the COVID-19 pandemic. Data was collected from 14 academics through semi-
structured interviews. Findings indicated divergent outcomes associated with work-related
ICT use contributing to both work—family conflict (WFC) and work—family enrichment (WFE).
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Managing boundaries was found to be complex and depended on preferences, behaviours
and resources to enact these preferences. This raises questions about the increasing
complexity of work and technology in academics’ work and the need for leaders to plan for
effective, sustainable flexible work models.

Research focus, rationale and questions

The ubiquitous nature of technology in modern life is hard to avoid and the sudden
implementation of global remote working triggered by the COVID-19 pandemic in 2020
brought this issue into sharp focus. Since then, the prevalence of remote working has
mutated somewhat, in some cases reverting to the ‘old normal’ and in others being
transformed into a ‘next normalised’ state (Vyas, 2022). With the focus remaining on remote
and flexible work practices (Volini et al, 2020), now more than ever, research is needed to
examine experiences of working during COVID-19: (1) to better understand how flexible
work practices can be improved; (2) to help develop sustainable and effective work models
for the future; and (3) to inform decisions around infrastructural needs and services with an
emphasis on maintaining employee wellbeing when working from home (WFH).

This study focuses on a single organisational context, specifically a university, and aims to
explore the experiences of academics in an Irish university in relation to whether and how
work-related use of ICTs positively or negatively affected their work—life balance during the
COVID-19 pandemic. Academics have extensively integrated technology into their roles
since the 1990s (Heijstra and Rafnsdottir, 2010) and further technological integration and
impact is imminent in Ireland as outlined in the National Strategy for Higher Education to
2030 (Department of Education and Skills, 2011). However, there is a paucity of research
pertaining to academia and the influence of ICTs on the work-life interface, a contribution
this study intends to make.

Research methods

The context for this study was based on academics working in an Irish university. Academics
are reported to be facing increased challenges and demands regarding new modes of
teaching delivery and increased pressures to publish (Bean et al, 2014). These changes,
together with established flexible work practices, make this setting particularly appropriate in
addressing the research questions in the study. The study draws on data from 14 online
semi-structured interviews carried out between March and May 2021. Participants were
recruited based on them being a parent, with their child/children ranging in age from
newborn to 18 years old. Gender balance was sought and achieved, with seven female and
seven male participants. The selection criteria were chosen to achieve relative homogeneity
in the demands being made on participants’ time from a care and a professional perspective.
Braun and Clarke’s (2006) thematic analysis (TA) methodology was used to analyse the
data.

Research findings or argument

The findings suggest that work-related ICT use resulted in differential consequences
contributing to both WFC and WFE. Regarding WFC, the shift to mostly ICT-enabled work
during COVID-19 triggered a series of negative outcomes that are consistent with prior
research. Specifically, email volume increased dramatically during COVID-19, confirming
research linking increased engagement with email to a greater sense of overload (Barley et
al, 2011). This finding extends the literature on the negative effects of email, which is still
emergent (Steffensen et al, 2021) to the context of academia, where the increased salience
of email has become a source of time pressure (Jones et al, 2008).
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With regard to WFE, the findings substantiated prior research which suggests that ICTs
enable participants to WFH at a time convenient to both domains, confirming the
instrumental mechanism in Greenhaus and Powell’'s (2006) model which enables a resource
to be transferred directly from one role to enhance the performance in the other role. The
study therefore extends the literature on positive consequences of ICT-enabled flexibility
among academics (Currie and Eveline, 2011; Heijstra and Rafnsdottir, 2010).

Furthermore, the findings also suggest that the role of work-related ICTs in managing work—
life boundaries is an important, complex process that is dependent on multiple factors,
including behaviours, preferences and resources to enact these preferences. The study also
showed evidence of both segmentation and integration behaviours as identified in the
literature (Adisa et al, 2017; Ashforth et al, 2000; Currie and Eveline, 2011; Kossek and
Lautsch, 2012).

Practical importance and implications of research

The implications of the findings of the study are two-fold. First, in the context of academia,
the findings underscore the relentless demands facing academics to perform effectively and
the complex ways that these demands influence academics’ lives. Second, engaging with
ICTs in the way some have during COVID-19 has potentially shifted organisational norms
and redefined appropriate communication practices around expectations of availability or of
blended learning provision, suggesting broader implications for what it means to be an
effective academic. Stakeholders need to thoroughly investigate future work preferences and
needs across all three academic areas of research, teaching and administration/service.
Practical changes arising from WFH during COVID-19 are already apparent with recent
infrastructural investment to support WFH in Ireland, such as the National Remote Work
Strategy in January 2021. Such changes have the potential to have far-reaching
consequences for employees and organisations alike.

A limitation of the study is that the findings are context-specific and lack generalisability to a
wider population or workforce. Future research should consider the issues explored in the
study across a wider range of contexts and should focus on investigating employees’ and
organisations’ experiences of working during COVID-19 to understand how flexible work
practices can be improved, how sustainable effective work models can be developed, and to
inform decisions around infrastructural needs and services, with an emphasis on maintaining
employee wellbeing and providing guidance on self-care when WFH.

References

Adisa, T.A., Gbadamosi, G. and Osabutey, E.L. (2017) What happened to the border? The
role of mobile information technology devices on employees’ work-life balance. Personnel
Review. Vol 46, No 8, pp1651-1671.

Ashforth, B.E., Kreiner, G.E. and Fugate, M. (2000) All in a day’s work: Boundaries and
micro role transitions. Academy of Management Review. Vol 25, No 3, pp472—-491.

Barley, S.R., Meyerson, D.E. and Grodal, S. (2011) E-mail as a source and symbol of stress.
Organization Science. Vol 22, No 4, pp887-906.

Bean, N.M., Lucas, L. and Hyers, L.L. (2014) Mentoring in higher education should be the
norm to assure success: Lessons learned from the faculty mentoring program, West Chester
University, 2008—2011. Mentoring and Tutoring: Partnership in Learning. Vol 22, No 1,
pp56—73.

18


https://pure.roehampton.ac.uk/portal/en/publications/what-happened-to-the-border-the-role-of-mobile-information-techno
https://pure.roehampton.ac.uk/portal/en/publications/what-happened-to-the-border-the-role-of-mobile-information-techno
https://journals.aom.org/doi/abs/10.5465/AMR.2000.3363315?journalCode=amr
https://journals.aom.org/doi/abs/10.5465/AMR.2000.3363315?journalCode=amr
https://www.researchgate.net/publication/220520979_E-Mail_as_a_Source_and_Symbol_of_Stress
https://www.tandfonline.com/doi/abs/10.1080/13611267.2014.882606
https://www.tandfonline.com/doi/abs/10.1080/13611267.2014.882606
https://www.tandfonline.com/doi/abs/10.1080/13611267.2014.882606

ARC 2023 Submissions

Braun, V. and Clarke, V. (2006) Using thematic analysis in psychology. Qualitative Research
in Psychology. Vol 3, No 2, pp77-101.

Currie, J. and Eveline, J. (2011) E-technology and work/life balance for academics with
young children. Higher Education. Vol 62, No 4, pp533-550.

Department for Education and Skills. (2011) National strateqy for higher education to 2030.
[Accessed 2 June 2022].

Department of Enterprise, Trade and Employment. (2021) Making remote work: National
remote work strategy. [Accessed 2 June 2021].

Greenhaus, J.H. and Powell, G.N. (2006) When work and family are allies: A theory of work-
family enrichment. Academy of Management Review. Vol 31, No 1, pp72-92.

Heijstra, T.M. and Rafnsdottir, G.L. (2010) The internet and academics’ workload and work—
family balance. The Internet and Higher Education. Vol 13, No 3, pp158-163.

Jones, S., Johnson-Yale, C., Millermaier, S. and Pérez, F.S. (2008) Academic work, the
internet and US college students. The Internet and Higher Education. Vol 11, No 3—4,
pp165-177.

Kossek, E.E. and Lautsch, B.A. (2012) Work—family boundary management styles in
organizations: A cross-level model. Organizational Psychology Review. Vol 2, No 2, pp152—
171.

Steffensen, D.S., McAllister, C.P., Perrewé, P.L., Wang, G. and Brooks, C.D. (2021) ‘You've
got mail’: A daily investigation of email demands on job tension and work-family conflict.
Journal of Business and Psychology. Vol 37, No 2, pp325-338.

Volini, E., Schwartz, J., Eaton, K., Mallon, D., Van Durme, Y., Hauptmann, M., Scott, R. and
Poynton, S. (2020) The social enterprise in a world disrupted: Leading the shift from survive
to thrive. Deloitte Global Human Capitals Trends 2021. Deloitte.

Vyas, L. (2022) ‘New normal” at work in a post-COVID world: work-life balance and labour
markets. Policy and Society. Vol 41, No 1, pp155-167.

Up in the air: The impact of virtual socialisation on
newcomers’ workplace commitment and belonging

Nima Ali, Heriot-Watt University
Andriana Rapti, University of Nicosia
Juani Swart, University of Bath
Overview

Working remotely is the most evident during COVID-19, which has had an impact on
individuals’ behaviour (commitment). Many organisations are shifting to flexible workspaces
after their successful experiences with remote work. With this new era of embracing the
virtual workspace, we need to understand how this influences individuals’ communication,
relationship, and commitment. This study investigates the impact of virtual socialisation on
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newcomers’ commitment, by exploring their experience of the richness of media. This has a
direct impact, now and in the future, on employees’ workplace commitment. To understand
how new employees connect to their organisations, in a state of dis-colocation, we
conducted a qualitative longitudinal study with a total number of 67 interviews.

Research focus, rationale and questions

With the rapid evolution of digital technologies, more businesses are moving to a digital
working environment. Lately, the global pandemic accelerated this digital transformation;
indeed, many companies are shifting to a hybrid work environment after their experiences
with remote work. With this major shift, traditional opportunities for socialisation-related
communication, such as frequent face-to-face meetings or extended contact, have become
limited. This can have significant implications on employees’ behaviour (commitment),
especially the newcomers who are joining the organisation for the first time through this
virtual workspace, with no significant contact with their colleagues or their physical
organisational environment.

With the imperative era of embracing the virtual workspace (Lund et al, 2021), we need to
understand how this influences individuals’ communication, relationship, and commitment.
Therefore, this research explores the influence of virtual socialisation on newcomers’
workplace commitment. It investigates the impact of the richness of multiple media channels
that have been used within the remote working and blended work contexts on the quality of
individuals’ interactions and relationships (Daft and Lengel, 1986; Ishii et al, 2019). The
research offers significant practical implications for businesses in developing their
employees’ workplace commitment in this new era of hybrid working.

Research methods

A qualitative longitudinal study was conducted to provide a deeper understanding of
commitment development through the virtual workspace (Menard, 2002). The data was
gathered using semi-structured interviews that took place on two occasions, with a total
number of 67 interviews. A group of (38) newcomers was interviewed at the beginning of
their employment, and then, after approximately six months, a follow-up interview was
conducted. The participants included academic and professional service employees. They
all joined their organisations virtually; however, some of them were able to visit the
workplace or socialise in person. They were using different channels to communicate with
their co-workers and managers. In the interview, they were asked about their channels of
communication, socialisation practices, and their current commitment. For data analysis, a
thematic analysis was conducted (Braun and Clarke, 2006) to explore any key issues and
patterns across cases.

Research findings or argument

In this study, the media varied from exclusively online working to a hybrid context. The main
online media channel was video calls. Employees had frequent meetings with organisational
members. Sometimes their camera was off, which restricted them to verbal communication.
With the absence of facial expressions, they were receiving limited information about each
other. Mostly, meetings were work focused, which reduced the social aspects that allow
them to develop personal connections. It was difficult to build relationships outside the
professional context. Hence, they felt isolated and lonely. With hybrid working, employees
met their colleagues physically and experienced the work environment. This allowed them to
socialise and develop friendly relationships, although this was limited to direct teams.

20



ARC 2023 Submissions

With the absence of interactions at the organisational level, there was a lack of feelings of
belonging and commitment to the organisation. Even for some of them, the organisation did
not exist. The constraint of media, especially in virtual settings, enormously influenced their
commitment, as most of them were committed to their jobs and career. Obviously, there was
a lack in their commitment to organisations and teams; still, in some cases, they experienced
commitment due to the shared values, along with the perceived support from their
colleagues. This means, to improve employees’ commitment within the virtual workspace,
and overcome the limitation of the media, we need to embrace shared values and goals and
offer consistent support to employees — likewise, offering effective communication through
using multiple media such as face-to-face, video calls, and live chat.

Practical importance and implications of research

The paper offers significant implications for HR practitioners. First, we found that virtual
socialisation calls for a reconsideration of commitment, belonging, and emotional
connections with teams and organisations. Importantly, now and in the future, we need to
take into consideration how media play a role in commitment to the organisation.
Interestingly, our data shows that regardless of the type of media that has been used, the
shared values and mission of the organisation are what hold them together. Even if they
cannot see each other in person, or socialise properly, still believing in the same thing has a
major impact on their commitment. This means the alignment between personal and
organisational values should be a major factor in the recruitment and selection process.
Second, with a lack of interactions at the organisational level, individuals struggle to develop
their organisational commitment. Since their main interactions are with their teams, they are
therefore the main channel to connect with newcomers and develop their commitment. This
puts pressure on managers and co-workers as they become the ambassadors of the
organisation. Third, team social and instrumental support has a massive impact on
individuals’ workplace commitment, especially in this virtual setting. Finally, the limitation of
communication (online) makes it difficult to develop deeper connections. This could be
improved using combinations of media channels such as face-to-face, video calls, and
instant messaging, which can enhance their interactions and develop their relationship.

References

Braun, V. and Clarke, V. (2006) Using thematic analysis in psychology. Qualitative Research
in Psychology. Vol 3, No 2, pp77-101.

Daft, R.L. and Lengel, R.H. (1986) Organizational information requirements, media richness
and structural design. Management Science. Vol 32, No 5, pp554-571.

Ishii, K., Lyons, M.M. and Carr, S.A. (2019) Reuvisiting media richness theory for today and
future. Human Behavior and Emerging Technologies. Vol 1, No 2, pp124-131.

Lund, S., Madgavkar, A., Manyika, J., Smit, S., Ellingrud, K., Meaney, M. and Robinson, O.
(2021) The future of work after COVID-19. McKinsey Global Institute.

Menard, S. (2002) Longitudinal research. Vol 76. Thousand Oaks, CA: Sage Publications,
Inc.

21


https://www.tandfonline.com/doi/abs/10.1191/1478088706qp063oa
https://www.jstor.org/stable/2631846
https://www.jstor.org/stable/2631846
https://onlinelibrary.wiley.com/doi/abs/10.1002/hbe2.138
https://onlinelibrary.wiley.com/doi/abs/10.1002/hbe2.138
https://www.mckinsey.com/featured-insights/future-of-work/the-future-of-work-after-covid-19

ARC 2023 Submissions

Emma Hughes, University of Liverpool
Severina Cartwright, University of Liverpool
lain Davies, University of Strathclyde

Lloyd Harris, University of Liverpool
Overview

This research contributes to research, policy and practice around work-orientated social
media and its management. Despite the pervasiveness of work-orientated social media
(SM), there is a lack of empirical research exploring the workplace tensions it triggers. We
respond to this gap by drawing upon rich qualitative data from semi-structured interviews
with 67 managers at different seniority levels. Our study highlights how SM is managed by
organisations through HR practices and policies; and by individual organisational members
through their behaviours and strategies. The findings have implications for various groups,
including HR practitioners, managers, workers, their representatives, professional bodies
and policy-makers.

Research focus, rationale and questions

SM includes a range of internal and external engagement platforms such as professional
social networks (for example, LinkedIn, Twitter, Microsoft Yammer, Facebook/Facebook’s
Workforce) and digital communication platforms (for example, WhatsApp, WeChat). We use
‘work-orientated SM’ to refer to SM platforms used in a work context.

Researchers have argued that work-orientated SM augments firm performance by building
connections with various stakeholders (Kumar and Pansari, 2016). However, the ubiquity of
work-orientated SM has been characterised as potentially problematic for workers (for
example, McDonald and Thompson, 2016; Rasmussen, 2021). These potential problems
have, to date, been largely neglected by researchers. Furthermore, manager perspectives
on these issues are lacking. Overall, we know little about how SM is managed by
organisations through practices and policies, on the one hand, and individual organisational
members through their behaviours and strategies on the other. Our aim is to address these
gaps by applying a paradox lens (Keegan et al, 2019; Fairhurst et al, 2016). Paradoxes can
be defined as ‘persistent contradictions between interdependent elements’ (Schad et al,
2016: 10). They are important to study because HR practitioners, managers and employees
continually navigate different types of paradoxes.

We examine the following research questions:

e How does work-orientated SM trigger paradoxical tensions?
e How do managers experience these tensions?

Research methods

Sixty-seven (67) in-depth semi-structured interviews were conducted lasting between 47 and
88 minutes. The participants were recruited from personal connections and networks such
as LinkedIn. The participants were managers from HR, marketing and operations at three
key hierarchical levels:
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1 directors
2 senior managers, and
3 middle/first-line managers.

The interview transcripts were analysed using template analysis (King, 2012). Two
researchers analysed recurrent patterns in the interviews independently and thereafter
discussed the results, enabling investigator triangulation (Denzin, 1978). Codes and themes
were then developed from the data relating to the research questions.

Research findings or argument

We identify three main SM tensions in the interview data that are relevant for HR
practitioners, managers and workers: ‘personal versus work-orientated SM’; ‘in-work versus
outside-work SM engagement’; and ‘protecting reputation versus controlling SM use’. The
data also highlights SM paradoxes that organisations and their members navigate.

The findings expand insights into how responding to SM tensions and paradoxes may
involve organisations and their members navigating boundaries. Specifically, we show how
SM encroaches upon traditional boundaries, such as between home—work, colleagues—
friends and public—private. For example, the managers engaging with social media usually
did so outside their working hours, therefore curtailing their work—life boundaries. The
pervasiveness of these blurred boundaries is subtle and becomes normalised, but also
generates resistance and contention, even among managers at different hierarchical levels
or in different departments.

Practical importance and implications of research

The study has implications for a range of groups, including HR practitioners, managers,
workers, their representatives, professional bodies and policy-makers. Employers must
acknowledge the privacy implications of SM, which may prevent engagement. However, if
employees and managers are willing to engage in SM to support the organisation,
employers need to implement fair reward and work allocation practices, and provide clear
SM guidance. Other practical solutions may involve carefully evaluating how instant digital
communication platforms are used in organisations; and providing work phones to all staff.
Ideally, workplace initiatives would be strengthened by policy interventions.
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Overview

Our systematic review aimed to understand the impact of workplace bullying on employee
wellbeing by reviewing which factors best protect bullying targets. We reviewed 56 papers,
which reported on 180 statistical tests, finding that social support and a psychosocial safety
climate were the two factors which most consistently limited the impact of bullying on
employee wellbeing. Interestingly, our review found that personality factors, leadership, and
different coping strategies were inconsistent and ineffective moderators of bullying. Overall,
our research suggests that to protect bullying targets, organisations should seek to develop
a psychosocial safety climate and establish supportive relationships among employees.

Research focus, rationale and questions

Recently, there has been a significant increase in the number of studies examining factors
that influence the relationship between workplace bullying and employee wellbeing. These
studies are useful because they demonstrate which factors are effective and ineffective at
supporting bullying targets. However, given the volume of papers addressing distinct
moderators, a review is needed to provide an evidence-based overview on effective and
ineffective moderating factors. Such a review is necessary so that organisations can develop
evidence-informed measures to support targets. Our research therefore systematically
reviewed studies that have examined moderators of the relationship between workplace
bullying and employee wellbeing, using the Job Demands Resources Model (Bakker and
Demerouti, 2007) as an organising framework. This framework outlines five main categories
of moderator (Lee et al, 2020):
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1 Home-based resources refer to factors from the home domain that support
individuals’ development and wellbeing.

2 Personal resources are characteristics of the individual that contribute to optimal

functioning.

Job resources are aspects of a job that are functional in achieving work goals.

Social resources are the supportive interactions and relationships that one has with

one’s colleagues.

5 Organisational resources are elements of the organisational environment that help
the achievement of work goals and stimulate personal growth, learning, and
development.

A~ W

We sought to use this organising framework to identify the factors that best protect bullying
targets and to provide directions for future research.

Research methods

Searches of the literature were carried out in the PsycINFO, Web of Science and Scopus
databases. To be included in the review, papers had to include a moderator of the
relationship between workplace bullying and wellbeing, focus on a sample of the working
population, be published in a peer-reviewed journal, and be written in English. Fifty-six
studies met the inclusion criteria, which collectively reported on 180 tests of moderation, of
which 81 (45%) were significant at the p<.05 level. Two moderators were categorised as
home demands/resources, 105 as personal demands/resources, four as job
demands/resources, 24 as social demands/resources, and 41 as organisational
demands/resources.

Research findings or argument

Analysis revealed that eight moderators showed relatively consistent buffering effects:
resilience, job autonomy, co-worker support, general workplace social support, workplace
friendship, psychosocial safety climate, perceived organisational support, and high-
involvement work practices. However, of these eight moderators, social support and a
psychosocial safety climate were the most effective factors at buffering the impact of
bullying.

Our review also found that social and organisational resources were more consistent
moderators of bullying than personal factors. This suggests that organisations should focus
to a greater extent on developing a supportive climate and developing supportive relations
among employees, rather than seeking to develop interventions that seek to change the
individual (for example, assertiveness training, communication training).

Interestingly, although leadership has been suggested to play a critical role in the bullying
process (Woodrow and Guest, 2017), we found that leadership styles were ineffective or
inconsistent moderators of the bullying-to-wellbeing relationship. Therefore, future research
should seek to establish how and when leaders act to prevent their followers experiencing
harm as a result of bullying.

Practical importance and implications of research

We found that psychosocial safety climates consistently buffered the impact of bullying, yet
prior research has reported that such climates can also prevent bullying (for example,
Dollard et al, 2017). Therefore, to prevent and address bullying, organisations should seek to
design psychosocial safety climates that: (1) make clear that bullying will be punished, rather
than rewarded or tolerated; (2) involve jobs that are designed to minimise characteristics
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related to bullying, such as role conflict, role ambiguity, job insecurity, and cognitive
demands; and (3) involve clear and fair procedures for resolving conflicts before they
escalate into bullying.

In addition, our finding that social support can protect employees from some of the harmful
effects of bullying also has implications for organisations — not least because friendships at
work have a range of other beneficial effects, including socialisation and positive identity
development (Pillemer and Rothbard, 2018). Therefore, organisations should consider how
best to build friendships among their employees. This is especially important to consider
during a time when remote working has become more common, as this may restrict the
opportunity for informal friendships to emerge. Team-building activities and away days have
traditionally been used to build social support; however, these may not be appropriate in
every organisation and so managers may benefit from consulting staff on how they can build
a more supportive working environment.
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Overview

The paper presents a detailed analysis of employment relations in the NHS, as the Service
emerges from the pandemic and into a ‘new normal’. Working with the Healthcare People

Management Association and CMP Solutions, the study is based on 229 survey responses
and 22 in-depth interviews with HR leaders, senior practitioners and union representatives.
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In assessing the potential efficacy of a culture change, key findings include concern over: the
capability and capacity of line managers; the key role of HR; staff wellbeing; ways of more
effectively managing conflict, where relationship and personal issues figure high as
significant reasons for workplace disputes.

Research focus, rationale and questions

The paper provides a detailed analysis of the state of employment relations in the NHS
across the UK, as the Service emerged from the height of the pandemic and into a ‘new
normal’ for people management. It critically reviews key elements of the management of the
employment relationship to better understand the longer-term implications of the pandemic
for employment relations and assesses how NHS organisations can better meet the
resultant people management and staff wellbeing challenges. The rationale was to critically
assess the efficacy of strategies for changing the culture of employee relations. Models,
such as the ‘just and learning culture’ and also ‘the civility and respect toolkit’, figured
regularly in discussions with respondents and appear valuable parts of an overall framework
for driving change in people management approaches in the Service. Results reveal, for
instance, that key concepts of ‘restorative justice’ and a ‘compassionate leadership’
approach were well understood by most respondents in terms of their application to the
Service. The survey explored five main areas: the current state of employee relations
coming out of the height of the pandemic; the nature of conflict and its resolution currently in
the Service; what issues respondents felt would be most pressing as they move into the new
normal; what the impact of COVID has been on people management as the Service moves
into the next 12 months; and what overall strategies are needed to address the resultant
employee relations challenges going forward.

Research methods

The research was carried out between November 2021 and March 2022. The project had
three main elements. The first was a review of research and literature from practitioners and
academics, reflecting on the challenges coming out of the pandemic. This review aided the
development of the second element, an online survey that was distributed to HR
practitioners, union representatives and managers across the NHS; it was completed by 229
respondents. Key themes that needed more in-depth investigation were then integrated into
the interview plan, for the third element. Twenty-two (22) respondents participated in semi-
structured interviews, covering senior HR managers and HR practitioners, managers and
trade union representatives. Interviews lasted between 30 and 60 minutes and were
conducted through Microsoft Teams. All interviews were transcribed and then thematically
analysed. The final research findings are based on the reported views and experiences of
staff from the survey and interviews.

Research findings or argument

The key findings from the research are that the prime barrier to good employee relations is
the capability and capacity of line managers to deliver increasingly devolved HR tasks.
Further investigation revealed that the causes for this were more nuanced, particularly in
terms of the operational pressures on those managers and the type and degree of support
they expected from HR colleagues. Given the impact of the pandemic, staff wellbeing and its
management is also a key theme of the report. The effective management of conflict was
also a major focus of the research, where there appeared strong support for, where possible,
informal procedures such as workplace mediation in resolving disputes. Home and hybrid
working were both seen as possible sources of dispute if not managed effectively. To this
end, pre-emptive changes to policy and practices in terms of managing requests for flexible
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work featured highly in the discussions and survey outcomes. In resonance with Saundry
and Urwin (2021), the research has similarly identified opportunities to address the causes of
conflict that will have real cost benefits for the NHS. In terms of current HR initiatives,
satisfaction with the effectiveness of equality, diversity and inclusion (EDI) policy and
practice was consistently reported, with the caveat of the increasing need to address issues
for ethnic minority staff within the Service. Crucially, regarding evidence for support of
culture change, two out of the top three employee relations priorities identified by survey
respondents were ‘promoting justice and fairness’ and ‘promoting civility and respect’.

Practical importance and implications of research

It is apparent from the research that, while overall many positive measures of employee
relations exist, for example for EDI and union—management relationships, several other key
issues warrant action by organisations within the NHS. These include: addressing key
reasons for potential conflict, such as requests for flexible working and managing hybrid and
remote working staff; increasing the use of mediation as a practical vehicle for managing
relationships and personal disputes among staff; the central role of the line manager in
achieving effective management of employee relations was the most pressing issue raised
by all respondents; and, crucially, in terms of their capacity to do those tasks, the training,
development and ongoing support from HR they require. Furthermore, the paper seeks to
offer further practical evidence for operationalising effectively people management objectives
for the NHS. In terms of effecting real change in employee relations culture, one, quite
typical, union representative candidly remarked that, ‘immense time, effort and resources is
being put into effective culture and wellbeing programmes but no material support is being
offered.” Importantly, the findings reveal that addressing the causes of conflict, such as line
manager ability and capacity, issues of employee wellbeing and managing flexible working,
all resonate with Saundry and Urwin’s (2021) costs of conflict research. Therefore, it
demonstrates real cost benefits for the NHS in addressing these issues. The objective is to
get ‘buy-in’ from stakeholders at all levels of the NHS to make the necessary cultural
changes consistently articulated in this research.
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Overview

This paper discusses the increasing, and worsening, customer misbehaviour in the
hospitality sector during the COVID-19 pandemic, putting employees’ physical and mental
health at risk. Worryingly, the data shows a lack of support by management, expecting
workers to accept and tolerate the abuse and harassment that they face from customers.
This paper raises important implications for HR practice, proposing the development of
organisational cultures that foster physical and psychological safety to discourage deviant
workplace behaviours and protect front-line workers from customer abuse. Additionally, it
calls for new legislation and regulation to protect service workers from third party abuse and
harassment.

Research focus, rationale and questions

Customer misbehaviour is, undeniably, endemic in the hospitality sector and it is driven by
business models dominated by the ideology that the customer ‘is always right’ (Korczynski
and Evans, 2013). Worryingly, this approach seems to imply that customers may abuse and
even sexually harass workers with impunity and without evident penalties for their
(mis)behaviour, while workers have to tolerate it and remain silent (Ram, 2018), or even
accept it as ‘part of the job’ (Poulston, 2008).
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The current socio-economic crisis raises important questions that need to be further
investigated in relation to customer misbehaviour, how workers experience it and the role of
HR, management, and policy-makers in protecting workers. Existing evidence shows that
customer misbehaviour has not only continued but has worsened during the COVID-19
pandemic, putting employees’ physical and mental health at risk. Alarmingly, a lack of
support by management has been reported, with management tending to side with the
customer, expecting workers to accept and tolerate the abuse and harassment that they face
from customers (Booyens et al, 2022). This paper provides an in-depth empirical analysis of
customer abuse on the hospitality front line in a period of socio-economic crisis, addressing
the following research questions:

e to understand whether customer misbehaviour is embedded within the industry and
how employees experience it

e to assess what support, if any, management offers to workers experiencing abuse
and sexual harassment in this context

e to consider appropriate HR/management practices and policy responses to protect
workers and employee wellbeing.

Research methods

The paper draws on a cross-sectional survey allowing for data collection from a range of
participants. Self-report surveys are used to examine prevailing themes and collect data on
multiple variables over a relatively short period but focused on a specific point in time
(Cherry, 2019). Specifically, the survey was rolled out during the first phase of the pandemic
(in June—October 2021), distributed via social media platforms (Facebook, LinkedIn), our
alumni and relevant industry/third sector contacts. Respondents were asked to self-identify
as persons who have worked in hospitality in Scotland. The survey had 322 responses
overall, across a range of hospitality organisations.

Research findings or argument

The findings show that abusive behaviours from customers are frequent, with the most
pronounced types of misbehaviour experienced, as per our survey, being verbal abuse and
sexual harassment. Over 80% of respondents reported that they experienced verbal abuse,
and 64% reported sexual harassment. Furthermore, half of the participants had witnessed
physical abuse towards other employees and 77% reported having withessed sexual
harassment towards their colleagues. The evidence of this study underscores that customer
misbehaviour has not only continued but worsened during the COVID-19 pandemic. Nearly
80% of the respondents said the introduction of social distancing and other protective
measures had further triggered customer misbehaviour.

Alarmingly 59% of the respondents stated they did not report incidents of abuse and/or
harassment. This was driven by the perceptions of abuse and harassment being part of the
job by both management and workers. For example, respondents said that they were told by
management that the misbehaviour they had witnessed or experienced ‘wasn’t a big deal’
and were told to ‘not bother’ with officially reporting it. Participants who did not report their
abuse for fear of repercussions were typically concerned about their job security, felt
vulnerable, suggested that abuse was not taken seriously by management, and/or
management remain dismissive towards such (mis)behaviours by customers. Indeed, the
data reveals that despite the existence of policies and discourses of zero tolerance towards
abuse, hospitality workers experience high levels of abuse and harassment by customers.
This is a phenomenon that this paper calls ‘social washing’.
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Practical importance and implications of research

The continuing prevalence of abuse and harassment toward front-line service employees
has increasingly led trade unions and policy-makers to argue for the need to introduce
measures to address customer abuse. This paper shows that both HR and line management
has an important role to play in protecting front-line workers and reversing existing
approaches in dealing with these issues. Organisations are socially responsible to prioritise
employee wellbeing and take on a duty of care for their staff. This requires managers and
human resource professionals to create organisational cultures that foster physical and
psychological safety to discourage deviant workplace behaviours (Madera et al, 2018; Tan et
al, 2020). Protocols or policies for dealing with difficult or uncivil customers need to be
developed for the use of managers. It is important, however, that these policies are applied
on the front line in order to be effective. Therefore, organisations need to develop
management training programmes regarding customer abuse and harassment and ensure
that front-line managers implement such policies. Furthermore, greater support is required
for victims of abuse and/or harassment. This support should include HR professionals
ensuring that the incidents are recognised and not ignored, and then that individuals get the
mental health, trauma counselling or other psychological interventions they might need. It is
argued that front-line managers and/or human resource professionals should draw on
available expertise, either internally or externally to the organisation, to ensure that they can
proactively deal with such situations with the appropriate duty of care and sensitivity it
deserves. Finally, this paper supports and considers the call for new legislation and
regulations to protect service workers from third party abuse and harassment by assessing
the potential impact of legislation currently being developed in this area.
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Overview

This research paper analyses policy implications of the changing migration regulation regime
in the UK for four sectors: hospitality, warehousing, food manufacture and care work. These
sectors have tended to be highly dependent on migrant workers. Outflows of migrant
workers as a result of Brexit and COVID-19 and the introduction of a new migration system
have affected the abilities of firms operating within these sectors to retain and attract labour.
This paper explores common patterns across sectors and examines emerging differences. It
considers how HRM practices and employee work orientations are changing in response to
shifting socio-economic and regulatory contexts.

Research focus, rationale and questions

This presentation represents a theoretical framework and findings from a research project
funded by the ESRC, looking at migration, employer strategies and dialogue, which
commenced in autumn 2021. The ending of freedom of movement of labour as a result of
the UK’s exit from the EU and the COVID-19 pandemic constitute an unprecedented case of
re-regulation of labour mobility, with wide implications for HRM in Britain. The research
project and the presentation explore the following questions:

e How are employers in key low-paid sectors (social care, hospitality, food and drink
processing and warehousing) responding to the changes of the post-Brexit and post-
pandemic settlement?

o How are migrant workers faring in the UK labour market after the introduction of the
new migration system and how are labour intermediaries and transnational networks
(‘migration infrastructures’) shaping their socio-economic experiences in the
transition?

e What are the ways in which different stakeholders manage the end of free movement
from the EU and the pandemic crisis in terms of recruitment, retention, (re)training, or
substitution strategies?

Research methods

To understand the emergence of new practices in the uncertainty of the current socio-
economic situation, a mixed-method approach is employed by this study. The first qualitative
element includes interviews with sector-based stakeholders: trade bodies, skills councils and
union groups. We also draw on secondary data analysis from the Labour Force Survey and
the ONS Vacancy Survey.
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We also report findings from an original survey of 1,600 employers in the four sectors of
hospitality, food manufacturing, social care and warehousing. This survey examines
employers’ workforce strategies, responses to labour shortages and the changing migration
regime, recruitment and selection, pay, and training practices. The survey is in the field from
July to November 2022, and the presentation will provide first insight into findings from this
significant new survey.

Research findings or argument

The findings are results of an ongoing research project. Initial primary findings from
exploratory interviews with stakeholders and secondary data analysis point to a common
trend of increased labour shortages; as a result of it, employers experience difficulties in
hiring and recruiting new workers. There is also evidence of labour mobility between sectors
— workers moving to a sector (the warehousing) with a more rapidly growing level of pay.
Hospitality continues to experience difficulties around recruitment linked to long-term effects
of COVID-19. There is evidence that closures and lockdowns in 2020-21 created doubts
among workers over job security and pay in this sector, contributing to labour shortages. The
new points-based system increases difficulties in recruitment in all sectors. Employers are
also under pressure to meet workers’ expectations around pay and conditions in response to
rising inflation.

The national survey results (to be available in late 2022) will provide an accurate picture on
how employers adapted their HR practices in response to structural labour market changes
and new migration regulations.

Practical importance and implications of research

This study has a strong stakeholder focus, which is reflected in the co-production approach
adapted methodologically: survey and interview questions are developed through dialogue
with the research project’s board members, including employer association representatives,
unions and local government policy-makers. This allows taking into account ‘real life’
perspectives of stakeholders and insights into factual issues and challenges around
migration, but also potential solutions. The case study interviews will seek to identify
advanced HR practices developed by employers across four sectors; it will also bring an
employee perspective, enabling managers to better understand the needs and expectations
of the workforce.

This study will engage with insights from research conducted by the CIPD over skills and
labour shortages (CIPD, 2021) and the CIPD Good Work index (CIPD, 2022). This paper will
be of interest to academic researchers focused on wide-ranging topics from skills to labour
migrant integration. The research findings overall will help employers to understand
responses to the changing migration regime, and to develop more efficient and equitable
recruitment and staffing policies. It will also provide policy-makers with an objective view of
post-Brexit/post-COVID-19 realities of paid employment in four key sectors the UK economy.
This research project has already attracted interest: People Management (2022) interviewed
the principal investigator and the board member (a head of warehousing association body)
over the impact of Brexit and new migration regulations on HRM.
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Overview

This paper presents findings from ESRC-funded research focused on employers’ views and
experiences of Universal Credit and the active labour market policies (ALMP) that underpin
it. As the main source of support for people who are unemployed or on a low income,
understanding employer perspectives on policies designed to support people to move into
and progress in work can help to inform more effective policy and practice. This paper will
explore how ALMP impacts UK businesses, including how they recruit, retain and progress
their staff, and identifies scope for policy-makers in this field to better support broader
‘decent work’ agendas.

Research focus, rationale and questions

HRM scholars have identified the importance of employers for active labour market policy
(ALMP) outcomes as those actors ultimately in control of the employment opportunities that
participants are seeking to access (Sissons and Green, 2017; Van Berkel et al, 2017). In the
UK, where Universal Credit (UC) (the main vehicle for ALMP) may involve new requirements
for working UC claimants (formerly in receipt of tax credits) to engage with and meet the
requirements of the UK’s public employment service (Jobcentre Plus), UK ALMP is
increasingly a more explicit part of the world of work (Etherington, 2020; Jones, 2022).
However, employer perspectives on support for people who are unemployed or on a low
income to move into and progress in work are rarely heard (Ingold, 2020). Furthermore, how
social security payments conditional on work search and other work-related activities shape
the ‘demand side’ (that is, employment practices and the quality of work) is often overlooked
in both research and policy. Against a backdrop of low pay, insecure work and rising in-work
poverty, and as ALMPs adapt in response to economic change, understanding employer
perspectives is critical to ensure that policy is developed to support rather than frustrate
broader policy commitments to ‘decent work’.

This paper will address two key questions:

o How does UK active labour market policy shape the way employers recruit, retain
and progress their staff?

e How should the public employment service (Jobcentres) engage with employers,
leading to better outcomes for individuals, businesses and the wider economy?

Research methods

The paper is based on 124 semi-structured qualitative interviews with employers and wider
practice stakeholders. More specifically:

e 84 interviews with employers drawn predominantly from the social care, hospitality
and retail sectors

e 20 interviews with national policy and practice stakeholders

e 20 interviews with local policy and practice stakeholders (drawn from West Yorkshire
and Greater Manchester).
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Employers and local policy stakeholders and practitioners are drawn from across West
Yorkshire and Greater Manchester. Employers are broadly defined as anyone with
influence/power over recruitment and line management (owner-managers, HR managers,
line managers). The employer sample includes a mix of micro/SME/large businesses
operating in a range of economic geographies including city centres and towns.

The support of the Economic and Social Research Council (ESRC) is gratefully
acknowledged (Grant Ref: ES/V004093/1).

Research findings or argument
Key findings will centre on:

o identifying how (and if) UK active labour market policies shape the way employers
recruit, retain and progress their staff

e identifying scope for ALMP to promote the good work agenda and improve rather
than undermine job quality.

Analysis is currently under way, with a final report to be published in January/February 2023.
Practical importance and implications of research

This research has been designed to have clear benefits for multiple stakeholders: policy-
makers in the Department for Work and Pensions (DWP) will benefit through the insight it
will provide into employer interactions with ALMP; employers will benefit as it will enable
their voices to be heard on policy that impacts them and their staff; employer representative
organisations will benefit through greater awareness of how UC impacts on the businesses
they represent; employment and skills agencies, unions and other organisations supporting
UC claimants will benefit from a greater awareness of how UC interacts with employment
practices, which can help to shape their advice and support; Universal Credit claimants will
benefit through more informed public debate and policy development that better reflects the
realities of work, thereby enhancing the effectiveness of support for claimants; and
academics will benefit through new insights and the creation of a new dataset.
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Overview

Given the impact of increased talent flights, a global pandemic, and other uncertainties on
employee attraction, engagement and retention, scholarly and anecdotal evidence suggest
that employees today are well positioned to negotiate I-deals (non-standard, individualised
employment arrangements). However, we know little about how the temporal context (the
time-based forces shaping organisational behaviours) impact the timing and creation of |-
deals or how actors (employees and their employers) respond to temporal enablers and
constraints when negotiating |-deals. Based on findings gleaned from 62 semi-structured
interviews, meeting notes, and organisational documents, our qualitative multi-case study
reveals that I-deals emerge when the temporal context (that is, a pandemic, industry
peculiarities, organisational culture) and employees’ social positions (that is, being
recognised as talent) intersect. Furthermore, we uncover distinct tactics that employees and
their employers adopt to preserve or alter existing organisational practices during I-deals
negotiations.

Research focus, rationale and questions

I-deals are ‘voluntary personalized agreements of a nonstandard nature negotiated between
employees and their employers’ (Rousseau et al, 2006: 977). I-deals may include
negotiations for time and location flexibility, special training or assignment, preferred task
allocations or improved pay and benefits (Guerrero et al, 2016; Las Heras et al, 2017).
Extant literature suggests that |-deals are primarily negotiated at two time points in the
employment relationship: ex-ante (during hire) and ex-post (after hire) (Rousseau et al,
2006; Rosen et al, 2013). However, I-deals scholarship predominantly focuses on ex-post
timing. In Figure 1, we propose other time points when I-deals are likely to be negotiated and
propose the party in the relationship most likely to initiate the I-deal. Understanding when I-
deals emerge is important because it can help employers struggling to attract, engage and
retain hard-to-find employees to manage I-deals negotiations better, and empower
employees looking to negotiate to handle such discussions more strategically.

Given our expanded framework, we argue that the temporal forces shaping I-deals creation
at different time points in the employment lifecycle are underexplored. Furthermore, we know
little about how employees and employers respond when they perceive temporal enablers or
constraints during I-deals negotiations. To explore these gaps, we draw on the institutional
entrepreneurship (IE) theory (DiMaggio, 1988; Holm, 1995). Specifically, we consider key IE
concepts such as ‘field-level conditions’ and ‘actors’ social positions’ (Seo and Creed, 2002;
Battilana, 2016) to examine the following research aims:

o to understand how the temporal context impacts how I-deals are created at specific
time points in the employment lifecycle

e to explain how employees and their employers respond to temporal enablers and
constraints during I-deals negotiations.
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Figure 1: A conceptual expansion of I-deals’ timing through the employment lifecycle
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Research methods

We draw on empirical evidence from three organisations operating in Lagos, Nigeria.
Participating firms include a capital market firm (Oscon), an adverting agency (Credo), and a
dental clinic (Feyin). All three case firms were identified using a maximum variation sampling
strategy to increase the likelihood of employees/employers having previously initiated or
granted I-deals (Rousseau, 2001). Interview guides were created for three participant
categories — individual employees, supervisors and HR managers — to generate rich and
nuanced evidence from key organisational members. Interviews typically lasted for an
average of 45-60 minutes. Sixty-two (62) participants were interviewed: 14 at Feyin, 17 at
Credo, and 31 at Oscon. We adopt a phronetic iterative approach to data analysis by
drawing loosely on extant literature as sensitising devices while examining emergent findings
from our data (Tracy, 2018). All research data transcripts, field notes and company
documents were analysed using NVivo.

Research findings or argument

Our findings reveal four specific temporal contexts impacting I-deals creation: (1) enabling
field-level conditions and high-power social positions; (2) enabling field-level conditions and
low-power social positions; (3) constraining field-level conditions and high-power social
positions; and (4) constraining field-level conditions and low-power social positions. These
temporal contexts impacted the success of I-deals negotiations per time and employee and
employer responses during |-deals negotiations.

Enabling field-level conditions and high-power social positions offered the most favourable
temporal context for I-deals because it made employers more open to I-deals and
emboldened employees seeking I-deals to request. However, constraining field-level
conditions (such as industry-wide intolerance for idiosyncrasy in employment arrangements)
and low-power social positions (that is, back-end staff) created the least favourable temporal
context for I-deals by limiting employer motivations to grant I-deals and employee propensity
to negotiate.
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Figure 2: A typology of temporal contexts impacting I-deals’ creation
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Regarding how employees/employers respond to enabling and constraining temporal
conditions, our findings identified five key tactics deployed by individual employees. For
example, some tactics used by employees involved recognising their positions in the
employment relationship, leveraging opportunities that make I-deals likely to be granted, and
legitimating I-deals requests to the employer by referring to I-deals given to colleagues. On
the other hand, employers deployed four key tactics. Some employer tactics involved
delaying requested |-deals by promising future I-deals or taking charge of negotiations for
employees in low social positions or those lacking the zeal to see I-deals discussions
through. Based on our findings, we offer a framework (see Figure 2) to illustrate the
interactions between field-level conditions and actors’ social positions on I-deals creation
and employee/employer responses to different temporal context types (see Figure 3).

Practical importance and implications of research

Our findings highlight that organisations experiencing considerable environmental flux
should anticipate increased requests for I-deals, particularly when temporal conditions (that
is, COVID-19 constraints, industry tolerance for individualised arrangements, organisational
culture) and employees’ positions in the employment relationship open up avenues for I-
deals negotiations. As shown in Figure 3, employers may adopt a range of responses to
conditions that enable or constrain I-deals. If an option of preservation (such as delaying
timing) is chosen, employers should consider negative implications, such as reduced
engagement and higher turnover intentions — especially when promises of future I-deals go
unfulfilled, or the alternatives suggested are less than optimal for the employee. However,
managers who choose to subvert temporal constraints by taking up negotiations must also
consider negative implications, such as co-workers’ perception of equity and justice
(Marescaux et al, 2019) as well as positive implications, such as remedying inequities in the
system, particularly for less-advantaged employee segments (such as disabled workers,
older workers and back-end/support staff) (Lepak et al, 2007; Bal, 2015).
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Figure 3: Actors’ responses to typologies of temporal contexts
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This study also has critical implications for employees. For example, during hire, employees
can capitalise on vantage positions when engaging in ex-ante |-deals negotiations. While
employers may adopt delay tactics, employees should not view all delays negatively
because employers must reconcile temporal conditions with attempting to accommodate a
divergent I-deal request that may be difficult to implement. Nevertheless, employees must be
aware that future promises of I-deals may be unmet/broken. After hire, employees can adopt
a temporal subversion tactic (such as leveraging opportunities, legitimising the request,
recruiting allies, or exiting) that offers the most benefit. Finally, since the employment
relationship is not always linear, rehired employees in high-power social positions may
leverage previous organisational knowledge and powerful social positions to negotiate

favourably.
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3B: Performance and wellbeing interventions

To what extent do workplace wellbeing interventions
actually work? An analysis of existing systematic reviews
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Overview

Organisations are increasingly adopting wellbeing interventions and strategies in a bid to
improve wellbeing and performance. Numerous studies have sought to evaluate the efficacy
of interventions. In turn, various systematic literature reviews (SLRs) have sought to collate
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the evidence. Despite this, there is a limited understanding of the contextual issues and
causal processes that can lead to lower- versus higher-quality outcomes for employees and
organisations. In this meta-review of existing systematic reviews, we provide a deeper and
broader evaluation of employee wellbeing intervention research, and highlight how
alternative approaches to research could contribute to wellbeing practice.

Research focus, rationale and questions

The CIPD Health and Wellbeing at Work 2022 survey notes that employee wellbeing is on
the agenda of 70% of senior leaders. Thus, many senior leaders, including leaders within
people professions, may be looking to academia for support and specifically to findings from
SLRs (Briner and Denyer, 2012). SLRs are the ‘gold standard’ method for collating and
reporting on existing evidence (Booth et al, 2016). They report on the efficacy of many
primary studies at once. Considering a significant number of senior leaders are seeking to
adopt wellbeing interventions for their workforce (CIPD, 2022), this meta-review reports on
the current state of our gold standard evidence and suggests where gaps might be filled and
advancements made. It also explores alternative paradigms and perspectives to strengthen
the quality, as well as practical relevance of wellbeing intervention research.

Meta-review questions:

To what extent do systematic reviews report on context and causation?

How has wellbeing been defined and operationalised within reviews?

What methodologies/methods are included in systematic reviews?

What approaches do systematic reviews take themselves, for example meta-

analysis?

5 To what extent do systematic reviews report on the theoretical lenses utilised within
studies?

6 To what extent do systematic reviews deem the primary evidence to be good,

tentative, or inconclusive?

A OWON -

The meta-review reports on the extent to which context and causal processes are reported
in SLRs. Moreover, the meta-review reports on the overall patterns and messages that
emerge from collectively analysing the reviews on this important topic.

Research methods

This review is a meta-review, in that it is a systematic review of systematic reviews
(Hennessy et al, 2019). Therefore, the overall approach is to systematically review what the
current gold standard evidence says about employee wellbeing initiatives. This review was
conducted and is reported according to PRISMA guidelines (Page et al, 2021). Thus, the
meta-review largely replicates the process of conducting an SLR of primary studies. A
detailed inclusion and exclusion criteria was produced and papers were selected based on
this criteria. All eligible reviews were imported into NVivo and classified. All reviews were
then coded using a codebook produced in advance of data analysis. Codes were then
critically analysed and examined within NVivo through queries and thematic analysis (Miles
et al, 2014). These theory-building queries allow one to explore relationships between items
in the project (Jackson and Bazeley, 2019).

Research findings or argument

After duplication checks, a total of 3,450 citations were screened, of which 48 met our
criteria for inclusion in the data analysis process. In summary, the evidence contained in
these SLRs is predominantly quantitative and tentative — meaning that some associations
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have been evidenced, but large variations in findings means that results must be interpreted
and reported with caution. Many scholars have suggested that the reason why results from
quantitative studies remain tentative is because context and individual circumstances make
a real difference to practical phenomena such as wellbeing initiatives (Brannan et al,

2017). For senior managers making decisions about employee wellbeing initiatives in the
present, it may be difficult to hear the phrase ‘more research is required’. Thus, this paper
discusses how organisations and senior leaders can partner with researchers to take a
proactive case study approach to understanding wellbeing within their unique context.

While the findings from SLRs are insightful, and practitioners may still wish to bear these in
mind, this paper argues that the SLR findings represent a broad and general understanding
of employee wellbeing, which should be combined with an intensive understanding of one’s
company and the specific voice and needs of one’s employees (Ackroyd and Karlsson,
2014). This understanding can be achieved through more mixed and qualitative research
(such as interviews and focus groups) that seek to understand perspectives regarding needs
and current offerings. This approach may also highlight the important role of context and
what is really causing issues regarding the experience of wellbeing.

Practical importance and implications of research

Senior leaders and HR professionals understandably wish to embed a wellbeing strategy
that matches the needs and requirements of the organisation, the workforce and the issues
faced by both at any one time (such as coronavirus, or the cost-of-living crisis) (CIPD, 2022).
While SLRs offer insightful broad results regarding specific interventions, this meta-review
argues that findings are often tentative, a-contextual (Johns, 2006) and situated within the
macro trends and circumstances of the time in which they were produced.

Organisations can take an evidence-based approach to their wellbeing strategy by taking
note of the broad findings that exist externally, yet they should also attempt to pay attention
to what data and evidence exists internally. This could be achieved through conducting a
rigorous internal case study that tests assumptions and recommendations from external
evidence, and can provide insight based on context-specific investigations. This may be
used to justify or adapt one’s strategy and explain why it might be resonating or not with
employees/managers and what could be done to improve it.

Therefore, we contribute to wellbeing practice by providing a summary of the gold standard
broad evidence that exists while also explaining what is tentatively known and what is
currently unknown, and discussing how organisations can partner with researchers to
conduct internal case studies that take present-day needs and circumstances into account.
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Overview

While performance-related pay (PRP) has a number of positive qualities in rewarding and
incentivising productivity, recent research suggests a downside to PRP contracts — namely
their potential effects on stress and health. This paper reports on an interdisciplinary
approach to examining the PRP-stress relationship that utilises an experimental framework
to examine whether worker choice over having a PRP contract causes a change in the level
of cortisol, the body’s so-called ‘stress hormone’. Results suggest that those choosing a
PRP contract experience both an increase in self-reported stress as well as cortisol,
suggesting a physiological response to PRP.

Research focus, rationale and questions

Although there is a large body of research in economics and HRM on the benefits of PRP to
rewarding productive work and in highly productive workers self-selecting into PRP
contracts, research has suggested that some of these positive benefits may be blunted due
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to PRP being linked to poor health. As early as the 18th century, Adam Smith (1776)
mentions a link between piece rates and poor health. More recently, research based on
surveys of workers has confirmed this link (Bender et al, 2012; Bender and Theodossiou,
2014; Artz and Heywood, 2015; Dahl and Pierce, 2020).

While there are a number of mechanisms for the relationship, a key one is stress, as PRP
can generate uncertainty in work and income streams and reinforce the drive to

produce. However, survey data often has poor proxies for stress — typically only asking self-
reported measures. This paper is part of a larger interdisciplinary ESRC-funded project
(www.abdn.ac.uk/business/research/PRPH.php) that experimentally examines the link by
measuring cortisol, the body’s physiological response to stress. While early work in the
project (Allan et al, 2021) shows that cortisol does increase for PRP participants, those
participants were randomly allocated to PRP contracts. In the labour market, however,
workers chose jobs with PRP. It may be that workers choosing PRP can handle stress better
and thus mitigate the effects of PRP-generated stress. As explained below, this experiment
tests whether the positive association between PRP and stress found in earlier studies
remains when participants can choose their payment contract.

Research methods

The experiment consisted of a morning and afternoon session in the experimental lab. In the
morning, participants completed two practice ‘work tasks’, consisting of answering up to 50
maths questions in 10 minutes. They were explicitly informed of how much they could have
earned under different payment contracts: 20p per correct answer (PRP) or a fixed sum of
£5 for 10 correct answers (non-PRP).

In the afternoon, participants were asked to complete the same work task after choosing
between PRP or non-PRP. In addition to self-reported stress measures before and after the
task, participants provided salivary cortisol samples to measure physiological stress. The
afternoon experiment consisted of four phases: a relaxation phase (with optional colouring-
in), the work task, and two more relaxation phases. Cortisol samples were collected after
each phase. After data collection, we compared self-reported and physiological stress
between participants in the PRP and non-PRP groups.

Research findings or argument

A total of 155 students participated in the experiment. After removing cortisol outliers as
recommended in the literature (Nicolson, 2007) and incomplete survey submissions, 146
participants remained in the analysis. Out of those, 65 participants chose non-PRP and 81
chose the PRP contract. Interestingly, as seen in the labour market (Lazear, 2000), there
was a significant sorting effect; those who chose PRP achieved higher practice scores
(highest mean performance = 26.99) than those in non-PRP (18.48, p < 0.001).

Despite the difference in ability, this does not seem to mitigate the effect of PRP on stress:
the PRP group rated themselves as significantly more stressed after the task (2.48) in
comparison with the non-PRP group (2.11, p < .008) on a five-point scale. To measure
cortisol change relative to individual baselines, three cortisol change variables were
computed: AUCi (area under the curve with respect to increase), peak change (peak value —
baseline sample) and overall change (final sample — baseline sample). Statistical
comparisons found that PRP participants had significantly higher levels of AUCi (-0.87),
peak change (2.34) and overall change (-0.28) in contrast to non-PRP (-15.52, 2.28 and
-0.97, p between 0.015 and 0.029), indicating higher levels of physiological stress even after
a brief work task.
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Finally, cortisol can be affected by a range of other characteristics. Consequently, OLS
regressions were estimated controlling for sociodemographic factors and known cortisol
confounders. These inclusions reduced the effect of PRP on cortisol, but PRP remained
significant at a 10% level, though PRP still generated statistically significant self-rated stress
differences.

Practical importance and implications of research

On a scientific level, this paper contributes to the increasing research on how employment
contracts impact physiological stress. Prolonged low-grade chronic stress that is present in
the constant pressure to perform in PRP jobs can generate consistently high levels of
cortisol, leading to an increased allostatic load, which is detrimental to health (McEwen,
1998).

On a more practical level, understanding the intended and unintended consequences of
payment contracts is important for firms to understand the productivity of workers, for
workers to balance the trade-offs of pay and health, and for health systems which devise
policy over public health. Given that more than 15% of workers have some form of PRP in
the UK (Andelic et al, 2022), if PRP does unintentionally impact health, all stakeholders need
to, at least, learn about ways of mitigating this issue, as stress-induced iliness is not only bad
directly for workers but also to firms in terms of lost productivity and to public health systems
as these illnesses need to be treated. Central to this paper in the light of the earlier research
on randomly assigning workers to a PRP contract is that worker selection does not alleviate
the effects of PRP on stress. This suggests that firms should consider carefully all of the
benefits and costs of implementing PRP payment contracts, and even if they are
implemented, mitigations should be put in place to help workers reduce the stress, and
potential ill health, brought about due to PRP payment contracts.

References

Allan, J., Andelic, N., Bender, K.A., Powell, D., Stoffel, S. and Theodossiou, |. (2021)
Employment contracts and stress: Experimental evidence. Journal of Economic Behavior
and Organization. Vol 187(C), pp360-373.

Andelic, N., Allan, J., Bender, K.A., Powell, D. and Theodossiou, I. (2022) Performance-
related pay and objective measures of health after correcting for sample selection. IZA
Working Paper. DP, No 15000.

Artz, B. and Heywood, J.S. (2015) Performance pay and workplace injury: panel evidence.
Economica. Vol 82, pp1241-1260.

Bender, K.A., Green, C.P. and Heywood, J.S.(2012) Piece rates and workplace injury: Does
survey evidence support Adam Smith? Journal of Population Economics. Vol 25, No 2,
pp569-590.

Bender, K.A. and Theodossiou, I. (2014) The unintended consequences of the rat race: the
detrimental effects of performance pay on health. Oxford Economic Papers. Vol 66, No 3,
pp824—-847.

Dahl, M.S. and Pierce, L. (2020) Pay-for-performance and employee mental health: Large
sample evidence using employee prescription drug usage. Academy of Management
Discoveries. Vol 6, No 1, pp12-38.

Lazear, E.P. (2000) Performance pay and productivity. American Economic Review. Vol 90,
No 5, pp1346-1361.

45


https://ideas.repec.org/a/eee/jeborg/v187y2021icp360-373.html
https://www.iza.org/publications/dp/15000/performance-related-pay-and-objective-measures-of-health-after-correcting-for-sample-selection
https://www.iza.org/publications/dp/15000/performance-related-pay-and-objective-measures-of-health-after-correcting-for-sample-selection
https://ideas.repec.org/a/bla/econom/v82y2015ip1241-1260.html
https://abdn.pure.elsevier.com/en/publications/piece-rates-and-workplace-injury-does-survey-evidence-support-ada
https://abdn.pure.elsevier.com/en/publications/piece-rates-and-workplace-injury-does-survey-evidence-support-ada
https://academic.oup.com/oep/article-abstract/66/3/824/2364334?redirectedFrom=fulltext
https://academic.oup.com/oep/article-abstract/66/3/824/2364334?redirectedFrom=fulltext
https://www.researchgate.net/publication/331327767_Pay-for-Performance_and_Employee_Mental_Health_Large_Sample_Evidence_Using_Employee_Prescription_Drug_Usage_Forthcoming_in_Academy_of_Management_Discoveries
https://www.researchgate.net/publication/331327767_Pay-for-Performance_and_Employee_Mental_Health_Large_Sample_Evidence_Using_Employee_Prescription_Drug_Usage_Forthcoming_in_Academy_of_Management_Discoveries
https://www.aeaweb.org/articles?id=10.1257/aer.90.5.1346

ARC 2023 Submissions

McEwen, B.S. (1998) Stress, adaptation, and disease: Allostasis and allostatic load. Annals
of the New York Academy of Sciences. Vol 840, No 1, pp33—44.

Nicolson, N. (2008) Measurement of cortisol. In Luecken, L.J. and Gallo, L.G. (eds)
Handbook of physiological research methods in health psychology, pp37—62. Thousand
Oaks, CA: Sage Publications.

Smith, A. (1776) An inquiry into the nature and causes of the wealth of nations. As reprinted
in 1909, edited by Bullock, C.J. New York: Collier.
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Overview

Surgeons are resistant to the incorporation of women and ethnic minorities into their
profession. Using a longitudinal analysis of gender and ethnic career inequalities for a
complete cohort of UK NHS surgeons, we examine factors that condition
gendered/racialised promotions and exits from surgical training. Referencing relational
organisational inequality frameworks, we explore contexts that generate inequalities. We find
inequalities rise in workplaces and surgical sub-specialties with higher white male density,
pointing toward gendered and racialised cultural explanations of closure. Effects, however,
are moderated in hospitals with robust HR overview. We conclude with insights for
organisational inequality process theories and HRM practice.

Research focus, rationale and questions

Inequality on the basis of gender and ethnicity has been studied in medicine, but rarely
intersectionally, nor with a focus on closure mechanisms. Conventional explanations within
economic traditions deploy connections between human capital (HC) and career success.
But the explanatory power of HC frameworks has long since plateaued (Blau and Kahn,
2017; Leicht, 2008) and are ill-suited to explain inequalities within a cohort of professionals
with equivalent credentials and training. HC explanations also fail to capture subtle,
organisation-level barriers (Blau and Kahn, 2017; England, 1982).

Recently there is a reinvigorated focus on organisational explanations that situate the
reproduction of economic inequality within organisational contexts (Bapuiji et al, 2020; Cobb,
2016). Relational inequality theory (Tomaskovic-Devey and Avent-Holt, 2019) critiques
individual ‘merit assumptions’ by embedding individuals in the organisational contexts where
inequality processes — hiring, occupational assignment, training, and earnings — happen
(Baron and Bielby, 1980; Reskin and Bielby, 2005). From this point of view, merit is an
interactional accomplishment in which the relative power of organisational actors, including
human resources, to claim and assign merit drives opportunities and rewards.
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Prior research has relied on heterogeneous samples of organisations and binary employee
categorical comparisons (Abendroth et al, 2017; Tomaskovic-Devey et al, 2015). So,
focusing on intersectional variation across organisational contexts in the NHS, we offer
advances in both research design and intersectional comparisons to ask:

How does (a) white male density at work and (b) organisation type, size and HR influence,
condition gendered/racialised promotions and exits from surgical training?

Research methods

We follow the career progression of a cohort of doctors through the first 10 years of their
surgical careers from September 2009 to March 2020. We use data from the electronic staff
record (ESR) for all surgeons in England provided by NHS Digital. The ESR contains a rich
set of information on hospital doctors’ job and personal characteristics, including their job
grade, specialty, type of training programme, total hours worked, full- or part-time contract,
maternity/paternity leave, age, gender, ethnicity, nationality, type and size of hospital trust,
trust and sub-specialty composition. We analyse data from a cohort of 3,402 junior
surgeons. We directly observe when people leave the surgical speciality to create our first
dependent variable. Promotion to surgical consultant is the second dependent variable.
Organisation type, indicative of HR formalisation and HR rigour, creates a moderator.
Hierarchical logistic regression models with random effects are used to test hypotheses.

Research findings or argument

We find that after controlling for human capital factors, white male junior surgeons receive
higher returns to their career investments in surgical training than all other groups. We find
that during the 10 years of career tracking, they are much less likely to exit surgical
specialities and much more likely to be promoted to senior consulting roles. Even with all
career patterns equalised between groups, career advantages to white men are strong and
stable.

We also find intersectional patterns of inequalities on the grounds of gender and race, with
white men disproportionately progressing comparatively faster and smoothly through
surgical training programmes, followed by white women and Indian men, with all others
having comparatively higher rates of exit and lower rates of promotion. All inequalities are
higher in workplaces and sub-specialties with higher proportions of white men, pointing
toward gendered and racialised cultural explanations of closure from surgical specialties.

Finally, in relation to inequality processes, we find that promotion advantages shrink in
larger, more formalised hospitals which are subject to greater scrutiny of their decision-
making by better resourced HR departments, Royal College accountability and greater
public visibility. However, disproportionate rates of exit for intersectional groups are not
moderated by trust type/size. We argue that this indicates the pervasiveness of homosocial
cultural norms overcoming the influence of good HR equality practice on the day-to-day
experience of junior surgeons in trusts in England.

Practical importance and implications of research

The NHS currently has a medical workforce crisis — a general labour shortage exacerbated
by female and non-white attrition. It is clear from this study that exits and promotion
discrimination are not a function of different investments in training time, but rather reflect
lower recognition of investments that are made within this white male-dominated profession.
That these patterns worsen when specialties and workplaces have more white men is strong
evidence that this is not only the culture of surgery, but also relational inequality produced
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when white male surgeons have enhanced control over work. That large teaching trusts
supported by greater overview by HR and mechanisms of transparency can mitigate these
negative outcomes suggests that increased formalisation of promotion elsewhere may be
efficacious.

The NHS should therefore address training exits and promotion discrimination. A set of
policy and practice adjustments should help. First, management needs to recognise the
organisation context of inequalities and monitor race and gender differences in attrition and
promotion. Visibility of these metrics is important to empower managers committed to
change and support the claims of female and minority surgeons to better treatment.

This research has implications for the general effort to develop organisational approaches to
inequality. Past practice has focused on human capital explanations, focusing on individual
traits rather than organisational processes. What we see here is the power of asking
organisational-level questions about closure processes and context. Even in the face of
expanding diversity at hire, closure processes can lead to turnover and career
discrimination.
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Overview

Authentic leadership (AL) has become popular within leadership development, yet it may be
problematic for LGBT individuals. Therefore, we shed light on how AL can be applied to
LGBT individuals. First, interviews with LGBT individuals reveals both opportunities/benefits
and challenges/tensions for LGBT managers who try to enact AL. Informed by this analysis,
a survey of LGBT and non-LGBT managers find that AL adds psychological and
developmental value for LGBT managers but not for non-LGBT managers. We highlight how
AL practice should consider the wider context of the person’s LGBT identity and how that is
(un)supported and (in)validated at work.

Research focus, rationale and questions

Authentic leadership (AL) is an increasingly popular concept, having emerged to develop
ethical, responsible, and self-aware leaders (Gardner et al, 2011). Despite much research
showing positive outcomes related to AL, it has also received a lot of criticism (Gardner et al,
2021), which centres on AL being too idealistic and performative in practice, and
theoretically acontextual and uncritical (Iszatt-White et al, 2021). Importantly, there is a
concern that AL could be problematic when applied to lesbian, gay, bisexual, and
transgender (LGBT) individuals because, in enacting AL, they are positioning themselves
within a vulnerable space where their LGBT identity could be invalidated or discriminated
against (Fine, 2017; Ladkin, 2021). Yet there are also positive stories about how AL and
associated training can enable LGBT leaders to thrive (for example, Siegmund, 2021,
Stonewall, 2021), as well as evidence that being authentic within one’s work environment is
important for LGBT people (Fletcher and Everly, 2021; Fletcher and Marvell, 2022). LGBT
people in management positions are important to study as they represent a unique social
identity group that challenges dominant gendered and heteronormative views of leadership
(Chang and Bowring, 2017; Muhr and Sullivan, 2013). However, there is a lack of empirical
exploration into whether AL is a useful, positive concept that can enable LGBT managers to
thrive or an inherently problematic one that erodes their inclusion and career development.
Therefore, there is a need to understand how LGBT managers navigate their LGBT identity,
their desire to be authentic, and their leadership role.

Research methods

A mixed-methods research design was adopted. First, qualitative interviews with 23 LGBT
managers were conducted to better understand the subjective experiences of being an
LGBT leader. We utilised a semi-structured interview guide, where we provided interviewees
with an operational definition of authentic leadership and asked about their interpretation and
experiences of authentic leadership, as well as how they felt their LGBT identity may or may
not be related to these experiences. Second, a quantitative time-lagged survey of 198 LGBT
and 220 heterosexual, cisgender managers tested whether authentic leadership would be
related to psychological and developmental outcomes (role engagement and career
satisfaction measured one month later) and explain additional variance in these outcomes
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beyond transformational leadership, as an indication of a dominant leadership behavioural
framework. We also controlled relevant individual differences, such as age and core self-
evaluations, which may be related to self-perceptions of one’s leadership abilities.

Research findings or argument

In our qualitative interview study, we find that AL provides opportunities and benefits for
LGBT managers, for example it can help affirm one’s LGBT identity, and can enable
transformative personal and organisational change. However, AL can lead to specific
challenges and tensions, for example it can position LGBT managers within organisational
political agendas and can bring up challenging personal struggles about their identity and
how to manage it. Thus, the experience of AL is complex and nuanced for LGBT managers,
underscoring AL as a ‘double-edged’ sword. Yet, AL can have important added
psychological and developmental value for LGBT managers even when navigating through
tensions and challenges. This added value is primarily viewed as augmenting a more
transformational style of leadership. Therefore, the opportunities for psychological and
developmental growth should merit LGBT managers getting more benefit from AL vis-a-vis
transformational leadership (TL). Moreover, this benefit is likely to be weaker for non-LGBT
managers who do not contend with the identity stress associated with invisible stigma and
may not need their identity affirmed as strongly. We further examine this potential added
value in our time-lagged survey study, which finds that self-reported AL was positively
related to one’s career satisfaction and the engagement with one’s managerial role, and
adds incremental validity beyond transformational leadership, for LGBT managers but not for
heterosexual/cisgender managers. In sum, AL is potentially a double-edged sword for LGBT
managers, yet it does seem to psychologically enrich their leadership experiences.

Practical importance and implications of research

Leadership development programmes, particularly those oriented towards LGBT individuals,
could include activities that highlight and strengthen one’s identity and the positive aspects
of diversity within the organisation. These programmes could focus more on AL and how to
balance the need for authenticity with the need to enact a role performance, which could be
particularly important for LGBT individuals early on in their managerial careers, who may
struggle with managing their identity at work. Role plays, active self/group reflection, and
coaching could build key competencies needed for AL, such as self-awareness, decision-
making skills, and interpersonal communication. Second, our findings point to the need for
allyship and inclusion training that can build psychological safety. Moreover, creating
awareness among non-LGBT managers/leaders about specific challenges that their LGBT
counterparts face and the support they can offer to facilitate the AL of their LGBT peers may
be useful. This will help create and sustain a strong diversity and inclusion climate across
the organisation, which could enable LGBT managers to navigate their desire for authenticity
and the expectations of their managerial role in ways that foster opportunities to express and
show their leadership potential via AL behaviours. Finally, LGBT leaders can create positive
organisational change through championing inclusion and social justice. However, it is
critical that they are not sole representatives of an organisation’s inclusion agenda, or of
LGBT people. Therefore, an inclusion strategy designed to empower, rather than exploit,
managers from minoritised groups would be critical for AL to add value to the organisation.
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Re-crafting engineering? Exploring how neurodiverse
engineers engage in job crafting
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Overview

This ongoing study (currently 17 interviews) seeks to address a significant literature gap
through gaining an understanding of how neurodiverse (for example, autism, dyslexia,
ADHD, etc) engineers engage in job crafting. In order to do so, we draw upon Lazazzara et
al’'s (2020) job-crafting process model, which considers the job-crafting motives, the impact
of context, the forms of job crafting, personal factors and the job-crafting consequences. Our
findings can provide a set of practical implications for engineering as a sector and HR
policies and practices.
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Research focus, rationale and questions

Wrzesniewski and Dutton (2001) noted that the need for control over work, establishing a
positive self-image and connections with others motivate to engage in job crafting, which, in
its turn, is argued to enhance the person—career fit (De Vos et al, 2020) and stimulate
employees’ career growth (Hall and Las Heras, 2010). Employees may be proactively and/or
reactively motivated to craft their jobs and the form of job crafting depends also on
contextual factors, such as organisational climate and job design components (for example,
resources, workload, demands) (Lazazzara et al, 2020).

However, to date there are no studies on how neurodiverse (for example, autism, ADHD,
dyslexia, dyspraxia) employees might engage in job crafting. This is an important gap,
considering that neurodiverse employees are often excluded and marginalised in the
workplace due to negative stereotyping (Den Houting, 2019; Patton, 2019; Priscott and
Allen, 2021) and negative organisational cultures (Kapp et al, 2019; Saleh et al, 2022), and
this might impact their self-confidence, relationships with colleagues and control over work
(Booth, 2016; Sheppard et al, 2016). Taking into consideration that there is little research on
neurodiversity and employment (Doyle and McDowall, 2021), this gap becomes even more
pertinent.

This paper focuses on neurodiverse engineers — since anecdotally the sector attracts more
neurodiverse talent (Baron-Cohen et al, 1997; Costello et al, 2021) — and asks:

o What processes can be identified that illustrate when and how neurodiverse
engineers engage in job crafting?

e How do contextual factors (that is, organisational climate and job design) influence
neurodiverse engineers to engage in job crafting?

Research methods
This paper draws upon qualitative data from in-depth semi-structured interviews.

The study is still ongoing: we have currently interviewed 17 engineers (civil, mechanical, oil
and gas, software, robotics), both male (nine so far) and female (eight so far), mostly of
white British background, but one white Australian and two from ethnic minority backgrounds
(British Asian, British black). Participants were mainly employed, apart from two who were
self-employed/contractors. In addition, participants worked in both large multinational
corporations and SMEs. The participants have been/are being recruited using purposive
sampling and access was sought via personal contacts, social media (Facebook groups,
Twitter, LinkedIn), support from large engineering organisations (HR and employee resource
groups), the Engineering Council, and snowballing.

The interview schedule was developed following guidance from Norris et al (2020) to
acknowledge the challenges that autistic participants in particular might encounter. Towards
this end we have also included semantic prompting (that is, a general prompt before asking
for a specific instance) and visual prompting.

Research findings or argument

To analyse our findings, we will be drawing upon Lazazzara et al’'s (2020) job-crafting
process model, which considers the job-crafting motives, the impact of context (supportive
versus constraining), the forms of job crafting (that is, approach job crafting, avoidance
crafting, and crafting in other domains), personal factors (supportive versus constraining)
and the job-crafting consequences.
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The engineers in our sample so far seem to engage in job crafting mostly reactively (for
example, because of pressure to behave as ‘engineers’ and work following a specific
pattern) but also proactively (for example, shape their careers/roles according to their
strengths, use some strategies in order to improve their performance), depending on how
supportive their context is. However, most of them, and especially those in larger
organisations, appeared to be experiencing constraints not only due to the organisational
context (for example, negative stereotyping, lack of support from HR and especially their line
managers) but also professional standards (for example, they struggled to it the box’ of
being a chartered engineer). In some cases, line managers ruled out progression
opportunities based on the stereotypical assumption that neurodiverse individuals lack the
social skills needed to manage a team. The forms of job crafting that are emerging so far
are: approach crafting (for example, adding tasks they enjoyed doing more of, establishing
different ways of managing their teams), avoidance crafting (for example, avoiding
networking or socialising, avoiding going for certain promotions), but also crafting in other
domains (for example, adjusting their working hours when working remotely, changing their
physical environment, etc).

Practical importance and implications of research

Our findings can provide a set of practical implications for engineering as a sector and
organisations. Given the current skills shortage of engineers (Armitage et al, 2020), it is of
crucial importance that the sector adapts its practices to ensure that it attracts, recruits, and
retains neurodiverse engineers through building a genuinely inclusive professional culture
that is also reflected in the criteria for chartership (that is, being less prescriptive). The key
learnings for HR are:

Commitment to an inclusive workplace culture

Organisations need to move away from deficit thinking around neurodiversity and work
towards a more positive and inclusive culture, which, in its turn, will provide a supportive
context for job crafting and, most importantly, enhance the sense of organisational and
professional belonging.

Retention of talent: revisiting job descriptions career progression criteria

Organisations need to carefully reconsider job design (for example, do all engineers need to
approach the problem in the same way? What skills and experience are essential?) and
ensure that they offer autonomy in carrying out job activities (but also support when
neurodiverse employees might struggle with their work—life balance).

Performance management

All line managers should be trained in how to manage, support, and review the progress of
neurodiverse employees. HR could also evaluate performance management, using a
neurodiversity lens, and identify which encouraged behaviours (for example, being
‘diplomatic’) or practices (for example, networking) might impede career progression and/or
influence what is considered ‘good performance’.
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4A: Fertility and maternity leave
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Overview

This study explores the influential factors that enhance female academics’ psychological
wellbeing in the full course of their maternity leave. A total of 21 critical incident interviews
were conducted with academics who took maternity leave recently in the UK. The results
indicated participants suffered from anxiety due to research identity threat, financial worries,
workload negotiation and complicated maternity leave packages before, and during, their
maternity leave. We recommend more people-centred support from both the line manager
and HR is essential to strengthen their psychological safety. We also found that a tailor-
made post-maternity working scheme for research staff offers them a psychological space
for identity transition.

Research focus, rationale and questions

Whereas a longer period of paid maternity leave leads to greater mental wellbeing among
women taking maternity leave (Aitken et al, 2015), research also indicates that taking the full
entitlement to paid maternity leave could have negative impacts on women'’s careers, as well
as on their perceived identity, emotional transition to motherhood, and self-efficacy when
they returned to the workplace (Ladge et al, 2018). Indeed, the longer the maternity leave,
the more profound the impact on a female academic’s career due to some ‘hidden tolls’,
principally as a consequence of a competitive research environment and promotion policy
(Maxwell et al, 2019). While much current research utilises macro-level economic and
gender gap perspectives (for example, Epifanio and Troeger, 2021), our approach is
distinctive as we employ a micro-level research design grounded in social exchange theory
(SET) (Blau, 1964). SET emphasises the employee—employer relationship as an exchange
of valued resources. Researchers have identified that recognition and rewards (Lee et al,
2014), fair treatment of employees (Ko and Hur, 2014), and proper supervisory support
(Bagger and Li, 2014) are perceived by employees as valued resources offered by
organisations to their employees. Nevertheless, current research has scarcely focused on
the relational aspect of maternal support provided by the organisation. Hence, we apply SET
in this study and ask the following questions:

1 What are factors that influence whether female academics take full maternity leave?
2 In what way might higher education institutions (HEIls) in the UK better facilitate
female academics’ identity transitions into working mothers?

Research methods

The critical incident technique (CIT) was used to interview 21 female academics who took
their maternity leave in the past five years (2017-21) in the UK. We asked them to share
their most recent maternity leave experience. Interview questions focused on revealing the
influential factors that impacted upon their decision to take maternity leave, including support
from the management team, peers and university level (for example, HR). The participants
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were recruited using purposive sampling and access was sought via personal contacts,
social media (for example, LinkedIn) and snowballing. All interviews were transcribed
verbatim by a professional third party and the thematic analysis was conducted by both
authors.

Research findings or argument

This study indicates that female academics often suffered from psychological strains, such
as anxiety and stress, prior to their maternity leave. The reasons causing their psychological
stress included worries about their research career (that is, identity threat), financial situation
(when the paid maternity leave offer was not satisfactory), workload negotiation and
navigating complicated maternity leave policies. Most of the participants were concerned
about their research career and promotion if they took a longer leave of absence. Hence, all
of them decided to carry on their research projects while on leave. Meanwhile, the
complicated maternity leave policies and packages aggravated their level of anxiety.
Therefore, a more people-centred support from their line managers and HR is advocated.
For instance, all the line managers should be acquainted with maternity policies, and HR
should be active in helping to identify the best combination of ‘leave package’. Moreover,
inconsistent maternity cover schemes created a divide within participants’ department,
whereby some leave-seekers were obliged to find their own substitutes internally and
negotiate the corresponding workload. Whereas a few participants appreciated the
generosity of their institutions’ maternity leave financial support, most participants indicated
that a more holistic and tailor-made maternity leave scheme for research staff is needed.
Their suggestions included a guaranteed paid sabbatical or no-teaching responsibilities
following the period of maternity leave. In general, this study proposes a comprehensive
maternity leave strategy for research academics should incorporate detailed financial
packages and bespoke support schemes enabling maternity leave takers to resume their
research progress and gradually facilitate their working mother identity.

Practical importance and implications of research

This study makes a contribution to theories and practices in HR and organisational
psychology areas. This study extends the existing academic maternity leave literature by
employing a people-centred approach to investigate issues relating to an academic’s
maternity entitlement. The study results indicated that expectant mothers perceived
organisational support (including the line manager, HR and peers) had positive impacts on
their psychological safety and self-efficacy. This result indeed aligns with extant postnatal
wellbeing research (for example, Leahy-Warren et al, 2012), which confirmed structural and
informal social support enhanced mothers’ parental self-efficacy.

Our study offers new insights in the contemporary HRM literature by suggesting a holistic
maternity leave strategy for academics should comprise both macro-level monetary
provisions and workload-covering policies as well as individual-level interpersonal support
and tailored research progress résumé schemes. Accordingly, several practical implications
have been identified. First, themes identified in this study can be used for HR professionals
in HEls as guidelines to review their current maternity leave strategies. Second, an
appropriate training programme should be provided to line managers, as several interview
participants indicated their line managers exhibited a lack of understanding/knowledge of
maternity provisions. Third, HR professionals who are responsible for maternity leave
applications should demonstrate empathy and employ interpersonal skills to help expectant
mothers to identify their personal needs so as to recommend the best combinations of leave.
Furthermore, all decision-making processes, like maternity cover and workload
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arrangements, should be transparent. Finally, post-maternity research support or informal
networks are essential to career identity and resumption.
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Complex fertility journeys and employment

Krystal Wilkinson, Manchester Metropolitan University
Clare Mumford, Lancaster University

Michael Carroll, Manchester Metropolitan University
Overview

We present on the findings of a two-year Leverhulme Trust funded research project on
‘Complex Fertility Journeys and Employment’, which explores the two-way relationships
between self-identified ‘complex fertility journeys’ (which included things like fertility tests,
fertility treatment, pregnancy loss and, for some, coming to terms with involuntary
childlessness) and employment. The project included interviews with 80 men and women
with lived experience of these journeys (from a range of occupational contexts), interviews
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with line managers and fertility counsellors, an online review, and the development of a
novel ‘ethnodrama’ resource for dissemination of findings and awareness-raising.

Research focus, rationale and questions

While extensive research and practitioner attention has been paid to the intersection
between maternity/parenthood and employment, much less attention has been paid to the
stages before conception (fertility and fertility struggles) and some of the other challenges
posed by ‘complex fertility journeys’. Research on these issues is urgently needed, as there
is rising industry and government awareness of the challenges associated with fertility,
pregnancy loss, and women'’s health more broadly in the workplace. As HR professionals
start to develop policies and training provisions, and seek buy-in from other organisation
stakeholders, it is important that robust evidence is available.

The research project had two main aims:

1 To explore how men and women in different workplaces and roles, and from varying
social backgrounds, experience diverse fertility journeys, and to explain the effect of
work on pre-conception/infertility experience, and vice versa.

2 To raise understanding and debate across a number of stakeholder groups, including
HR practitioners, managers, workers, medics and fertility specialists, of the
workplace challenges faced by men and women on fertility journeys and of how
workplaces and pre-conception/infertility affect one another.

Research methods

The central research method was 80 biographical narrative (after Wengraf, 2011) interviews
with individuals who self-identified as having experience of navigating a complex fertility
journey alongside employment. This included diversity in gender, sexual orientation, fertility
journey (experiences, stage and outcome) and employment (industry, job role, contract type,
seniority). These were supplemented with 10 interviews with line managers, 10 interviews
with fertility counsellors, and an online review.

The project makes use of another unique methodology — aimed at research dissemination.
This is ‘ethnodrama’ (Saldafia, 2011). We employed a creative consultant to work with us to
convert key themes from our research, and participant words, into a set of short vignette
scripts for use in workplace training interventions, as well as broader awareness-raising.

Research findings or argument

Our findings centre on two issues. The first is the difficulty of navigating a highly
individualised and unpredictable complex fertility journey. Experience differed hugely in our
sample in terms of the origins of fertility issues, the experiences/challenges faced, the
duration of the journey, and the outcome. The commonality in our dataset centred around
the additional ‘work’ required to navigate this journey alongside paid employment, and the
general lack of knowledge about this individual complexity in an employment context. We
surfaced a range of logistical, physical, emotional, social and financial challenges, which
intersected in different ways with employee demographic features and different work
contexts. While not the whole story, the extent to which someone feels able to disclose (tell
people about) their experience at work, and the way their manager and colleagues respond,
often makes a significant (negative or positive) difference to their experience.

The second finding concerns organisational context. While many organisations recognise
the need to take active steps to accommodate employee pregnancy, maternity and parenting
needs, there is evidence that traditional inequalities are being perpetuated in terms of wider
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fertility concerns. Moreover, where organisations have started to engage with fertility
treatment, organisational policy and HR responses are often not sufficiently nuanced to be
helpful. Particular gaps appear in terms of support for line managers and for those who are
unsuccessful in their fertility journeys.

Practical importance and implications of research

Complex fertility journeys are incredibly common, and are a working-age population

issue. One in seven couples experience infertility (WHO, no date); and many turn to fertility
treatment. Fertility treatment is often needed when same-sex couples or those without
partners want to have a biological child. One in four pregnancies end in miscarriage
(Tommys, no date). One in five women are childless at mid-life, and for 90% of these, this is
not by choice (Archetti, 2019). These issues are currently largely silenced in the workplace,
although the tide is turning. Organisations/HR should be aware of these issues and provide
appropriate support for employees affected — not only from a wellbeing perspective, but also
due to the impact on employee attendance, performance, engagement and retention. We
offer a number of recommendations for how organisations can become more ‘fertility
friendly’, in terms of awareness-raising, policy development, line manager training, and other
interventions.
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4B: Organisational culture and climate

Richard Cotter, Allianz Ireland
Robert Power, Allianz Ireland
Overview

Functionalist approaches to culture dominate the organisational scene. Culture is primarily
conceived and practised as though ‘in the mind’. Thus, culture is mysterious, hard to locate
and, worst of all, seemingly intractable. Armed with this psychologistic idea of culture,
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change methods are perhaps inevitably relegated to workshops on ‘values’ and ‘mindsets’,
which invariably recur because such a focus, while necessary to some extent, is never
sufficient to drive effective cultural change. Our paper outlines a different, anthropological
approach which breaks the functionalist spell by anthropologising culture, simultaneously
making it more tangible and open to concrete adaptation.

Research focus, rationale and questions

Our overarching research focus was on exploring how a novel, anthropological approach to
culture change might work in a real-world setting. Our starting point was less a hypothesis
than a felt sense of intellectual and professional frustration with extant approaches, coupled
with a practical need to actually advance culture change in the organisation we work in. Our
research rationale was twofold: first, we wanted to understand whether an anthropological
approach could be more successful than more traditional efforts at culture change seemed
to be — efforts we had seen and been involved in ourselves. And second, we had been
tasked with architecting culture change in our own organisation and, moreover, had a
relatively well-defined target culture to establish. Stemming from this were a range of
interconnecting sub-questions. The four key ones are listed next:

¢ What does an anthropological approach to culture change mean and look like, and
how do you conceive of and design it?

« How will managers and employees respond to such an approach, which will be
unfamiliar to them?

e How would we compare progress and success (or failure) against the traditional
approaches we were abandoning and challenging?

o Would it work, in terms of the target culture the approach was aimed at creating?

Research methods

Our approach was anthropological, our research methods ethnographic. We conducted
participant observation, ethnographic interviews, and action research workshops.
Ethnographic research methods specialise in the generation and analysis of rich, qualitative
data which add colour and texture to the representation and interpretation of a research
setting. In contrast with other methods, the focus is on ‘colouring in’ rather than counting, per
se. Ethnographic methods focus less on questions of what, diving deeper into ‘how’
questions involving meaning and context. The methods we used also amplified the voice of
organisational members and treated them less as research subjects, per se, but more like
research colleagues with shared ‘skin in the game’. For example, research participants were
encouraged to view and critique our emerging concepts and experimental cultural practices,
and as the programme advanced, we incorporated such feedback. Ethnographic methods
are less convenient and more messy than others, but they hold the promise of being far
more inclusive and participatory. This was necessary in a situation where for us the research
findings were inseparable from the need to produce practical research outputs which would
impact on all organisational members, including, of course, ourselves.

Research findings or argument

Two overarching findings emerged from our research which support and allow us to make
our critical but also constructive argument that popular, mainstream approaches to thinking
about and changing culture, that is, functionalist paradigms and methodologies, are flawed
and misdirected and therefore do not deserve their dominance. Further, we believe they
should be abandoned in favour of more anthropological approaches which will serve the
needs of all culture stakeholders better, providing richer insight and more inclusive and
actionable outcomes from culture change activity. These two master findings can be briefly
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summarised as follows. First, culture is about and located in interactions rather than
individuals, meaning over-determining the role of values and mindsets is misguided, and
training and communication (the methods most favoured for working on the aforementioned
aspects) is of extremely limited value. Second, the design and provision of collaborative
spaces with appropriate ‘interactions scripts’ changes culture through the operation of such
mechanisms. In other words, culture change is achieved when people perform work
differently together and these performances can be designed and encouraged. As they
iterate and eventually embed, they take hold and culture moves. But this takes careful
steering and minding, and backsliding may occur.

Practical importance and implications of research

The practical importance of our research is that it demonstrates it is possible to achieve real
culture change by avoiding the pitfalls of functionalism. This is especially important in a time
of hybrid working, when concerns exist over what culture means nowadays, where it is
located, and how to adapt and shape it effectively. Real culture change is highly desirable in
organisational settings, and its lack and difficulty is frequently lamented. Perhaps this is why
we hear so much about culture change — it’s not that existing methods are not being
attempted, it’s that they never really work, so the failure loop continues. But to whose
benefit? Arguably, consultants selling functionalist culture change products. We suggest that
one reason non-functionalist approaches like ours are not more widespread is a lack of
awareness and capability, which can be remedied. Indeed, it is our mission to help with this
by the dissemination of our research project and findings. We wish to help ‘break the spell’
functionalism has cast on culture change.

References

(Our work speaks to the relevant body of literature; a comprehensive list of references exists
and will be provided upon acceptance as part of a final and full research paper presentation.)

Zara Whysall, Nottingham Trent University
Jacqueline Joyce, Nottingham Trent University/Fuijitsu Ltd
Overview

This paper outlines the development and implementation of an organisational culture
maturity matrix methodology within Fujitsu Ltd, to provide a means of defining, measuring
and tracking change in organisational culture towards one that will promote inclusion,
enhance innovation, and strengthen organisational learning.

It describes development of the matrix tool via an abridged Delphi approach and internal
(Fujitsu) focus groups, plus the development of an online platform to host the tool. The
authors share feedback and lessons learned over the staggered rollout across around 2,900
employees, plus initial findings from the matrix tool, and implications for proposed
interventions.
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Research focus, rationale and questions

To remain competitive in the changing world of work, Fujitsu identified a need to
fundamentally shift its culture and ways of working. It needed a culture that promotes three
areas identified as of strategic importance to future growth and organisational performance:
greater inclusion, enhanced innovation, and improved organisational learning. Fujitsu also
recognised that this could not be a one-off. Acknowledging organisational agility as a critical,
ongoing capability, Fujitsu wanted to ensure that the approach was embedded.
Consequently, the research aims to develop an internal capability to transform and
retransform culture within Fujitsu, ensuring that these changes are sustainable.

As a result, the research questions we set out to address were:

o What type of organisational culture should Fujitsu aspire to develop, to enhance
inclusion, innovation, and organisational learning?

e How can Fujitsu gain a means of measuring culture and tracking culture change
towards this desired culture, over time?

e How can Fuijitsu help to evolve its organisational culture, towards one that promotes
greater inclusion, innovation, and organisational learning?

¢ What systems, processes, resources or other adaptations must be in place to ensure
that these changes are embedded and sustained?

Research methods

Literature reviews were conducted using academic databases (for example, Business
Source Complete, Emerald, Ingentaconnect and the grey literature) to identify the cultural
characteristics that drive or inhibit inclusion, innovation, and organisational learning.

These factors were used to design Cultural Maturity Matrices for inclusion, innovation and
organisational learning, outlining the normative behaviours and ways of working for each key
driver, against four levels of maturity.

The matrices were refined using an abridged Delphi approach involving 16 academic and
practitioner experts. Following this, feedback was gathered from three internal Fujitsu focus
groups comprising a further 16 experts in innovation, inclusion or organisational learning.
The matrices were further refined and then integrated into a single matrix through a mapping
exercise. This tool was piloted with over 60 participants who provided in-depth feedback.
Following further refinements, all employees within divisions of Fujitsu’s UK business were
invited to complete the tool (between July and October 2022).

Research findings or argument
The literature and subsequent mapping identified that:

o Of the 19 enabling factors identified as critical to an inclusive organisational culture,
six were also key enablers of learning and innovative organisations (for example,
embracing differences, openness to diversity, inclusive discussions, constructive
conflict, feedback).

o Of the 22 cultural enablers of a learning organisation, 18 were also enabling factors
for innovation (for example, autonomy, failure/experimentation, collaboration,
reflection).

o Psychological safety emerged as a fundamental enabler of all three factors, with 22
key cultural enablers of learning, innovation and inclusion also being central to
psychological safety.
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Key insights/adaptations from the Delphi process and focus group feedback:

o adjustments to reflect Fujitsu’s existing terminology and context, to align the matrices
with Fujitsu’s strategy and ensure messages are consistent

e importance of ensuring each level of maturity is clearly distinct, to help people identify
which was closest to their day-to-day experience

e clarity on who participants should be thinking about when answering, to enable
people to feel more certain in their judgements, and identification of potential sub-
cultures

o the levels of maturity outlined within the matrices not only constitute a potential
means of assessing current culture and monitoring change against this, but also act
as a learning and development tool, illuminating the pathway towards the desired
culture.

At the time of abstract submission, data collection using the cultural maturity matrix tool was
in progress. Findings from the analysis of these data will be presented in the full paper
delivered at the conference, along with an outline of the proposed interventions informed by
this.

Practical importance and implications of research

This research aims to address several common challenges affecting culture change
initiatives in practice:

1 A poorly defined cultural ‘destination’

Many initiatives aim to change culture without a clear picture of the type of culture towards
which they are trying to move, and why. They may wish to create a culture of inclusion,
innovation or collaboration, but what does this look like, specifically? This research
developed a detailed picture of the cultural characteristics likely to enable inclusion,
innovation and organisational learning, based on review of the literature. These
characteristics were then mapped onto an organisational maturity matrix, developing
indicators to clarify what each characteristic looks like at different levels of cultural maturity.

2 Lack of clarity around current culture (the starting point)
3 No means of monitoring or tracking progress

In addition, it is often the case that organisations set off to change organisational culture
without an accurate picture of the current culture, or any means of monitoring or tracking
progress in the evolution of culture.

4 A top—down focus (‘mandating culture change’)
5 Piecemeal approach, overlooking systemic influences

The approach outlined emphasises the importance of creating change from the bottom—up,
through social learning, while also aligning more formal, top—down elements and systems. It
emphasises the importance of an integrated, systemic approach aimed at achieving
alignment between levels of culture, culture as espoused (for example, strategy, espoused
values, policies), culture as practice (how people actually operate or behave), and deep-
rooted values, attitudes and beliefs (what individuals truly value, think and believe).
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4C: Skills and performance

Daniel Wheatley, Birmingham Business School
Overview

This paper investigates the challenges of navigating adoption of remote and hybrid working
for large organisations with diverse functions. Focus groups with employees of the UK
business of a multinational identify conceptual contributions and empirical findings in the
context of the coronavirus pandemic that inform future policy and practice. Location-based
flexible working has a potential unintended ‘ripple’ effect created by flexibility experienced by
an individual having wider-reaching consequences at team level and beyond. Findings
emphasise that organisations need to recognise and respond to new realities of location-
based flexibility, and management must account for potential ‘ripple’ in the development of
flexible working policies and practice.

Michael Bannwolf, University of Portsmouth
Valerie Anderson, University of Portsmouth
Yvonne Rueckert, University of Portsmouth
Overview

Mental toughness is an important concept in the sports coaching literature, but its value and
utility as a feature of executive coaching is underresearched. This presentation reports on
qualitative research carried out in Germany involving both elite triathlon and senior executive
coaches. In addition to revealing important conceptual nuances associated with mental
toughness, the analysis indicates how mental toughness coaching may contribute to goal
pursuit processes so far underrepresented in executive coaching models and frameworks.
The paper contributes to coaching theory and practice by integrating mental toughness, as
distinct from resilience, into executive coaching models.

Research focus, rationale and questions

Workplace coaching has become pervasive worldwide. Coaching is carried out by specialist
executive coaches, line managers and others (Passmore and Lai, 2020; Whitmore, 2002).
There are predictions in the practitioner literature that coaching may overtake consultancy as
a workplace learning and development (L&D) activity of choice (Bazelmans, 2021).

Research into the effectiveness of executive coaching identifies resilience as important for
executive leadership performance (Sarkar and Fletcher, 2016; Smith, 2017). However,
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although this concept is associated with ‘cognitive hardiness’ and self-efficacy (Grant et al,
2009), its relevance to goal pursuit effectiveness in executive contexts is not established
(Greif and Benning-Rohnke, 2015; Lai and Palmer, 2019; Miller and Kotte, 2020). The
sports coaching literature, by contrast, focuses on the concept of mental toughness, as a
driver of goal pursuit persistence energy (Gucciardi et al, 2015; Liew et al, 2019).

Practitioner interest in the concept of mental toughness in leadership and management (for
example, Selk, 2012) has not thus far been validated by empirical research. This paper
builds on and integrates research literature from the elite sports and executive coaching
fields. It draws on the conceptual framework of mental toughness developed by Gucciardi et
al (2015) and reports research carried out with executive coaches in Germany to examine if,
in what ways, mental toughness has value as a feature of executive coaching. The principal
research question is: How do executive coaches describe the concept of mental toughness
and its relevance for coaching to support executive goal pursuit persistence?

Research methods

A qualitative research design was used, suitable for analysis of concepts, opinions, and
experiences. The research is grounded in a constructivist and interpretivist approach
(Silverman, 2017), recognising how executive coaches construct their coaching practice and
its constituent elements. Semi-structured interviews were conducted with 10 elite triathlon
coaches and 12 executive coaches. A purposive sampling approach was adopted, with the
final sample size guided by principles of data saturation (Saunders and Townsend, 2016).
Interviews lasted between 40 and 105 minutes and were conducted in either German or
English and then translated and transcribed. This paper focuses on the responses of the
executive coaches to explore and evaluate whether and how the concept of mental
toughness has utility for goal pursuit persistence as a feature of business executive
coaching. A thematic analysis process was used (Braun and Clarke, 2022) utilising Nvivo
qualitative data analysis software.

Research findings or argument

This research, carried out in Germany, adds to the coaching literature, which is currently
dominated by English-speaking perspectives. The data indicates that executive coaches
understand the concept of mental toughness differently from the sports-derived framework of
Gucciardi et al (2015). Findings show the importance of coaching contexts, for example,
levels of complexity, workload, pressure, and high demands, which are differently
experienced in sports performance and executive leadership contexts. Goal achievement
focus and performance development processes over extended time periods feature in both
contexts.

The nature and complexity of goals and factors affecting their achievement are different in
elite sports and executive leadership contexts.

In relation to the research question, executive coaches interpret the concept of mental
toughness in a holistic way, comprising three components: (1) motivational energy, (2) goal
pursuit process enablers, (3) socio-relational competencies. Motivational energy and goal
pursuit persistence feature in the descriptions of mental toughness in both contexts, but the
findings indicate the role that mental toughness coaching could play in the development of
sustainable socio-relational competencies necessary for executive leadership effectiveness.

Second, the analysis indicates that the concept of mental toughness described by executive
coaches extends beyond concepts of resilience in the business coaching literature. Whereas
resilience concerns overall adaption and recovery from stress, adversity and significant
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challenges (Liu et al, 2017), mental toughness is understood as a basis for maintaining and
sustaining socio-relational capabilities, motivational energy and goal pursuit ad hoc in any
situation and over lengthy time periods.

Practical importance and implications of research

The research suggests the value of mental toughness coaching as a feature of executive
development but challenges the assumptions in practitioner literature that mental toughness
involves ‘no excuses’, excessive optimism, and a single focus on execution and performance
(Selk, 2012). Rather, it suggests that mental toughness coaching can support executives to
clarify and integrate motivational qualities of balance and conscious decision-making based
on recognition of context as well as individual goal ambition. Further research is needed to
further examine the underlying mechanisms of goal pursuit (Heckhausen and Gollwitzer,
1987; Kruglanski et al, 2002).

However, this study has important implications for practice. First, it identifies the potential of
mental toughness coaching to support and develop clarification and integration of
motivational factors in different executive client contexts. This analysis, therefore, departs
from, and challenges, the assumptions about mental toughness that are prevalent in
practitioner literature in the management and leadership fields (for example, Selk, 2012).
Second, mental toughness as a feature of executive coaching can enhance goal pursuit
processes, specifically on translating goals into action (Gollwitzer and Sheeran, 2006).
Specifically, it can extend ‘specific, measurable, assignable, realistic and time-related’
(SMART) goal-focused coaching (Clutterbuck and Spence, 2017) and the established ‘goals
reality, options, will (GROW) model of coaching practice (Whitmore, 2010).
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Poster presentations

Emma Gentry, Horizon Centre for Doctoral Training, University of Nottingham
Overview

This poster summarises a study in progress looking at attitudes and values towards the
introduction of wellbeing platforms within the workplace. This study focuses specifically on
personal data-sharing elements and the sociological, technological, and organisational
context in which they sit. Overall, this research attempts to find a balance between
managerial insight and employee privacy when considering the sharing of personal
wellbeing data within large organisations. The poster presents initial results of my first study
investigating attitudes and values towards the introduction of wellbeing platforms in the
workplace, which will be concluded by summer 2023.

Research focus, rationale and questions

Workplace wellbeing has noticeably declined, with around one in four individuals having
suffered from work-related stress, depression, or anxiety in the last two years (Clarke, 2022).
Concerningly, only 29% of HR representatives feel confident in discerning early signs of
mental ill health (CIPD, 2022). In response to these challenges, mobile and desktop
wellbeing applications present the opportunity for employers to gain insight into teams’
wellbeing statuses through anonymised, aggregated data. However, platform
implementation is often a one-way decision made by those in power and with potential to
exert control over employees, resulting in blurred lines between voluntary and enforced
engagement (Lupton, 2014). Two metrics are typically used to transfer information from
employees to management: engagement data and wellbeing reports. With the potential for
such data to be misused as an indicator of employee performance, further research is
needed into how employees perceive these platforms at work. This study compares values
and attitudes of remote workers, hybrid workers, and office workers within the context of
higher-education APM (administrative, professional, and managerial) employees. The
novelty here stems from applying the Eudaimonic Activity Model (EAM; Martela and
Sheldon, 2019) to understand how wellbeing platforms in the workplace influence
employees’ wellbeing from a holistic perspective. Accordingly, this research considers the
following questions:

1 What are employees’, managers’, and trade union representatives’ respective values
and attitudes towards the collection of wellbeing data in the workplace?

2 How might variations in working styles (remote, hybrid, office) influence perceptions
about the introduction of wellbeing platforms in the workplace?

Research methods

This research employs a design-fiction framework in combination with focus groups with the
intention to gain deeper insight into preferences, attitudes, and values towards workplace
wellbeing platforms. Three focus groups will be conducted: the first with employees, which
will inform the structuring of questions for the next focus group with managers, which in turn
will inform the design of the last focus group with trade union representatives. This way, the
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research attempts to bring together key stakeholder viewpoints while ensuring the use of
wellbeing platforms is predominantly informed by the views of employees. Thematic analysis
will be used based on a framework provided by Braun and Clarke (2006) to analyse
participants’ responses. A top—down approach will be used to frame this study using the
EAM (Martela and Sheldon, 2019) to focus on the relationship between technology,
motivations and values, and wellbeing.

Research findings or argument

High levels of autonomy at work play a significant role in workers’ wellbeing (for example,
Manganelli et al, 2018; Martela et al, 2021; Slemp et al, 2021; Terry, 2022), yet there is
potential for enforced engagement with wellbeing platforms to undermine this sense of
autonomy. The Eudaimonic Activity Model (Martela and Sheldon, 2019) provides the most
comprehensive representation of wellbeing at work, as it demonstrates how subjective
wellbeing outcomes are directly related to components of self-determination theory
(autonomy, relatedness, and competence) as well as eudaimonic motives and activities. The
underlying argument here is that maximum benefit from wellbeing platforms can be achieved
in the workplace if (a) they are engaged with appropriately and (b) managerial influence
towards certain ways of responding/engaging does not undermine employees’ autonomy. |
further argue that more accurate representations of employee wellbeing not only have the
potential to improve long-term resilience, but this work will also provide a valuable
contribution to the normalisation of wellbeing issues within the workplace, in turn helping
people to have a greater sense of self-acceptance. Preliminary findings will be presented
surrounding all three stakeholders’ perceptions towards the use of wellbeing platforms within
the workplace, and data analysis will be informed by the EAM.

Practical importance and implications of research

This research attempts to ensure that wellbeing platform implementation is informed by
employees’ preferences and comfortability with employers’ use(s) of personal wellbeing
data. The study reported in this poster will contribute to recommendations to be produced at
the end of the PhD: one for wellbeing platform developers to guide design-related uses of
personal data, and one for workplaces to encourage a healthier culture and to ensure that
personal data is used appropriately. Overall, this PhD will contribute to greater
understanding of wellbeing through application of the EAM to ensure that workplace
wellbeing platforms are as beneficial as possible to employees and organisations in the
future.
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Atina Ndindeng, Wirral Met College
Overview

Within the UK transport sector, underrepresentation of black and Asian minorities, just like
the gap in racial inequality in the UK higher education system, continues to grow wider
(Stevenson et al, 2019).

The present report seeks to underpin why, and looks at what issues are causing this
underrepresentation to occur, what actions need to be taken to include more BAME in the
transport industry, and makes some key recommendations.

It is argued that lack of confidence, inadequate communication skills and low level of
education in BAME (Walker, 2016) have contributed to making this underrepresentation
more probable. However, BAME opportunities remain restricted in the transport industry,
despite government policy outlined in the Equality Act (2010) that protects minorities.
Conversely, this is not adhered to by employers due to a historically male-dominated
workforce and gender stereotypes about race and ethnicity (Hicks, 2012). But, positive
changes are afoot with the British Transport Police being accused of discrimination with a
‘positive action’ taken to bar white men from their recruitment workshops to enhance the
chances of minority officers getting into the force (Greenwood, 2017), which they consider as
‘legal.” Also, more BAME are being integrated into apprenticeships, with more black women
in engineering training positions.

Research focus, rationale and questions

In the transport sector, bridging the gap with other ethnic groups is slow but commendable. It
must be borne in mind that this lacklustre progress hinges on gender bias (Triana, 2017),
difficult working conditions which are not very flexible, safety issues with unsociable working
hours, and reconciling work and private life.

Looking forward to the future, one must submit that it is a business advantage to have a very
diverse workforce. Employers could create job adverts that challenge gender and race
stereotypes (Brown and Ghani, 2019) and a diverse-friendly recruitment page. This sums
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up Violeta Bulc’s (2018) argument that underrepresentation of BAME could be minimised by
the inclusion of digitalisation and automation in the workforce to facilitate the entry of
minorities.

This report attempts to find answers to why underrepresentation continues to occur, with
particular emphasis on what is causing it and why it is an issue of concern in terms of the
benefits of diversity. Also, this study will attempt to make recommendations that can be used
to minimise underrepresentation in UK transport.

Research methods

This research uses a desk-based review using key data collected by academics and
professionals.

Research findings or argument

The UK is a demographically diverse society with a population of over 64,769,452 (July
2017); 87.2% are white and the rest are minority groups. Therefore, the demographic
situation of the UK causes underrepresentation to occur. Even so, BAME who managed to
get into work do not feel satisfied with the treatment and opportunities open to them for
career progression. The McGregor-Smith Review (2019) underpins this issue.

It is a quite difficult task to classify black and Asian minorities on a UK scale generally
because the UK is a migration country and has extremely isolated national travel industries.
More than 119,700 people are working in the transport industry of the UK, which includes
both black and Asian people, with around 10,900 transport operators established within the
country. In addition, 1% of transport operators employ more than 50 people, 24% employ
11-49 people, and 75% employ 1-10 people. However, the female workforce estimated in
the transport industry is around 60-62%; 10% of the employees are from black minority
groups and 90% of the employees are from white minority groups (Chessum, 2017).

Practical importance and implications of research
Underrepresentation — business and social justice case

The benefits of a diverse workforce are becoming increasingly clear. Diversity is used as a
business strategy for branding of products, talent retention and profit-making. This explains
why the BBC decided to boost diversity by saying that all middle and senior posts must
include a candidate from BAME, and by 2020 its executive leadership teams will have at
least two people from ethnic minority backgrounds. This has been followed by compulsory
cultural awareness and unconscious bias training for all managers.

A survey by LinkedIn (2019) on global recruitment trends posits that ‘diversity is the biggest
game changer and most embraced trend’ in recruitment. The report established that 78% of
companies prioritise diversity to improve organisational culture and 62% to improve financial
performance. Therefore, organisations can improve underrepresentation by building
awareness of the benefits of diversity, run effective meetings, design a diverse reward
system and acknowledge holidays of all cultures and religions (Issa, 2019).

Recommendations

e The UK Government recommended that the corporate sector should introduce some
training and development programmes for the enhancement of minority people (Joy
et al, 2017). It will increase the confidence level and reduce the communication
barrier in minority people.
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e The Equality Act 2010 should be rigorously enforced, and tougher sanctions should
be given to employers who fail to employ at least 25% of BAME in their
organisations.

e More diverse-friendly job adverts should be posted to attract minority applicants.

e Inclusion of digitalisation and automation in the workforce (Bulc, 2019) to give a fairer
chance to BAME.

Companies should share their diversity data for it to be scrutinised by the government, and
those not following the rules should be named and shamed.
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Eleni Meletiadou, London Metropolitan University
Overview

Finance is an area still dominated by men despite figures indicating the opposite. This study
wishes to investigate why women would work in investment banking (IB), but not progress
into professional roles. Eighteen female employees in three banks in London were
interviewed, to explore how gender diversity could be tackled within the sector. The research
revealed that senior management teams (SMTs) avoid hiring women as managers because
they have to ‘interrupt’ their career due to maternity and are often unable to reconcile their
family commitments with the long working hours required. The paper offers
recommendations for HR managers and SMTs in finance.

Research focus, rationale and questions

The literature on women in finance reveals that women are an endangered species, as male
investment bankers tend to maintain the status quo (CFA, 2016). In Europe, women
represent less than 50% of all CFA members. Research indicates that women are risk-
averse and avoid entering competitive professions (‘self-selection’, see Niederle and
Vesterlund, 2007). Taking into consideration the focus on EDI, which has been further
supported by the gender pay gap legislation in the UK, investors avoid companies with large
gender pay gaps urging them to take positive action as these also want to attract talent
(CIPD, 2019). The FCA (2019) reports only 17% of positions are held by women. The
attempts to understand the underrepresentation of females in these roles are in their infancy,
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and the current study wishes to explore female employees’ experiences in IB and identify the
barriers which prevent them from entry/progression within investment management (IM).

Despite considerable research exploring the inequalities women in finance face, very few
studies use qualitative methods to explore the experiences of women working within the
sector (Neck, 2015; Pryce and Sealy, 2013; Hall, 2013). Moreover, although SMTs within the
industry have hired young female graduates and invested in their development into senior
executive positions, there are still obstacles (real and perceived) challenging women
nowadays (Hewlett, 2002). The current study therefore aimed to address the following
research questions:

e Why do women face barriers in terms of their career advancement in IB in the UK?
e Which are the barriers female investment managers face in terms of their career
advancement in IB in the UK?

Research methods

Using the theories of gender performativity (Sheerin and Linehan, 2018), social closure
theory (Weber, 1922) and hegemonic masculinity (Hearn and Morgan, 2014), the researcher
depicted female employees’ challenges in their career progression to professional roles in
IB. This study utilised an exploratory multiple case study design to explore a particular
contemporary phenomenon within its real-life context (Saunders et al, 2016). The main aim
of this case study was to build theory to answer its ‘why’ question (Yin, 2011), as theory-
building requires rich description, ‘richness that comes from anecdote’ (Shah and Corley,
2006: 89). For this study, the interviews were conducted via video call due to the COVID-19
pandemic. The study utilised opportunity and snowball sampling processes and the
participants signed an informed consent form that promised their anonymity. All data was
analysed using thematic analysis (Braun and Clarke, 2012).

Research findings or argument

Drawing upon feminist theory and the social closure theory (Weber, 1922), this paper
reveals professional women’s challenges in terms of their career advancement in IB. Women
are still perceived as inferior, as customers still have a male investor in a suit in mind when
thinking about finance (Tatlow, 2018). The participants indicated that gender stereotyping
still affects progression into IB (von Hippel et al, 2015) and believed that promoting more
women as managers may change the perception of women as not viable investment
professionals. Female professionals indicated that they had to avoid talking about their
families and even hide their femininity to increase their prestige in IB (Sheerin and Linehan,
2018). They also referred to the so-called ‘boys’ club’ as one of the barriers to advancement
in the IM profession, as men have more direct access to key positions (Cooper et al, 2021).
All participants indicated that being a caregiver was the most significant barrier for female
investment managers’ retention in professional roles. Not being able to take any kind of
leave is a significant challenge for women who want to become mothers (Lee and Slater,
2007). Flexible working was also a prohibited word in this industry up to the COVID-19
pandemic, which arguably changed things in this industry. Participants highlighted the
societal expectation that regards women as primarily responsible for caregiving,
characterising them as unfit mothers if they need to prioritise their careers at some point.
The interviewees also reported increasing pressure for outsourcing their family
responsibilities to increase their availability at work, as the sector does not consider their
family responsibilities and personal wellbeing (Neck, 2015).
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Practical importance and implications of research
Research implications

Although the current study provided significant insights into female investment employees’
challenges in terms of their career advancement, further research is necessary to explore
how race affects female and possibly male investment managers’ career progression.
Consequently, researchers may offer more suggestions to SMTs who wish to foster inclusion
and reap the benefits that it may offer. Inability to deal with this lack of female perspectives
in the banking sector may affect the performance of specific companies who tend to
disregard these issues. The overall aim is to increase support provided to female
employees, that is, via mentoring, to facilitate their progression as investment managers.

Implications for practice

To support aspiring female investment managers, a number of measures should be
implemented, reviewed and measured for their effectiveness on a periodic basis.
Participants suggested adapting flexible working policies to increase remote working across
the business and facilitate retention of females after maternity leave. COVID-19 has allowed
employees to be productive while being physically absent, eliminating the stigma around
remote working and encouraging a better work—life balance and personal wellbeing.
Hopefully this will make investment management positions more attractive to female
managers who have family responsibilities. The presence of a diversity and inclusion
coordinator may also facilitate the creation of formal channels for EDI initiatives and ensure
the effectiveness of the measures taken by considering the feedback provided. Finally, there
is a need for an EDI strategy that will surely align with the overall business objectives and
will be communicated effectively throughout the business, with metrics to measure success
and ensure sustainability.
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Daughters of a lesser God: The impact of COVID-19 on female
early-career academics’ experiences of precarity with regard to
working and life routines

Eleni Meletiadou, London Metropolitan University
Overview

Despite increased research on gender inequality in the academy, few papers report on how
it manifests within precarious work in higher education (HE), especially amid the COVID-19
pandemic. This multiple case study explored 34 academics’ experiences of precarity in three
universities in London to unravel the challenges for these women using lengthy semi-
structured interviews and opportunity and snowball sampling. It unravelled that it has
intensified insecurities and discriminations — particularly for female academics — stemming
from the neoliberal restructuring of the HE sector in Europe. The paper offers
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recommendations for HR managers and senior leadership teams (SLTs) in educational
institutions.

Research focus, rationale and questions

The literature on gender inequality in HE has been widely researched, but recommendations
to tackle it usually refer to the higher ranks (O’Keefe and Courtois, 2019). Moreover, few
studies have examined the additional problems that precarious female ‘outsiders’
encountered during the COVID-19 pandemic in the UK (Kinikoglu and Can, 2021). This
paper argues that they were ostracised both formally and informally and exploited due to the
ongoing neoliberalisation of the HE sector. Research indicates that HEIs usually conceal (or
cannot record) data on precarious female academics and that official reports often ignore or
underrate the phenomenon of precarious work in HEIs in the UK (UCU, 2016). Moreover, no
reliable figures exist for the weakest workers, that is, hourly paid, zero-hour contracts, etc.

The current paper addresses a ‘gap’ in the literature on the challenges female precarious
workers in HEIs in the UK have faced during the pandemic (Wright et al, 2021). As Advance
HE (2019) reports that marginalisation and precarity have reigned in the academy amid the
COVID-19 pandemic, it seems crucial to explore female early-career academics’
experiences and potential challenges since researchers report that university managers
have often used inappropriate interventions to respond to the crisis (Docka-Filipek and
Stone, 2021). The current study aims to address the following research questions:

e Which are the challenges that female precarious academics faced in HEIs amid the
COVID-19 pandemic with regard to working routines?

e Which are the challenges that female precarious academics faced in HEls amid the
COVID-19 pandemic with regard to life routines?

Research methods

The researcher used the theories of gendered organisations (Acker, 1990), neoliberalism
(Chen, 2013), labour process theory (Braverman, 1974) and feminist theory (Morley, 2014)
to carefully examine the stories of 34 early-career academics involved in precarious work in
public HEIs in London, who depicted the gender-specific challenges they faced with regard
to working and life routines amid the COVID-19 pandemic. Previous research on this topic is
either quantitative (Yildirim and Eslen-Ziya, 2021) or based on secondary data (McLaren et
al, 2020). Utilising qualitative research based on an exploratory multiple case study
approach and interpretivist philosophy (Ponelis, 2015), the study employed semi-structured,
in-depth interviews. Using opportunity and snowball sampling processes, mainly due to lack
of funding and access limitations, 34 female academics were interviewed after signing an
informed consent form that guaranteed their anonymity. All interviews were recorded via MS
Teams and data was analysed using thematic analysis (Gavin, 2008).

Research findings or argument

Drawing upon feminist theory and recent studies of the gendered effects of the crisis, this
paper presents precarious female academics’ obstacles amid the pandemic, that is, their
inability to fulfil their teaching, administrative and research responsibilities without childcare
services. Some of them interrupted their career as they could not reconcile their work and
family roles. Participants also expressed their concern about the increased gap in their
relative competitiveness with male and childless colleagues and offered some preliminary
reflections on the experience of the concurrent ‘double shift’ the lockdown engendered
(Crook, 2020).
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The study sheds light on different forms of precarity as, for example, researchers used the
lockdown as a writing retreat and accelerated their career prospects while academics with
teaching responsibilities felt trapped and saw their living conditions deteriorating. Therefore,
women hit the ‘care ceiling’ (Ivancheva and O’Flynn, 2019) and their capacity to be creative
and innovative vanished. They also had to take on the burden of the ‘academic housework’
as students turned to them rather than their male counterparts for support.

Participants confessed that they were also forced to deliver face-to-face seminars despite
their health issues (for example, asthma) or those of their immediate family. This deeply
affected both their physical and mental health. They complained about their inability to
manage their caring responsibilities while being paid as this had a profound impact on their
wellbeing. These women reflect on their labour, caring and affective insecurities as they
faced the Janus-face of capitalist labour amid the pandemic (Bohrer, 2016), which has
intensified precarity and instability of income, uncertainty, despair, and living in isolation.
Finally, they vividly discuss the striking evidence of perceived institutional inflexibility, which
has tempted many of them to start looking for the exit door.

Practical importance and implications of research
Research implications

Future research needs to explore various degrees of precarity in more universities and
countries and compare findings, addressing issues of race as well. Therefore, researchers
could offer more recommendations to HEIs to help them improve their response to future
crises by supporting their staff. Failure to do so affects the student experience and the
operational status of any university. The ultimate goal is to promote EDI in HE and challenge
the increasingly hierarchical and inequitable structures of organisations and academia.

Implications for practice

HE globally is in a grim state. Female precarious workers have been incredibly affected by
the pandemic as they had to carry an unbelievably heavy burden. Therefore, HR managers
and SLTs should try to ensure that HEIs do not promote a competitive culture, lack of
contractual security, and continuous mobility, which prevents female precarious workers
from having a stable personal life and fulfilling their roles as mothers in supposedly
privileged workplaces such as academia (lvancheva and O’Flynn, 2016). The current study
indicates that SLTs should reflect on and possibly withdraw all temporary COVID-19
measures which impose considerable pressure on precarious female academics, as these
may hinder institutional regeneration in the post-COVID-19 era. HEIls should prioritise
interventions that tackle structural inequalities and ensure that various factors, that is, race
and gender, do not intersect in HEIs to produce negative outcomes for certain individuals,
that is, women and ethnic minority academics. It would also be useful to reconsider
promotion and tenure criteria, as the post-pandemic academia should reflect on the
boundaries between care and academic work and include care-sensitive criteria in academic
evaluations (Herschberg et al, 2018), recognising the invisible work female precarious
‘outsiders’ often undertake.
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Yildirim, T.M. and Eslen-Ziya, H. (2021) The differential impact of COVID-19 on the work
conditions of women and men academics during the lockdown. Gender, Work &
Organization. Vol 28, No S1, pp243—249.

Gogo Anyanwu, University of Leeds
Overview

This paper presents initial findings of a pilot study of upcoming research into employee voice
through trade unions. Employee voice plays a fundamental role in ensuring employee
motivation, organisational growth and performance, and the campaign to allow employees to
be part of business and wellbeing decisions in organisations is attracting attention globally
(Wilkinson et al, 2018), especially in developing countries like Nigeria (Adewumi, 2021). This
study explores comparative perspectives of workers and managers on the concept of
employee voice through trade unions in the Nigerian banking sector using semi-structured
interviews of participants from union and non-unionised banks for generation of data.

Research focus, rationale and questions

This research focused on highlighting the importance of employee voice, especially in a
union setting, in facilitating and enhancing employee engagement towards the ultimate goal
of organisational performance. Some employers, especially in Africa, view employees having
collective voice through unionism as instituting employee antagonism in organisations,
without considering the corresponding potential benefits of voice through trade unions.

The rationale for this study and the focus on Nigeria is that most of the Nigerian employees
in workplaces, especially the banking sector, are not allowed to organise (Nwagbara et al,
2013), especially since the 2000s when the financial sector changed drastically — for
example, outsourcing, electronic banking, ATMs, call centres, tele banking (Oluwatolani et
al, 2011). Consequently, union density and activities declined, and employee voice became
marginalised (Fajana, 2006). For example, against the Nigerian Labour Law, candidates for
employment, especially in the banks, are compelled to denounce unionism as part of a
condition for employment (Emelifeonwu and Valk, 2019). This propelled this pilot research
on employee voice in the Nigerian banking sector.

The perspectives of employees of unionised and non-unionised banks were important and
had to be obtained in order to answer the three main research questions (RQs):

¢ Research question 1: How do employees perceive unionism and its effects on
employee voice and participation in organisational decision-making?

o Research question 2: Is employee voice more effective in unionised organisations,
and, if it is, in what ways?

e Research question 3: How does employee voice enhance feedback channels and
performance in organisations?
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Research methods

A qualitative method (case study) was applied. A case study is an empirical enquiry that
investigates a phenomenon as the ‘case’ within its real-world context and also examines it in
its natural setting, employing methods of data collection to gather information from one or
few entities (Yin, 2014; Baskarada, 2014). This research, through semi-structured interviews,
engaged participants from different units of the bank who are well informed, experienced and
have been in the employment of the bank since the employees became organised, in order
to contribute significantly to the research (Saunders et al, 2019). A total of 18 participants —
employees of lower cadre, supervisors, managers and executives, from a unionised bank as
well as those from two non-unionised banks — were interviewed for comparative and
balanced views of the research data, and thematic analysis applied to analyse the data. The
research participants were randomly selected from various regions of the bank.

Research findings or argument

The analysed data revealed the importance of unionism, the need for Nigerian organisations
to allow employees to organise and participate in decision-making, stating that these create
room for employee voice, organisational professionalism and growth. However, there were
diverse opinions about the effectiveness of unions and their leaders/representatives. Also,
the data revealed that employees of non-unionised organisations believe that union
presence is important irrespective of how active they are, as they create an aura of checking
on management activities and hope for employees. These have highlighted questions to be
explored in my forthcoming research.

The data generated from the unionised bank revealed that in 2009, 20 years after the bank
was established, the union — in line with the Nigeria extant labour law, international best
practice and fair hearing standards — facilitated the implementation of a policy that
authorised a union executive to be part of the bank’s Disciplinary Committee representing
the interest of employees at every hearing. The data also revealed executive management
views which further express that unions have a vital role in HRM, business strategy,
organisational growth and employment relations, especially in the area of grievance
procedures. For example, one of the initiatives the bank adopted to ensure good employee
relations was to invite the union president to every strategy session, to receive employees’
perspective to business and ER proposals. The study confirms the effect of a pluralist/union
form of voice on partnership and HRM systems, especially in the area of communication and
employee relations (Cook et al, 2020; Vainker, 2021).

Practical importance and implications of research

This research highlights how employee voice via trade unions operates in a developing
economy, with Africa as its focal point. Traditionally, employee voice is transmitted through
the collective bargaining channel of union voice, and research reveals that one of the ways
of delivering effective employee voice is through a representative/union form of voice
(Freeman and Kleiner, 1994; Benson, 2000; Dundon et al, 2004; Pyman et al, 2006; Benson
and Brown, 2010; Cook et al, 2020; Kaufman et al, 2021). This study is important because
employers, especially in Africa, view the practice of unionism as antagonistic and non-
beneficial to organisations (Adewumi, 2021). Unions’ perspective on business and ER
discussions or issues facilitates employees’ commitment and performance as well as
enhanced HRM communication systems (Cook et al, 2020).

The results and analysis of the interviews revealed that unionism is fundamental to the
existence of voice and its effectiveness. Though the findings from practitioners’ perspective
revealed that unions should be more proactive than reactive, it further revealed that
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employee voice through unionism encourages employee motivation and confidence, and
also enhances partnership for sustained organisational performance (Adewumi, 2021;
Kaufman et al, 2021). In addition to good partnership between the union and the
management, this research also reveals the yearning of employees for union participation
and activities in organisations. It also highlights employees’ quest for better representation
by union representatives or leaders. Findings from this pilot study pose further questions,
which will be explored in my forthcoming PhD research.
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Overview

This study investigates how to address the significant challenges the hospitality sector is
facing post-pandemic. Our research highlights the labour challenges within the sector, which
include difficulties in recruitment, retention and skills shortages. Qualitative data is collected
and triangulated by gaining the perceptions of hospitality employees, managers and
academics of a workplace-based education programme. We argue the social value of
collaboration between industry and academia to support the hospitality industry in
addressing the identified labour challenges. A novel contribution is offered through the
development of a conceptual framework of strategic talent management for a sustainable
hospitality industry.

Research focus, rationale and questions
The main components of talent management are explored:

e recruitment
e retention, and
e skills shortages

Hospitality organisations are dependent upon the availability of suitable employees to
provide the required level of service to their customers, yet the industry is facing challenges
in recruitment and retention due to prevalent perceptions of job insecurity. Skills shortages in
the international hospitality industry, pre-pandemic, have been well documented
(Jayawardena, 2017; McGinley et al, 2017; Thang Quyet and Hoa Thi Thu, 2020); however,
post-pandemic the situation is now at a critical stage. A recent report by Failte Ireland, the
national tourism authority, states that 98% of hotels are experiencing difficulties in recruiting
staff (Failte Ireland, 2022). The issue is not unique to Ireland, with a DEHOGA survey
reporting that skill shortage is a concern for 79.6% of establishments globally (Euler, 2021).

The talent management challenges the hospitality industry is facing require strategic, agile
responses (Dannunzio-Green and Teare, 2018). Collaboration with academia to review,
design and develop learning opportunities are found to be mutually beneficial to the
hospitality organisation, the employee and the academic institute (Baum, 2019; Nachmias et
al, 2017). We argue that collaboration is now critical as a means of addressing the current
challenges to ensure the future sustainability of the industry.

83


https://www.tandfonline.com/doi/full/10.1080/09585192.2018.1427347
https://www.tandfonline.com/doi/full/10.1080/09585192.2018.1427347

ARC 2023 Submissions

The primary research questions are:

o to identify the key challenges the hospitality industry is facing post-pandemic

e to understand how the social value of industry and academic collaboration can
impact the sector challenges

o to develop a conceptual framework of strategic talent management.

Research methods

The research data was collected via a qualitative study carried out in seven hotels within the
west and northwest of Ireland, over two phases. Phase one comprised semi-structured
interviews conducted with participants who were part of a pilot study in an industry-based
education and training initiative, which included: seven hospitality human resource
managers, eight academic staff, and 12 hospitality employees. Phase two involved semi-
structured interviews with 11 managers to investigate their opinions and attitudes toward
collaborating with academia to deliver industry-based training programmes.

The theory of planned behaviour (Ajzen, 1991) was used as the lens to identify factors
influencing intention to participate in work-based learning initiatives and perceived barriers
and enablers to participating in work-based education programmes.

The data were analysed through thematic analysis (Braun and Clark, 2006) and triangulation
(Saunders et al, 2019) to ensure validity and reliability.

Research findings or argument
Key challenges faced by the hospitality industry post-pandemic

e recruitment of supervisory staff is particularly difficult

e retention, competitive labour market

o the appeal of the industry as a career has been impacted by the pandemic

o time, cost, delivery method and support were identified as barriers to participating in
work-based learning initiatives.

To understand how the social value of industry and academic collaboration can
impact the sector challenges

e positive attitudes are held towards work-based learning programmes

o the majority would welcome the opportunity for collaboration with an education
partner

o all managers said they would be interested in offering a work-based learning initiative

e respondents concurred that in the current climate, employee development
opportunities are extremely important. Currently, there are many variations of
employee development programmes.

To recommend a conceptual framework of strategic talent management for a
sustainable hospitality industry

The following extracts from the findings are the basis upon which a conceptual framework
will be designed:

o Work-based learning initiatives are a key tool for recruitment and retention of staff
and an excellent opportunity for employee development.
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o Effective talent management has the potential to benefit the organisation and the
employee.

e Talent management is of strategic importance to hospitality organisations.

o |dentifying potential in employees is pivotal.

o Employee development is utilised as a motivational tool and ensures a pipeline of
suitably skilled staff for a sustainable hospitality industry.

Key dimensions of a talent management framework:

e workforce planning

e recruitment, succession planning

e retention, career path development

e appraisal

e recognition, autonomy/job design

e training and development opportunities
e support from manager/supervisor.

Practical importance and implications of research

This study supports the literature that there is a substantial gap which exists between the
needs of the hospitality industry and the curricula offered by education institutions. This
study demonstrates the urgency for a change in approach by both academia and industry, to
drive social value collectively through active collaboration.

Our study evidences the benefits of collaboration, not only to ensure sustainability for the
hospitality industry, but also for employees and hospitality patrons. The results of our three-
year pilot study provide valuable insight and offer a robust practical solution to address the
skills gap, recruitment, and retention challenges in the Irish hospitality industry. The
development of our talent management framework also addresses key areas of concern for
hospitality employees, such as job insecurity. Patrons frequent the hospitality industry for
various important reasons, as evidenced in research: biological needs, health reasons,
social wellbeing needs and psychological needs, as well as business needs (Fraikue, 2016).

Our research also offers valuable recommendations to educational institutions, which will
provide them with a framework upon which to build relevant education and training
programmes, addressing skills gaps. Based on our findings, HR practitioners can gain
valuable insight on how to address the main challenges identified of overcoming recruitment,
retention, intention to quit, job insecurity and skill shortages through adopting our conceptual
framework of strategic talent management for a sustainable hospitality industry.
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Overview

The COVID-19 pandemic accelerated the future of work and organisations had to adapt to
new methods of working that placed greater importance on employee engagement in the
context of a remote working environment (Mehta, 2021). There is now, more than ever, a
greater need for employers and leadership within organisations to develop better informed
engagement strategies that foster meaningful work (Bailey, 2022). Acontextual research
continues to pose an issue in addressing employee engagement (Cooke, 2018; Fletcher et
al, 2020; Purcell, 2014), and a new dynamic world of work creates a further gap in the
existing literature on informing practical solutions to engagement in a remote work
environment (Cooke et al, 2022; de Klerk et al, 2021).

Research focus, rationale and questions

Organisations aim to cater for employee needs through widespread initiatives, developed in
response to employee feedback, collected through annual employee surveys (Demerouti et
al, 2012; Saks, 2019). However, survey data will only supply a snapshot of time.
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Furthermore, given the fluctuations in engagement experienced by employees, it would be
difficult to ensure that the survey methods used by academics and professionals are giving
the context required to solve the engagement problem (Bailey et al, 2017; Jenkins and
Delbridge, 2013). The purpose of the qualitative research was to gain a deeper, context-rich
understanding of the antecedents of employee engagement and the implications for practice,
collecting data from a sample of multi-level employees in a large financial services
organisation. The semi-structured interviews were conducted during the COVID-19 global
pandemic and captured individuals’ thoughts and reflections on their lived experiences and
relationships in a remote and hybrid context.

¢ RQ1: In the context of the pandemic, how did a remote working environment impact
an individual’s ability to engage at work?

¢ RQ2: What are the practical recommendations for leaders and implications for HRM
in post-pandemic work where remote and hybrid working are the new normal?

Research methods

The qualitative data collection was conducted during the move from 100% homeworking to a
hybrid model of working — the 2021 COVID-19 pandemic — and was captured via 32 semi-
structured interviews with customer-facing employees. The interviews were conducted and
recorded in Microsoft Teams with 22 participants who identified as female and 10 who
identified as male, with tenures between three and 36 years. Two departments of the
organisation were invited to participate; all were volunteers and from a cross-section of
career bands from clerical staff to senior managers. Individuals with leadership
responsibilities and customer-facing individuals took part, including engagement champions.
The questions served to address the research questions and were designed to give depth
and context to the existing bodies of work and theory in the field. Thematic analysis was
used to interpret the research findings.

Research findings or argument

Participants described a long-term state of positive engagement, a connection to the
organisation, their colleagues, and their purpose in their job roles. This is disrupted
periodically by interactions with others, colleagues, and customers; this has a positive and
negative influence on an individual’s state of engagement. Employee engagement is
therefore transient; these fluctuations can occur momentarily as individuals go about their
daily work tasks (Kahn, 1990; May et al, 2004). Participants describe employee engagement
as a construct as communication; they want this to be clear, honest, and open, and in a
remote world, often from their respective leadership teams (Chanana and Sangeeta, 2021).
Individuals felt that during full remote working the constant communication, insight and
accessibility to senior leadership increased engagement as the organisation became flatter,
giving transparency, openness, and honesty to those senior roles. As the world opened,
some felt that this positive experience was starting to be lost. Participants described an
increased sense of individual purpose as they balanced better their caring responsibilities
with work and the increased flexibility and lack of commute. Working from home impacted
engagement positively and negatively; it increased collaboration and gave rise to more
opportunities to take part in projects and activities outside of their job roles which
geographically they would have previously been excluded from, people’s networks grew, yet
it created a blurred line between home and work, an always-on culture (Arora and Suri,
2020). Direct line management was a key driver of an individual's engagement and
wellbeing at work. This relationship was felt to be the most important in terms of trust,
compassion and support, and friendships and peers, reciprocal trust, compassion, and
support was also prevalent in employee happiness.
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Practical importance and implications of research

The findings provide much needed context for practical recommendations to address
employee engagement quoted in the research (Fletcher et al, 2020) and positive implications
for enhancing employee engagement in a remote and hybrid working environment. Only by
seeing and hearing from the voice of others can we truly understand the lived experiences of
individuals in work, and as leaders there is evermore a need to explore the lives of their
team members. Leadership and organisations will be more challenged to deliver bespoke
employee-centric solutions to addressing the engagement challenge, which will require
contextual solutions borne from in-depth knowledge of organisational members.

There is clearly a demand on individual contributors in owning their own resilience and
wellbeing in a remote environment and for leaders in enabling that wellbeing and
engagement in a remote environment through continued collaboration of teams. Future
organisational strategy should therefore be built on the foundation of individual employee
wellbeing, and the execution of this should be delivered by empathetic and human-centred
leadership that can flex consistently their connectivity with their teams in a new world of
work. Consistent communication which is open and honest supports wellbeing and
engagement in work. This needs to reach employees at every level, whatever their location.
This was well delivered during the remote working of 2020/21 and needs to continue, and
workspaces will need to provide the tools to support hybrid workstyles.
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