UNIVERSITY OF KWAZULU-NATAL

Relationships between work-life balance practices and retention of
academics at a South African University

By
Ruth Bodhlyera

209522073

A dissertation submitted in fulfilment of the requirements for the degree of
Master of Commerce

(Human Resource Management)

School of Management, IT and Governance

College of Law and Management Studies

Supervisor: Dr BK Majola

2017



DECLARATION

| RUTH BODHLYERA declare that

(i)

(i)

(iii)

(iv)

(v)

(vi)

Signature:

Date:

The research reported in this dissertation/thesis, except where otherwise indicated,
is my original research.

This dissertation/thesis has not been submitted for any degree or examination at
any other university.

This dissertation/thesis does not contain other persons’ data, pictures, graphs or
other information, unless specifically acknowledged as being sourced from other
persons.

This dissertation/thesis does not contain other persons’ writing, unless specifically
acknowledged as being sourced from other researchers. Where other written
sources have been quoted, then:

a) their words have been re-written but the general information
attributed to them has been referenced;

b) where their exact words have been used, their writing has been
placed inside quotation marks, and referenced.

Where | have reproduced a publication of which | am an author, co-author or
editor, | have indicated in detail which part of the publication was actually written
by myself alone and have fully referenced such publications.

This dissertation/thesis does not contain text, graphics or tables copied and pasted

from the Internet, unless specifically acknowledged, and the source being detailed
in the dissertation/thesis and in the References sections.

18™ August 2017



ACKNOWLEDGEMENTS

| wish to express my gratitude and appreciation to everyone who contributed to this project
and made its completion possible. Without their assistance this project would not have been

successful.

e Firstly, I thank God Almighty for providing me with the will power, encouragement
and strength to finish.

e Secondly, a sincere thanks to my husband Oliver, for the endless proof reading of this
project but most importantly for his support, motivation and encouragement
throughout the entire project.

e Thirdly, a profoun,d thanks to my supervisor Dr Majola for all the advice and
insightful ideas during the entire process and

e Last but not least, a big thank you to all participants in this project who took time
from their busy schedules to complete my questionnaire and answer interview

questions.



ABSTRACT

The study examined the relationship between work-life balance (WLB) practices and the
retention of academic staff at the University of KwaZulu-Natal Pietermaritzburg campus.
WLB practices have the ability to improve employee retention and this study sought to
determine if perceptions on the University’s WLB practices by academics have any impact
on their decision to stay or leave the organisation. The retention of academic staff is of
paramount importance to every institute of higher learning. With the current exodus of
academics from one institute to another, universities are faced with a mounting task of

retaining this group of individuals for their survival and success.

In order to carry out the stated evaluation a mixed method design was employed to gather
primary data. Two non-probability sampling techniques were employed in the study.
Convenient sampling for quantitative data with a sample size of N=111 and purposive
sampling N=5 for the qualitative data. The key findings of the research are that there is a
negative relationship between the existence and awareness of WLB programmes among
academics and their intention to leave. Regression analysis indicated that a unit increase in
WLB will positively increase organisational commitment by 0.349 units as measured on the
5-point Likert scale (regression coefficient=0.349, p-value<0.001). The study also
established, through exploratory factor analysis, that staff retention can be factored into three
dimensions, namely, Work Related Frustration or Dissatisfaction, Job Searching Drive and
Risk Taking. If levels of these three dimensions are determined, then one will have a picture
of how intent on leaving is academic employee. To university management, this implies that,
when crafting retention strategies, they need to recognise how WLB practices can impact
employee’s organisational commitment and retention in institutions of higher learning. The
study managed to contribute to literature by providing new knowledge that helps to address

challenges of retaining employees in organisations especially academic staff in universities.

Key words: work-life balance, employee retention, organisational commitment, academics,

intention to leave.



Table of Contents

DECLARATION. ...ttt ettt st st et et e e eseese et e sse st asteseneesseseeseeseesensessensansensensenensens i
ACKNOWLEDGEMENTS ...ttt sttt ettt st st st e e sestessastensenseneeseesensessesan ii
FAY Y 272 O LT PP PPPPTPPPP iii
L6 7Y o 11 =1 O PSP PP PPPPPPPPTN 1
INTRODUCTION AND SYNOPSIS OF THE STUDY ...ceititiiiiiiiiiiiiiiiieieieeeieieeeeeeeeeeeeeeeeeeeeeeeeeeeeeeeereeeeeseseseseeeees 1
00 O 1 0 o 114 o o TSR 1
1.2, Background Of the STUY..........cccoiririirieieies et 2
1.3, Problem StAateMENT..... ..ottt sttt nee s 4
1.4, Main research ODJECHIVE.......cociiiicececeece ettt st be et reeanas 4
1.5, SPECITIC AIMS .ttt sttt ettt b e bbbttt e b e s b neens 4
1.6, RESEAICH QUESTIONS ... ettt sttt ettt sb e bbb st ene b sseeneneen 5
L7, ASSUMPLIONS. .. eetiitieieiteeeete ettt ettt e ste e e te s te e e et e e e e tesbeesbesteessebesssesesbeessesteessansessaensessenneas 5
1.8.  Significance Of the STUAY .........couiiiieieeceeeee ettt 5
1.9, OULHNE OF The STUAY ...c.veieiiiceeee ettt et ste e besaaenresaeennas 6
1.10. SUIMIMIATY ..etiitteieeitteste ettt ettt et e st e st e sat e sste e teesbeesaeesasesabessseenbeeseesseesnsesnseentaessaessnesasenns 7
CHAPTER 2 ittt ettt e et e e e e s s s bbb et e e e e e s e s bbb et e e e e s s e snreaaeeeesssanas 8
LITERATURE REVIEW ...ttt ettt ettt ettt e et e e et et e et et e e e ee e et et e ee e e e e eeerer e e e e e e eeeeenenenenenenes 8
2 N | 011 oo 11 £ o] o ISR 8
2.2.  Defining work-life Balance (WLB) ......cccooveciiiiieeceeeseeeee ettt 8
2.3.  Understanding the concept Of WLB .......ccoooiiieieiceeeeeeeeeee et 9
2.4,  Factors affeCting WLB.........oovi ittt sttt s sre e 11
2.5, ConsSequENCES OF WLB ...ttt sttt s eneen 13
2.6. Implications of WLB fOr @CA0EIMICS .......cceerireriirieierieseeie ettt eneens 15
2.7.  ConCeptUal TramMEWOIK ........ccuicieiiiiieiecie ettt sre e e re s e e te s e esaesreesnens 20
2.8.  Theoretical perspective regarding WLB PractiCes .........ccccceveeeereseerienieeeneseesieseennens 22
2.9.  Organisational support in attaining WLB ..........cooiiiiiiiieeeeee e 24
2.9.1. Definition organisational SUPPOIT .......ccccuviieeiiiiie e e e e e 26
2.9.2. 1Y Lo T = T U] o Lo N 26
2.9.3. SUPEIVISON SUPPOIT.cciiiiiiiiiiiiiiiiiiiiieieeeieeeeeeeeeeeeeeeeeeeeeeeeeeeeeeeeeeeeeeeeeeseeeeeeeeeeeeseseseeeeeseseeeees 26
2.9.4. Co-WOTKer/CollEagUe SUPPOIT.....ccoveeiieecteecieecre ettt ettt ere e eeve e ve e teesaeesareeareebeenvees 27
2.10. Organisational COMMITMENT.........cccooiiiieieeee et 28
2.10.1. Background of organisational commitment ..........ccccuviiiiiiiieiciiieee e 28



2.10.2. Defining organisational commitment .........cocciiiiiiiiiii i 29

2.10.3. Understanding the concept of organisational commitment ..........cccccevvveiiiicenecnneen. 29
2.10.4. Factors affecting organisational commitment........ccccooecieiiiiiiii e, 30
2.10.5. Consequences of organisational commitment .......c.ccccoecieeiiiiiee e, 32
2.11. Understanding the concept Of Fetention..........cccoeveveeeieirinenenereseceeeeeeee e 33
2.11.1. Background to the retention of academics .......ccceeceeiiiviiei i 33
2.11.2.  Definition of retention ....cooiei i s 34
2.11.3.  INteNtioN 10 I8AVE OF STAY ..iiiiiiiiii e et e e e e e e e eareeas 35
2 R S =Y =Yoo ' oo Yo 1= PSSP 36
2.11.5. Factors affecting employee retention .......cccocuveiiieiiii i 40
2.11.6. Consequences of intention to leave by academic staff ...........ccccoceveveveininininincnens 42
2.12. Relationships between WLB, organisational commitment and employee retention. 44
2.13. SUMIMAEY ..eeiiiieeeieeeeieeetee ettt e st e st te e st teesteeesateesateeessteeasseeessseessseeenseeesnseeessaeesnseesseeesnseenn 46
CHAPTER 3 ittt ettt ettt e e e e e bbbttt e e e e e e s be e teeeee e e s abeeeeeeeeesaansbeeeeeeeeeaannneneneeeeesanan 47
RESEARCH METHODOLOGY ...ceetiiiiiiiiiiiieiiieieeeeeteeeitteteteeeteeeteteteeeeeeetetetemeteteettetttetetmteteetteeeeeemmmmtmmmemem 47
1 30 I 1011 oo [ Tod i [ o 1SRN 47
3.2, RESEArCh PRIlOSOPNY ....oiiieiiieceete ettt sttt sttt ba e sreennens 47
3.3, RESEAICN DESION ..ttt ettt et e st e e ba e besteesb e beeasenbesreenaesreesnens 48
B S L0 0 Y0 | (- RSSO 50
3.5, The Target POPUIALION........coi ettt st re e sreeneens 50
3.6, SAMPIING STFALEGIES ...ceveeveeeeeiieeeeriereeese et te st e e et et e e e e steesaesbesreessessesssessesseessessenseens 51
3.6.1.  SAMPlING METNO ......c.oo ettt st e e e b s aesreenaens 51
3.6.2. The SAMPIE FramMEe ...ttt ettt sttt s este e aesbeernens 52
3.6.3. The Sample and SAMPIE SIZE .....c.eecveveeeeiieeeeeeeee ettt eneens 52
3.7.  Data Collection MethOds ..........coerierieieieirieiresereseeeeee et 53
N S I TN @ 10 1LY o] ] = 1 R 53
3.7.2. IN-0EPTN INTEIVIBWS ...ttt sttt et e e e aeeaesaeeneens 55
3.8.  Data QUAlty CONTIOl.......ccoiieeeee ettt sttt seeeneens 55
IR TSV £ 1] o [ Y2 RS RRORR 56
3.8.2. REHADIIITY ..ottt et sre et beeae et e sneennas 57
3.9, IMIBASUIEIMENTS ...ttt sttt ettt e s bt e s ae e st e st e et e e beesbeesaeesaeeeaeeeneean 58
3.9.1. Perceptions on work-life balance............cooorireiie e 58
3.9.2. Organisational CommMITMENT.........coiiiiiiiiiiie et e e 58
3.9.3. INEENTION t0 1EAVE OF SEAY .eiiiiiiiiiiciiiee et e e e e bre e e arae e e e e 58
3.9.4. WOTK LIifE BAlANCE .eooueiiiiiiiiieeiee ettt ettt ettt et st et esba e st e sabaesnaseesabaeenes 59
3.10. =L ce AN g =] T 59



3.10.1. Analysis of VarianCe (ANOVA)........eiciieeeiieeetiecee et esctee e s teesteessraeesteeessaeesntesssaeesnseeenns 59

3.010.2. COMTEIATION «.ueeiette ettt ettt ettt ettt e st e et e e s bt e e s abeesabeesbeeesabeeenseesaseesneeesareeaase 60
3.10.3. REEIESSION ANAIYSIS..ccciiiiiiiiieee ittt ettt e et e e e et e e e e eta e e e e s rte e e e sabeeeeeebteeeeenbaeeeennreeas 60
3.10.4. CoONLENE ANAIYSIS ..vviiiiiiiee e e e et e e e e bte e e e e bt e e e e e bte e e eenbaee e ennreeas 60
3.11. Ethical CoNSIAEIALIONS........coviiieieieieiieiteiee et 61
3.12. CONCIUSTON <.ttt b ettt sa e b e 61
CHAPTER 4 .ttt sttt ettt b e b e s bt s at e et e et e e bt e s bt e sabesatesabe e bt e beenbeesmeesmeeeneeentean 63
DATA ANALYSIS <ottt ettt ettt h e sttt et e b e s bt e s ae e sab e e bt e beeabeesaeesaeeeateebeenbeesaeesaneaas 63
A1, INEFOAUCTION ...ttt ettt bbb s 63
4.2, QUANTITALIVE GNAIYSIS ..eviieieiieiieiiriestest ettt sttt sse b e 63
4.2.1. Demographic profile of the study sample (respondents)........ccccccceevereeeieeenieeecieeennee. 63
4.2.2. Reliability ANGIYSIS....ueei e e e e e re e e e e e e arae e e e nraeas 65

4.2.3. Objective 1: To identify academic staff’s perceptions of the university support and
encouragement of the use of WLB programmes.........ccccveeeieciieeeiiiiieeeesiieeeesieee e esveee e ssveeessssveeas 66

4.2.4. Objective 2: To ascertain the effect of WLB programmes on the decision to stay by
academics from the University of KwaZulu-Natal .........cccceeeieiiiciiee e 71

4.2.5. Objective 3: To ascertain the impact of perceived WLB support and academics
commitment to the OrganiSatioN.........ciciii i e e 75

4.2.6. Objective 4: To explore ways in which academics can be assisted in achieving a

balance between work and their personal IVes ..........cccueiieiiiiie i e 83
4.2.7. Responses to open-ended questions of the quantitative questionnaire ..................... 87
4.3, QUANITALIVE ANAIYSIS....ccveivieieierietese ettt te et e e e e teereesesteessesesseensesreeneas 91
4.3.1. [BT=T 0 g Lo =4 =T o] o 1ok RSP 91

4.3.2. Objective 1: identifying academic staff’s perception of the university support and
encouragement of the use of WLB programmes.........ccccveeeiecieeeeiniiieeeeriieeeceiree e eevree e ssveeesssaveeas 92

4.3.3. Objective 2: To ascertain the effect of WLB programmes on the decision to stay by
academics from the University of KwaZulu-Natal ..........ccccooeeiiiiiieiiii e 94

4.3.4. Objective 3: To ascertain the impact of perceived WLB support and academics
commitment to the OrganiSatioN........ciiciii i e et bre e e e sreeas 96

4.3.5. Objective 4: To explore ways in which academics can be assisted in achieving a

balance between work and their personal iVesS.........cooo i 97
4.3.6. Integration of quantitative and qualitative results........cccccvecvieiiiciiee e, 98

A4, CONCIUSION ..ttt 99
CHAPTER 5 ittt ettt e e e e ettt e e e e e e e b e e ee e e e e e e s e aabaeeeeeeeesasnnbeeeeeeeeesanannneneeeens 100
DISCUSSION OF RESULTS ...eetiiiieiieiiiitttee ettt e e e s ettt et e e e s e aibeeee e e e s s ssnnbeeeeeeesesanssseeeeeeeeesannnnnes 100
5.1 INEFOAUCTION .c..iiiiiieieeeee ettt bbbttt b e e b e 100

5.2.  Objective 1: To identify academic staff’s perceptions of the university support and
encouragement of the use of WLB programmes..........cccoceecevereerineevieseeeesie e sveens 100

Vi



5.3.  Objective 2: To ascertain the effect of WLB programmes on the decision to stay by

academics from the University of KwaZulu-Natal ............ccccceoeininininininececeeescreeee 104
5.3.1. Work frustration/ dissatiSTaCtioN ......cuuiviicviieiiiieie et 105
5.3.2. JOD SEAICHING AIIVE...cii it rre e e e 105
5.3.3. Possibility of risk taking and 1€aVING ........ccooviiiiiiii e 106
5.3.4. Causal effect of WLB programmes on intention to leave or stay........ccccoecvveeecnnnennn. 107

5.4. Obijective 3: To ascertain the impact of perceived WLB support and academics

commitment to the OrganiSatioN ..........c.coevieieirireee e 108
5.5. Objective 4: To explore ways in which academics can be assisted in achieving a
0T 1 =1 Lo ST 110
5.5.1. Interventions not available but needed...........ccoooiiiiieiii i, 110
5.5.2. Interventions available and USEd ..........occveiiiiiiiiir i 111
TG TR O] o Tod [1 ] o o ISR 112
CHAPTER B ittt ettt ettt e e e e ettt e e e e e e e e e te e e e e e e nab e et e e e e e e aaansbeeeeeeeeesaannneneeeeas 113
CONCLUSIONS AND RECOMMENDATIONS. . ... e e e e e e e e e e e e e e e e e e e e e 113
G TS0 I 1011 oo [ o4 [ ) o 1TSS 113
6.2.  OVEIrVIEW OF the STUAY ...oveeeiiieeeeecee ettt st e 113
6.3.  Objective 1: To identify academic staff’s perceptions of the university support and
encouragement of the use of WLB pProgrammes..........ccccceeceveeeeneneevieneecee e ste e evnens 114
6.4. Objective 2: To ascertain the effect of WLB programmes on the decision to stay by
academics from the University of KwaZulu-Natal ..............ccccooeeeiiiiiiiiieeeceee e 115
6.5. Objective 3: To ascertain the impact of perceived WLB support and academics
commitment t0 the OrganiSALION ..........c.oiiiveeice ettt 117
6.6. Objective 4: To explore ways in which academics can be assisted in achieving a
(oF= 1= 1 o1 OSSR 118
6.7. Recommendations and fUtUre FeSEArCh .........cccviverieiieieireeeree e 118
6.8.  Limitations of the STUAY ........ceceeriieeeeeeeeeee e e 119
6.9.  CoNCIUAING FEMAIKS .....oeiiiiiieee ettt ettt st et e e e nes 120
REFERENCES ..o eeeeeieieeeteteeeeeeeeeeeeeeeeeeeeeeeeeeeeeeeeeeese e s s e e e ee e e s e s e ae e e e e e e s e s e s e s e s e e e s e s e s e e s s s e e seeeaeanseseeesneeenennnennnnnn 121
APPENDIX A: INFORMED CONSENT FORM AND QUESTIONNAIRE .....cccotiiiiiiiiiiiiiiiiiieeeee e 140
APPENDIX B: INTERVIEW GUIDE ......oiiiiiiiiiieittieee ettt st e s s s e e e s s s e innnee 148
APPENDIX C: ETHICAL CLEARANCE CERTIFICATE ...ttt ettt e e 150

vii



List of Tables

Table 3.1. Break down of the study Sample reSPONSES. .......ucvvveveiieieerie e 53
Table 4.1. Personal information of research reSpondents...........ccoceveveieneieneniene s, 64
Table 4.2. Professional information of research respondents............ccccooevereneninenieeicene, 65
Table 4.3. Reliability statistics of the original CONSIIUCES. ..........ccooviiiniiiieii e, 66
Table 4.4. Summary statistics of perceptions on work-life balance support. ...........ccccceeene. 68

Table 4.5 Test for effects of demographic variables on academic staff’s perceptions on WLB

11 ] o0 ] & P TP P PO PPPOPPRTOPPRRTPN 70
Table 4.6. Summary statistics of organisational COmmMItMeNt. ...........cccoceveiiieiininicicee, 76
Table 4.7. Sub-constructs of Intention to Leave or Stay..........cccccovveveeieiicve e, 72
Table 4.8. Summary of the Work Frustration/ Dissatisfaction sub-constructs. ....................... 73
Table 4.9. Summary of the Job Searching Drive sub-CONStIUCES. .........cccccvvevvevieiieieeie e, 74
Table 4.10. Summary of the “Possibility of Taking the Risk to Leave” sub-constructs. ........ 75
Table 4.11. Summary of the “Job Searching Drive” sub-CONSIIUCES. ...........cccovrviiiiiiiiiennnn, 79

Table 4.12. Correlations between intention to leave or stay and work-life balance
[O10T0 =10 110 11 TP 81

Table 4.13. Correlations between intention to leave or stay and work-life balance

(ST 0T =10 010 11 TP 82
Table 4.14. Summary of Interventions in order to achieve work-life balance. ...................... 84
Table 4.15 Themes emerging from open-ended QUESTIONS ............ccvvvevieiiieiie e 87
Table 4.16. Participants’” deSCIIPLION ........ccvirrieiiiirieiii e 91

viii



Figure: 2.1. Conceptual framework

Figure 2.2. Maslow’s Hierarchy of Needs

List of Figures

Figure 2.3: Model for retention of professional WOrKers. ...........c.ccovviiiineinininccnes 36

Figure 3.1 Concurrent Triangulation Design

Figure 4.1. Ranking of perceptions on WLB SUPPOIt iteMS. .........cceoveieieienerinieseseeeeeenes 69
Figure 4.2. Ranked organisational commitment IteMS. ...........coovriiiiiiieieneseesce e 78
Figure 4.3. Ranked work-life balance items. ... 80
Figure 4.4. Ranked interventions that are not available but needed. .............ccocoviiiiienn, 85

Figure 4.5. Ranked interventions that are available and used

List of Abbreviations used in the study

Abbreviation Meaning

AC Affective commitment

cC Continuance commitment

HR Human Resources

ICTs Information Communication Technologies
NC Normative commitment

TIS Turnover Intention Scale

UKZN University of KwaZulu-Natal

WLB Work-life balance




CHAPTER 1

INTRODUCTION AND SYNOPSIS OF THE STUDY

1.1. Introduction

The purpose of this chapter is to give an introduction, background and significance of the
study undertaken. An outline of the research problem, the research objectives and summaries

of the research chapters are described in this introductory chapter.

Academics are considered to be the core of every high institute of learning as their services
are critical to the survival and success of these institutions. Academic institutions’
sustainability and quality over time is not assured without well qualified and committed
academics (Pienaar and Bester, 2008). Samuel and Chipunza (2013) claim that the retention
and adequate supply of academic staff in South African universities is of particular concern
as they are seen to be continually attracted to better conditions of service in the private and
public sectors. Available statistics indicate that between 5% and 18% of academic staff in
South African institutions of higher education leave their employment for other sectors
(Pienaar and Bester, 2008).

In fact, the retention of academic staff is a worldwide challenge in both developed and
developing countries. A research conducted in Australian universities indicated that 68% of
academics expressed some desire to leave their higher education positions (Yousaf, 2010;
Anderson, Richard and Saha, 2002). According to Sanderson, Phua, and Herda (2000), in the
United States, a survey carried out in the year 2000 showed that 40% of full time faculty
members had contemplated leaving academia for other professions. Ng’ethe (2014) observed
that most Kenyan academics were drawn more and more to destinations like Botswana, South

Africa and other countries abroad in search of better opportunities.

Based on this background, the study seeks to add to literature, information to encourage
universities to step up their efforts to select, recruit and retain the best academics by focusing
on the relationships between work-life balance (WLB), organisational commitment and
employee retention. These variables have been found to be connected to the retention of
employees in past studies (Mohd Noor, 2011) but this kind of relationship has not been tested

in the South African higher education setting.



For the past years, in the South African context, academics have been faced with increasing
and challenging duties in their workplaces due to transformation (Barkhuizen, Roodt and
Schutte, 2014; and Kotecha, Ukpere and Geldenhuys, 2014). Barkhuizen, Rothmann and van
de Vijver (2014) comment that it seems the academics’ job demands have escalated while the
levels of support, including necessary resources, have deteriorated resulting in a negative
impact on their health and wellbeing. On the other hand, this lack of support has caused them
to shift their services elsewhere where they feel they will be appreciated better. The vacuum
that is left by skilled people is usually difficult to fill and have negative consequences.
Theron, Barkhuizen and Plessis (2014) reveal that the cost of replacing a skilled employee
who resigns voluntarily is estimated to be between 100% and 150% in annual salaries. The
future of universities and South Africa as a developing country hinges upon academics hence
the need to develop talent retention strategies by human resources personnel that persuade

them to stay with their institutions or rather within the academic profession.

1.2.  Background of the study

The challenge of juggling work and non-work duties has become a concern for both the
employer and the employee. According to Adisa (2015) the issue of WLB dates as far back as
the 1930s and its discussion continues up to this day. This discussion can be attributed to a
growing interest in how employees juggle their work and other activities outside work
(Wheatley, 2012). The problem of WLB is further worsened by globalisation which has
brought its own changes to the workplace such as downsizing, mergers, takeovers and high
competition which destabilises employees’ work life (Darcy, McCathy, Hill and Grady,
2012). Furthermore, a diverse group of individuals has entered the workplace confounding

organisations’ challenges to meet the needs of this increasingly complex workforce.

Literature reveals that employers who fail to solve their employee’s work-life conflict run the
risk of facing increased turnover rates of the affected employees (Easton, 2007). Moreover, it
is now a fact that employees these days are continuously seeking ways to derive satisfaction
from both work and life outside work (Bell, Rajendran and Theiler, 2012). This view is
consistent with that of Hughes and Bozionelos (2007) who noted that those employees
confronted with an imbalance between work and life tend to display negative job attitudes

including high leaving intentions.

Allen (2001) indicated that many organisations have implemented programmes or policies

intended to take care of the needs of today’s diverse workforce in order to address work life

2



balance (WLB) concerns. Advocates of work-family balance have since supported the
adoption of a variety of family-friendly benefits (WLB practices) to positively impact work-
family balance (Hill, Hawkins, Ferris, and Weitzman, 2001). Allen (2001) explained that the
organisation’s purpose of providing WLB policies is to help to achieve a competitive
advantage, increase morale, and to attract and retain a committed workforce in today’s
unpredictable work environment. To the employee, WLB policies help to improve the
difficulty inherent in juggling work and non-work activities (Allen 2001). In other words, it is
not only important for organisations to consider the social implications of introducing such
policies, but, they also have to consider the financial and social cost of not taking any action
(Arthur, 2003).

Employees spend the greater part of their lives at work and at the same time the type of work
one does determines the quality of life. Clark (2000) contends that an individual gets to be
satisfied personally and professionally as a result of proper distribution of resources such as
energy, time and commitment across work and life dominions. Thus, the enhancement of
successful work-life integration results in positive faculty performance, productivity, and
retention (Ehrens, 2016). There are many ways an organisation can meet employee needs to
achieve balance in their work-life. Available literature offers five distinct groups that denote
organisational WLB programmes and policies, namely: flexible work arrangements;
provision of health and wellbeing programmes; provision of childcare services or; provision
of leave as needed to address family matters; and organisational support and understanding of

individual needs (Zheng, Molineux, Mirshekary, Scarparo, 2015).

A number of studies have identified the inter-dependence of family and work domains, how
the relationship between the two domains has evolved over time and how the two
complement each other (Poelmans, Stepanova and Masuda, 2008; Kossek and Lambert,
2004; Kanter, 1977). Friedman and Greenhaus (2000) hypothesised a work-family scenario
under which work and family are ‘allies’ as opposed to being enemies. Greenhaus and Powell
(2006) label it as work family enrichment. Enrichment in this case is the view showing the
positive outcome of work-family interface and is defined on the basis of the beneficial effects
of work on an employee’s performance and quality of life at home, and vice-versa
(Grzywaczl, Carlson, Kacmar, and Wayne, 2007). On the other hand, there has been little
evidence on the extent to which employees utilise family-friendly programmes in relation to
how organisations directly benefit (Miller 2010; Frone, 2003). In addition, employers are



continually trying to understand why employees leave and to figure out what strategies might

be implemented to retain them (Martins and Coetzee, 2007).

1.3. Problem Statement

Many organisations are battling to keep their skilled workers as their workers are constantly
looking for organisations that offer better working environments that help them derive
maximum satisfaction from both their work as well as their life outside work. Research has
shown that high employee turnover rate leads to employees that remain behind being over-
stretched in understaffed situations and as a result increases their stress levels. If not rectified,
continuous stress is seen to have damaging effects to the welfare of workers as well as the
organisation (Chiang, Thomas, Birtch and Kwan, 2010). A phenomenon has been highlighted
in recent studies where some jobs are characterised by long working hours, erratic
workflows, fast work pace with tight deadlines, work-related events outside business hours,
and 24/7 worker availability to clients (MaCarthy, et al, 2012). This then requires

organisations to find ways to manage employee work-life conflicts successfully.

1.4,  Main research objective

The main research objective is to investigate the relationship between WLB and retention of
academics at the University of KwaZulu-Natal. The study seeks to establish if organisational
commitment to WLB practices has an influence on employees’ (academics) decision to stay

or leave.

1.5.  Specific aims

The main objective can be broken down into the following sub-objectives:

= To identify academic staff’s perception of the university’s support and encouragement

of the use of WLB programmes;

= To ascertain the effects of WLB programmes on the decision to stay by academics

from the University of KwaZulu-Natal;

= To ascertain the impact of perceived WLB support on academics’ commitment to the

organisation and

= To explore ways in which academics can be assisted in achieving a balance between

work and their personal lives.



1.6. Research questions

In order to address the above research objectives, the study seeks to respond to the following

research questions:

= Do academics perceive the university as providing and encouraging the use of WLB
programmes?
= To what extent do WLB programmes influence academic staff not to leave the

University of KwaZulu-Natal?

=  What relationship exists between perceived WLB support and academics’

commitment to the organisation?

= Are there interventions that can be made in order to achieve a balance between work

and the personal lives of academics with a view of retaining them?

1.7.  Assumptions

Simon (2011) describes assumptions as events that are out of an individual’s control but are
presumed to be true. Upon embarking on this research, three assumptions were made and

these are:

= That respondents would understand the contents of the questionnaire and truthfully
and accurately answer the questions,

= That academic staff should be in a position to know available WLB policies in the
organisation and

= That academic staff value support from the organisation in terms of their work and

personal life.

1.8.  Significance of the study

This research project sought to establish the effect of WLB practices on the retention of
academic staff. Studies have shown that universities compete with one another for the
services of academics and at times they lose them to the private sector. The study is based on
the background and belief that academia is a profession which represents the backbone of
universities which in turn are responsible for imparting knowledge and skills which are
crucial for the development of societies. Therefore, the rationale of this study is to

recommend ways that can be used in managing the attraction and retention of this group of



individuals. Findings of the study will help equip stakeholders such as institutions of higher
learning, organisations and policy makers in coming up with strategies that address employee

retention through achieving a balance between their work and life.

1.9. Outline of the study

The study is divided into six chapters which are as follows:
Chapter 1: Introduction and synopsis of the study

Chapter one introduces the study by providing the background information and outlining the
significance of the study. The research problem, research objectives and research aims are

also presented.

Chapter 2: Literature review

In this chapter, the available and relevant literature was surveyed. The ideas and issues
debated in the review of literature form the basis for the research topic. Incorporated in the
review of literature were the three research variables namely WLB, organisational
commitment and employee retention. Included in this chapter is the theoretical integration of

the relationships between the variables and the discussion of their practical implications.
Chapter 3: Research Methodology

Chapter three describes the research methodology that was used in the course of the study. A
mixed method approach was adopted because of the need to converge the findings in order to
compare and contrast them. The chapter also provides an overview of the sample and
population. The measuring instruments of the research were defined together with the

justification for each instrument.
Chapter 4: Data analysis

The quantitative data gathered was captured and analysed using the statistical software SPSS
Version 23. In this chapter, presentations of the findings were made in the form of graphs and
tables in order to depict patterns and profiles inherent in the data collected and to investigate
variable relationships. For in-depth interviews, themes were identified and the results were

integrated with those from the quantitative survey.



Chapter 5: Discussion

This chapter discusses the findings presented in Chapter 4, contrasting them with the findings

from previous studies as discussed in the literature review of Chapter 2.
Chapter 6: Conclusions and recommendations

This chapter provides conclusions that were drawn from the research results.
Recommendations were also made to management and HR personnel in universities and
similar organisations. Limitations to the study were also identified and suggestions and
recommendations for future studies in the field were also made. The recommendations stand
to serve as a consultation platform for universities who wish to adopt ways of improving

academic staff retention strategies.

1.10. Summary

The study examines the relationship between perceived WLB and the retention of academic
staff at University of KwaZulu-Natal. This chapter presents a layout and details of the study
and procedures to be followed in order to achieve the research objective. The chapter
provides the background to the study, the research questions, the research objectives and the
research problem. The significance of the study and chapter plan of the whole study was also
given in this chapter. It is expected that this study will add value by contributing to literature
on WLB and its impact of employee retention. The findings will benefit institutions of higher
learning and HR practitioners in other similar organisations. The next chapter will discuss

literature that is relevant to the research topic.



CHAPTER 2
LITERATURE REVIEW

2.1. Introduction

This chapter reviews literature from various sources available that are relevant to the study.
The review starts with definition of terms and the discussion of the concept of WLB and its
implication to academic staff. The theoretical perspectives in support of the concepts
discussed are described. A discussion of the concept of organisational commitment and
employee retention follows and how these are related. Workers worldwide perceive the
ability to balance workplace’s needs and personal life’s needs as an important issue, in as far
as it relates to organisational commitment. Therefore, exploring the dynamics between the
welfare and retention of academic staff is a relevant higher education research topic with

important implications for universities.

2.2. Defining work-life balance (WLB)

Work-life balance is a term that is receiving a lot of attention from both academics and
business circles. Most scholars assign varying meanings to the term. There is no one
established definition of what makes up a WLB for an individual but the term is usually used
in reference to support given by organisations for worker dependents’ care, flexible work
arrangements, and all forms of leaves (Estes and Michael, 2005). The reasoning for providing
these benefits is to help workers cope with the difficulties encountered while trying to
balance work and life’s activities (McCarthy, Darcy and Grady, 2010).

Casio (2000) defines WLB as organisational efforts intended to improve employee
experience of work and out of work activities. Osterman (1995) looks at it as those
recognised basic and procedural measures and formal and informal practices that allow
employees to deal with conflicting spheres of work and non-work activities with ease. In
addition, Hill et al (2001) mentions WLB as the level to which a person is able to balance the
emotional, behavioural and time demands of paid work, family and personal duties

simultaneously.

The above definitions of WLB seem to suggest that there is an overlap of roles within work
and life domains which when not handled with care can create work-life conflict. Work-life

conflict according to Greenhaus and Beutell (1985) is some sort of struggle where pressures
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coming from work and family spheres are mutually irreconcilable in a way and it takes place
when participation in one role interfere with participation in another. This work life conflict
can be referred to as an absence of WLB (Zheng et al, 2015; Frone, 2003). Any imbalance
which results from work and life creates more pressure/psychological involvement or

satisfaction towards one role as compared to another role (Raisinghani and Goswami, 2014).

Work-life balance is a broad term that is emerging in literature in reference to work or non-
work conflict (Fisher, 2001, cited in Walila, 2012) and it is a more inclusive approach to
study work or non-work conflict as compared to use of work family conflict. Work-life
balance also incorporate negative and positive associations relating to a person’s work and
non-work activities, including family but also other relevant areas of commitment like
sporting, recreational and community (Brough and O’Driscoll, 2010). It is because of this
inclusivity that this study will use the term WLB as opposed to work family conflict.

2.3. Understanding the concept of WLB

Work and family are central to the lives of every employed individual. The type of work an
individual does determines their status in the society and one would say that an individual’s
quality of work life can have an impact on their work life satisfaction. Being successful in a
job can result in interpersonal relationship and mental health inside and outside the workplace
(Schadel, 2011). Jacobs and Gerson (2001) argued that the amount of time a person spends at
work determines his or her contribution to the economy and thereby determining his or her
earnings and income. By spending too much time at work an individual can undermine
personal and family wellbeing, while spending too little time can compromise the family’s

economic security and reduce its standard of living (Jacobs and Gerson, 2001).

In light of the above, the following section seeks to link the relationship between work and
life and how an individual goes about reconciling the two in order to achieve a balance.
When referring to WLB, the term balance does not imply an equal distribution of time and
resources, but an allocation that is satisfactory to the worker (Greenhaus, Collins and Shaw,
2003). An individual is likely to find his or her right distribution (balance) between work and
life roles that will fit his or her own work duty and personal preferences (Ehrens, 2016). Hill
et al (2001) suggest that flexibility in work processes can aid workers to cope with
contemporary stresses related to balancing work and family issues. On the other hand,

Wheatley (2012) explains the meaning of the word “work™ in the context of WLB as a



connotation of paid and unpaid work done for an employer, while “life”, in the same context,
means non-work-related duties. Darcy et al (2012) argue that WLB is not a “one size fits all”
concept, but instead, is a subjective concept which should be considered by the employee to
match their objectives of attaining satisfaction, involvement and time balance.

Greenhaus et al (2003) proposed a WLB measured with three components, namely, time,
involvement, and satisfaction. Time, as the first component involves the amount of time one
spends at work and family activities. The second component assesses the level of
involvement in one’s work in comparison to involvement in family activities, and the third
component measures the level of satisfaction from one’s work as well as satisfaction with

family activities. This is conceptualised as work-family conflict.

According to a study by Adam, King and King (1996) relationships between work and family
seem to impact job and life satisfaction while the level of involvement the worker assigns to
work and family roles was linked to this relationship. They also found the relationship
between these domains to be instantaneously characterised by conflict and support. Higher
levels of work and family conflict predicted lower levels of family emotional and
instrumental support. At the same time, Adam et al found that higher levels of family

emotional and instrumental support were linked to lesser levels of family work conflict.

As outlined by Greenhaus et al (2003), time balance between work and life roles is important
where role engagement is represented by the time and psychological investments of an
individual into their work and personal duties. In all of this, satisfaction is the favourable
outcome that is to be attained within work and family duties. An individual’s experience of
WLB or work life imbalance depends on whether their time, psychological investments and

satisfaction levels are high or low.

The amount of time involved and invested in an individual’s multiple roles guards them from
negative experiences in any one role and therefore contributes to WLB, satisfaction balance
and one’s welfare through decreasing work-life conflict and strain (Greenhaus et al, 2003).
On the other hand, significant discrepancies of time dedicated to work or family time, or
work involvement and family involvement, results in work-life conflict, strain, WLB,

satisfaction imbalance and a poorer quality of life (Greenhaus et al, 2003).

Poulose and Sudarsan (2014) viewed WLB through three dimensional aspects of life which

they named organisational, societal and employee’s personal life. Poulose and Sudarsan
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(2014) say that any imbalance between organisational and personal obligations and
mismanagement of life priorities can result in grave consequences in any of these domains.
Studies show that social support given from either work or family domains can bring a
positive effect on an employee’s wellbeing (Adam et al, 1996). This therefore, shows that
WLB and workers perception of wellbeing are crucial for the growth and efficiency of an

organisation.

Relationships between work and family domains are documented in literature as
bidirectional, that is, work can interfere with family, and family can interfere with work. For
example, the strain that one experiences at work can be transferred or ‘spills-over’ onto
another role thereby reducing one’s usefulness in the new role (Greenhaus and Beutell,
1985). However, Greenhaus and Powell (2006) contended that work and family
responsibilities should not always clash as it has recently been seen to encompass the positive
spill over which is referred to as family facilitation (Grzywaczl et al, 2007) or enrichment
(Greenhaus and Powell, 2006). Furthermore, Shankar and Bhatnag (2010) commented that,
conflict indicates the incompatibility within these two domains while enrichment reflects
their compatibility. Work family facilitation was defined by Grzywacz et al (2007) as the
degree to which a person’s engagement in one social system, either work or family,

contributes to growth in another social system.

Similarly, Wayne, Musisca and Fleeson (2004) made an interesting observation of how
conflict and facilitation were related to work- family outcomes. They explained that conflict
is related to affective outcomes in the originating role and with behavioral outcomes in the
receiving role. As an example, they explained that Family Work Conflict (FWC) is
negatively linked to family satisfaction and job effort. What it means in theory is that, when
one role affects the other, the outcome is poor role quality or performance inside the role
being affected. To add to that, it maybe that people psychologically give the blame for the
interference to the source role, thereby experiencing negative effect towards that role (Wayne
et al, 2004).

2.4. Factors affecting WLB

Many studies in the work-life literature have categorised antecedents of WLB into three main
groups which are demographic and personal characteristics, family or non-work

characteristics and work-related characteristics (Koekemoer and Mostert, 2010). According
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to Koekemoer and Mostert (2010) demographic and personal characteristics comprise of
gender, age, family status, negative affectivity and personality. They indicated that family or
non-work characteristics comprise of, parental stressors, social support, family role ambiguity
and family stressors. Work stressors, work demands, hours spent at work, job stress, work
support and flexibility are examples of work-related characteristics (Koekemoer and Mostert,
2010).

Demographic factors have an effect on WLB and several studies have looked at its impact
within the working population. For example, Aryee, Srinivas and Tan (2005) found gender to
be a predictor of WLB while some studies show that men and women actually have similar
experiences regarding WLB (Aryee et al, 2005; Duxbury and Higgins, 2001). Tausig and
Fenwick (2001) revealed that the major stress experienced by females comes from family
demands as opposed to work demands especially when children are involved in that

particular family.

The demographic composition of the workplace, especially with the influx of dual-career
couple employees has meant that both male and female are now having substantial household
duties on top of their workplace duties (Bond, Galinsky and Swanberg, 1998). In addition,
technology has shaped a modern workplace that is in operation 24/7 where a person can work
from anywhere at any time including working from home (Ehrens, 2016). Duxbury (2004)
comments that these factors are distorting the boundaries between work and personal life,
making the reconciling of work and private life an issue both essential and challenging to

working individuals.

Smith and Gardner (2007) reported reliable patterns in the levels at which various initiatives
can be utilised for different ages. For instance, younger employees were seen to be using
initiatives like flexitime, compressed work weeks, telecommuting and working from home
more than their older colleagues. On the other hand, older employees were seen to be making
use of dependent care support like childcare, eldercare, paid maternity and paternity leave
more than their younger colleagues. Greenhaus and Beutell (1985) identified factors such as
number of children, the employment of a spouse and support of a spouse as having an

important role in the development of work-family conflict.

Results from a study of 147 British women conducted by Noor (2003) indicated personality

as a variable that accounted for greater discrepancy in predicting family-interfering-with-
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work conflict. According to Noor (2003), there are two personality traits that are widely
researched which are neuroticism and extraversion. Neuroticism describes a relatively steady
personality trait that leads an individual to highlight their negative experiences and is seen to
be the only trait meaningfully linked to job satisfaction such that people with higher levels of

neuroticism are less satisfied with their jobs (Wayne et al, 2004).

On the other hand, extraversion refers to a personality trait that influences one to experience
positive emotional states and feel good about their surroundings and has been seen to be
linked to positive mental health (Noor, 2003). Parasuraman and Greenhaus (2002) propose
that individuals who are led by their personal attributes, not only interpret and react to a
situation, but they also proactively influence the situation. In their study, Wayne et al (2004)
examined personality as the antecedent of conflict and they found extraversion to be linked to
better facilitation between work and family domains and do not relate to conflict, whereas

neuroticism was linked to conflict by a greater extent but having a little link to facilitation.

Some of the factors affecting WLB include long working hours and time expectations by
organisation. Grzywacz and Marks (2000) noted that demanding job characteristics such as
long working hours, overload of work, role conflict and role ambiguity are linked to negative
work to home conflict. Bond (2004) contends that an organisation with a predominantly long
working hours’ culture, cultivates stress and fatigue amongst its employees which usually
detaches them from their personal lives. Wayne et al (2004) proposed that limiting work
hours may be advantageous to workers as they may increase the level of work-family balance
as fewer work hours may cause a decrease in work-family conflict. High degrees of job
control plus social support at the workplace are motivational job characteristics related to low
levels of negative interaction between work and non-work domains (Grzywacz and Marks,
2000).

After looking at these factors that affect WLB and the benefits that come as a result of
achieving a work-life balance, it is important to understand these factors and their predictive
relationship to WLB. To be specific, in the context of universities, it is critical to have an

understanding of these factors when predicting WLB for academic staff.

2.5. Consequences of WLB

Work-life balance has been found to affect both the employer and the employee. To

employees, good WLB practices create a sense of reassurance that their organisation or
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employer has an interest in their wellbeing (Baral and Bhargava, 2009). Beauregard and
Henry (2009) assert that by offering WLB programmes, firms appeal to new employees while
decreasing levels of work-life conflict amongst old employees thus improving organisational
performance ultimately. Deery and Jago (2015) affirm WLB as a crucial variable used these

days when discussing issues about employee management and retention.

Studies indicate that organisations providing a work environment that supports balancing
work and non-work activities are likely to experience positive outcomes (Downes and
Koekemoer 2011; Brough and O’Driscoll, 2010; Kinman and Jones, 2008; Richman, Civiana,
Shannon, Hill and Brennan, 2008). Organisations interested in increasing these outcomes
should develop an organisational culture that encourages employees to reach a balance and
communicating their support towards WLB practices (Kar and Misra, 2013). Frone (2003)
concurred by mentioning that assisting employees to achieve WLB can result in a more

motivated workforce leading to decreased absenteeism and improved customer experiences.

Those employees, who have some control over their jobs and its outcomes, feel little stress
and are more interested in the organisation and are motivated to stay (Kinyili, 2015). Downes
and Koekemoer (2011), claim that WLB initiatives increase the autonomy of employees in
the reconciliation of their work and personal lives. According to Kar and Misra, (2013),
provision of WLB policies reduces work-life conflict and it is beneficial to both the

employees and the organisations they work for.

Some studies were conducted linking WLB to employee retention or intention to stay, for
instance, Mohd Noor (2011) found perceived WLB satisfaction as being negatively
connected to intention to leave the organisation among academics at a Malaysian University.
Mohd Noor also mentioned that being satisfied by one’s job and organisational commitment
to be the intermediaries connecting WLB and the decision to quit. Adams et al (1996) studied
spillover experienced in work and life roles and discovered that work issues could affect

family life and life satisfaction, thereby impacting on employee’s work-life satisfaction.

According to Hill et al (2001), withdrawal from family interaction, increase in marriage
conflict, little knowledge about children’s experiences, and sometimes, the taking of non-
genuine sick leave of absence are some of the examples of outcomes associated with negative
work-to-family spillover (Hughes and Bozionelos, 2007). Boyar, Maertz, Pearson and

Keough (2003) found family-friendly policies to be able to minimise stress from the family,
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mitigate the interference between work and family, thereby allowing employees to
concentrate in their work. Deery (2008) stress the importance for employers to implement
WLB initiatives as an antagonistic approach to family-friendly policies may result in the
failing of even the most innovative and sophisticated work-family policies (Darcy et al,
2012).

The WLB practices or initiatives that an organization can use, as outlined by Darcy et al
(2012) are:

» temporal work arrangements that permit individuals to cut the number of hours they

work;

» flexible work provisions like flexi-time that allows workers to pick their own
preferred starting or finishing times and working from home thus giving the worker
the ability to choose a place to work from;

» WLB supports like counselling of employees, employee assistance programmes and
training on how to handle time and stress; or facilities located on site to cater for

employees’ children).

2.6. Implications of WLB for academics

The challenges of balancing work and family have become a subject of concern among
scholars. The nature of the job of an academic makes it even more difficult for one to strike a
balance between work and family matters. Kinman and Jones (2008) pointed out that the
academic profession is “open-ended” and academics normally play an assortment of roles
which include instructive, managerial, technical and subject-designing roles. These multiple
roles in the academic profession continually keep academics busy resulting in interference
between work and personal life (Senthilkumar, Chandrakumaramangalam and Manivannan,
2012). Cannizzo and Osbaldiston (2015) report that academics are faced with pressure to
establish their credentials through publications and as a result they end up working from

home and in ‘non-labour time’ such as the after hour or weekends.

According to Kocheta et al (2014), 40 working hours per week with the weekend free is
considered normal but in academia longer working hours is the norm. Winefield et al (2002),
in their study, mention that over 30% of academics in Australia reported working over 55
hours per week. Research by Barkhuizen (2005) on South African Higher Educational
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Institutions (HEIS) indicated that academic staff working for more than 50 hours a week,

suffer high levels of fatigue due to increased job demands.

The gravity of the matter is that both imbalance in work-life and work overload have been
linked to low psychological well-being amongst academic staff (Barkhuizen and Rothman,
2008; Kinman and Jones, 2003). Dorhety and Mafrendi (2006) believe that the persistence of
the long working hours culture among professionals is because of the belief that doing so is
some sort of commitment to one’s work which would normally lead to promotion.
Nonetheless, this kind of commitment is not a guarantee that one would get tenure, although
research has shown that academics who work for more than 60 hours per week have better
publishing success (Jacobs and Winslow, 2004). It must be pointed out however, that
working for long hours at a job causes work-family conflict and the main challenge is to
develop potential work standards for people in academia that matches their family life
(Aslam, Shemaiah, Azhar and Sadaqat, 2011). Looking at these stated points, it would appear
that academics are under a big pushing force towards working long hours in order to advance
in their careers but at the same time trading their family interests for academic success. There
is great need for balance between these two competing forces.

When academics are exposed to significant stress, they are most likely to be ineffective in
their teaching and this gives a reason to closely keep in check their stress (Niven and Cutler,
1995). In addition, job stress in academia has also been seen to be the predictor of intention to
leave the academic profession completely (Barnes, Agago, and Coombs, 1998). Since
academic staff play a vital role in institutions of higher learning, it is critical to monitor their
stress levels and ensure that they achieve balance in their work-life. In order to facilitate role
balancing, universities should consider adopting WLB policies that lessen the demands of
academic staff jobs in order to come up with more reasonable expectations (Jacobs and
Winslow, 2004).

Literature has reported an increase in work pressure, in recent years, within academia
globally (Bell et al, 2012; Viljoen and Rothmann, 2009; Doherty and Manfredi, 2006;
Tytherleigh, Webb, Cooper, and Rickettsa, 2005). This is caused by a number of factors
which include restructuring, reduced government funding, call for accountability and poor
management practices (Viljoen and Rothmann, 2009; Kinman and Jones, 2008). Excessive
administrative paperwork, insufficient resources, ineffective organisational communication,

unsupportive organisations, and an increase in workload due to increased number of students
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are the most significant stressors among academics according to findings of a study
conducted in the UK (Coetzee and Rothmann, 2005).

A report on UK academics by Bolden, Gosling, O'Brien, Peters, Ryan, Haslam, Longsworth,
Davidovic and Winklemann (2012) indicates that, as a result of models being implemented at
universities in the country, to validate academic professionalism, young career researchers
and other marginalised groups find themselves with limited opportunity to experience
autonomy. Furthermore, in a research carried out to track the work-related well-being of UK
academics, from the period from 2008 to 2014, suggests that work features which used to
traditionally protect academics from work-related stress, like autonomy, support and role
clarity have diminished (Kinman, 2016). Barkhuizen et al (2014) are in agreement with this
assertion as they also point out that academics’ work demands were increasing while the
levels of institutional support and other related resources were dwindling. Bolden et al (2012)
argue that autonomy is central to an academic identity. All in all, the above findings point to
a dwindling institutional support culture for academics which is expected, if not rectified, to

put more pressure on academics in their quest to balance between work and life demands.

Even though academic work pressure is increasing, there is evidence showing that academics
are still satisfied with their work even though their work environment is getting less
favourable under managerial reforms that are taking place (Cheol and Jung, 2014). In contrast
to Cheol and Jung’s assertion, a research carried out on university employees in the USA,
Canada and the UK indicates that academic staff constantly scored lower on work satisfaction
variables when compared to non-teaching staff as they were seen to be more negative about
their workload and work-family balance (Horton, 2006, cited by Rafnsdottir and Heijstra,
2013). Cannizzo and Osbaldiston (2015) argues that although academics seem to be
passionate about their work, low levels of organisational commitment are prevalent and
connected to management practices which lead to work-role overload. The points above
indicate that, while academics like what they do, there seems to be decreasing institutional

appreciation of their roles and efforts.

Dissatisfaction at work may not be solely increased by an emerging culture of long working
hours, but also by less institutional effort to lessen work-life conflicts (Cannizzo and
Osbaldiston, 2015). Cannizzo and Osbaldiston (2015) further argued that, changes in
academic governance, which put more emphasis on accountability and efficiency down to the

level of the employee, diminish the possibility of using flexible working arrangements. The
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amount of effort that academics are expected, by their institutions, to dedicate to their jobs,
can create conflict between work and personal life and this is where distress can easily stem

from (Kinman and Jones, 2008).

In their study Sharafizad, Pauli and Omari (2011) identified that the sheer provision of
flexible work arrangements will not ensure employee participation in such arrangements as
there is evidence to suggest that the access to some forms of flexible work arrangements are
limited by a lack of understanding by those who approve of such arrangements. Doherty and
Manfredi (2006) cited the resistance by line managers and poor communication as the main
hindrances of diffusing WLB arrangements in organisations which include flexi-time.
Moreover, in some instances, uptake of such WLB policies may be viewed as lack of

commitment on the part of employees to the organisation (Bearuguard and Henry, 2009).

In a study conducted in Canada by Rafnsdéttir and Heijstra (2013), academics, especially
women, highlighted high stress levels, exhaustion, fatigue and lack of sleep due to an attempt
to build a career in academia and taking care of the family concurrently. The pressure to
publish has been worsened by tendency to reward or punish the teaching staff or departments
on the strength of research productivity (Rafnsdottir and Heijstra, 2013). Academics are
expected to bring funds into the university coffers through publications or research grants
which is evaluated and funded by the government based on research productivity (Dickson-
Swift James, Kippen, Talbot, Verrinder, and Ward, 2009).

Researches on academic staff in the UK and Australia carried out in the last decade have
found levels of depression and anxiety that exceed many other professions (Kinman, 2016).
Sharafizad et al (2011) argued that a rise in workload is, regrettably, making a career in
academics less attractive. Furthermore, another study found burnout among academics,
especially younger staff, to be similar to that found in ‘high risk’ groups like health and social
care employee (Watts and Robertson, 2011, as cited by Kinman, 2016). Kinman and Jones
(2003) suggest that working for long hours a day affects employees’ psychological and
physical wellbeing and that both factors lead to job stress in many professions. Therefore,
WLB is critical to employees and any imbalance could humper their well-being and this

could interfere with their performance at work and attachment to their organisation.

A survey in Australia by Winefield, Gillespie, Stough, Dua, Hapuarachchi and Boyd (2003)

revealed that the majority of academics indicate conflict between work and personal life.
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According to Kinman and Jones (2008), UK academics who experienced more work-life
conflict were seen to be less healthy, less satisfied with their work, and have high chances of
considering leaving academia. Bell et al (2012) contend that, although there are provisions in
place aimed at helping academics deal with job stress and work-life conflict matters like
flexible working arrangements and stress management techniques, academics should be
proactive in exploiting these initiatives. Academics have been traditionally known to be able
to work flexibly (Doherty and Manfredi 2006) and they take this flexibility as one of the main
advantages of working in academia which can give them the ability to balance work and

family activities (Rafnsdottir and Heijstra, 2013).

Technological advancement has brought some changes to the workforce and its impact is
both positive and negative. Kotecha et al (2014) observed that the innovative Information
Communication Technologies (ICTs) have allowed new work patterns which include
working after hours and this has the ability to both enhance WLB and create work-life
conflict as work and non-work domains are closely integrated. Walila (2012) argue that
instead of bringing relief and leisure, technology has left employees particularly
professionals, with less free time for other duties outside work. Moreover, technology has
distorted the line separating work from personal life thereby enabling employees to be
accessible for office work while at home (Walila, 2012). In essence, technology has had a

bearing in the encroachment of work activities on the family life space.

A study by Kotecha et al (2014) to test if engaging in technology-assisted supplemental
work (TASW) increases or reduces the work-life conflict faced by males and females in
academia, showed that female academics experience more work-life conflict than their male
counterparts, irrespective of the degree to which they engage in TASW. Therefore, this shows
that gender has a moderating influence on the extent to which academic’s experience work-
life conflict due to engaging in TASW. A study by Rafnsdéttir and Heijstra (2013) reinforce
the idea that man and woman experience work life conflict differently. The data they
collected among professional man and woman show that men are more able to disconnect
from work when at home than women, either to recharge their batteries or to work if they

choose to.

Colbeck (2006) found that men spent slightly more time on work and less time on non-work
activities as compared to women. Colbeck further asserted that the roles for women in both

work and non-work domains were not mutually exclusive. The decision to have a family or
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children is an important issue that affect academics and it is a crucial decision especially for
women than man. A study by Prozesky (2008) describing women academics in the South
African context explained that past South African history, especially the Apartheid era,
created an environment characterised by gender-role stereotypes which tended to favour male
dominance in universities.

2.7. Conceptual framework

A conceptual framework serves the purpose of depicting the relationships between
independent, moderating and dependent variables. This study makes use of a conceptual
framework by Mohd Noor (2011) as depicted by Figure: 2.1 below. The framework looked at
perceived WLB satisfaction and intention to leave among academics at an institution of
higher learning, with job satisfaction and organisational commitment mediating between the
relationships. This research project contributes to the study of WLB phenomena through
discovering academic staff’s perceptions towards WLB and consequences of failing to
achieve this balance. The current study’s main objective was to establish the relationship
between perceived WLB support, organisational commitment and the retention of academics
at a South African University. It is because of this reason that the researcher found the
framework by Mohd Noor suitable in achieving the objectives of the current study. The
conceptual framework was deemed suitable for the research because of its tendency to
associate WLB with occupational outcomes. This framework seeks to explore the perceived
WLB support by employees and how it impacts their loyalty to the organisation and in turn
their decision to stay or leave the organisation.

Figure: 2.1. Conceptual framework

Source: Adapted from Mohd Noor (2011, p.247).
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Various studies have proposed a relationship between WLB and attitudinal job outcomes like
organisational commitment and job satisfaction (Kim, 2014; Cegarra Leiva, Sa'nchez-Vidalb
and Cegarra-Navarro, 2012; Doherty and Manfredi, 2006) which can be interpreted to mean
that employees’ experience of WLB improves their commitment to their organisation (Azeem
and Altalhi, 2015). Organisational commitment and job satisfaction are different constructs
but are somehow mildly related, each contributing distinctively to turnover intention
(Baranik, Roling and Eby 2010; Tett and Meyer, 1993).

The presence of WLB policies in an organisation may not mean much to an employee if these
are not supported and communicated to them by management. For example, Allen (2001)
argued that work-family initiatives tend to be effective once employees believe the
organisation is genuinely supportive of their needs to balance work and personal obligations.
This then requires development of a supportive work-family culture which when an
individual decides to use the available policies (for example taking leave in order to attend to

family emergency) will not result in jeopardising their career (Baral and Bhargava, 2010).

Employee perceptions towards WLB support is critical for the organisation as they determine
outcomes such as turnover and commitment. Employees who view their supervisors to be
supportive of work-family issues are highly committed and satisfied with their jobs (Aryee et
al, 2005). Muteswa and Ortlepp (2011) established the existence of bad relationship between
an employee and his or her immediate manager as the common reason why employees leave
organisations. Employees identify management with the organisation and their views
contribute to perceived organisational support and, eventually, to job retention (Eisenberger
Stinglhamber, Vandenberghe, Sucharski, and Rhoades, 2002).

Life as an academic is characterised by work overload as academics usually work during
evenings and weekends to cope with the increasing work demands and work pressures
(Kotecha et al, 2014). This is more evident during exam marking periods or when certain
research outcomes are expected, for example, when one is preparing a conference
presentation. The work overload stems from increased pressure to publish and the escalating
number of students that has seen higher student/staff ratio among other things (Catano et al,
2010). This however, has implications on academic’s WLB as their work is eating their
family time. This is a challenge for universities to develop and implement WLB policies that
warrant higher level of job satisfaction and commitment of academic staff that contribute

greatly to their decision to stay.
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2.8. Theoretical perspective regarding WLB practices

Becoming successful in a job can have a bearing on interpersonal relationships and mental
health, both inside and outside the workplace, and these relationships are parts of most need
theories such as Maslow’s Hierarchy of Needs (Schadel, 2011). Drawing from the social
exchange theory (Blau, 1964) and Maslow’s Hierarchy of Needs, the study examines whether
perceived WLB support can impact organisational commitment of academics and ultimately
their retention. An employee’s relationship with the organisation he or she works for is
critical as their loyalty and strict adherence to work obligations can develop through
perceptions they have on organisational support (Jawahar and Hemmasi, 2006). This calls for
the need for organisations to at least appear to be supportive of the non-work needs of their

employees.

In a bid to find relevance of the social exchange and Maslow’s Hierarchy of Needs to this
study, it can be said that the employer and employee relationship particularly with regard to
the employers provision of the employee non-work needs (in the form of WLB provisions),
could affect the organisation positively or negatively as far as retaining staff in concerned.
The focus here is for the university to promote social affiliation (a sense of
belonging/attachment to the organisation) through providing a work environment that

motivates employees to stay with the organisation.

In this study, both the social exchange theory (Blau, 1964) and Maslow’s Hierarchy of Needs
were used to give a theoretical perspective in order to understand the relationship between
perceived organisational support and the retention of academics as they clarify the nature of
the employer and employee relationship. These theories have been used to focus on employee
needs and the organisational support they desire, which can then impact the retention of
employees. The social exchange theory is based on the idea that relationships characterised
by more rewards than costs will produce lasting mutual trust and attraction (Blau, 1964).
According to Yukl (1994) as quoted by Jawahar and Hemmasi (2006), these rewards and
costs are social transactions which involve both material benefits and psychological rewards
like status, loyalty and approval. For example, when employees receive favourable treatment
from the employer, they will feel a sense of obligation to give back the favour through
showing positive attitudes or behaviours towards the organisation (Beauregard and Henry
2009). These obligations may be fulfilled by way of improved commitment to the

relationship, and as time goes on, a pattern of reciprocity develops, triggering perceived
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balance in the exchange relationship (Jawahar and Hemmasi, 2006). Beauregard and Henry
(2009) noted that, if employees perceive provisions of WLB practices as a sign of favourable
treatment, they will react in ways that are beneficial to the organisation. On the contrary, if an
individual perceives the cost of a relationship as outweighing benefits, the theory predicts that
such an individual would opt out of the relationship (Jawahar and Hemmasi, 2006).
Therefore, in the case of academics, if they perceive their relationship with the university to

be reciprocal they would be expected to respond by choosing to stay with the organisation.

Maslow’s Hierarchy of Needs (see Figure 2.2 below), on the other hand, shows human needs
as a pyramid with the very basic ones (physiological, and safety needs) at the bottom while
the highest ones (affiliation, esteem and self-actualisation needs) located at the top. This
theory explain motivation from a need based view. The theory helps to show how managers
can motivate employees to become the best they can be (self-actualise) by providing a work
environment that is conducive and can provide better business outcomes to the organisation
(Jerome, 2013).

Figure 2.2. Maslow’s Hierarchy of Needs

/Self,
Actualization

/ Esteem Needs

Needs for love, affection
and belongingness

Safety Needs

Physiological Needs

Source: Adapted from Jerome (2013, p.41).
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According to Ramlall (2004), Maslow’s Hierarchy of needs gives managers and leaders some
insights regarding employee needs to be met. The need for affiliation is an essential human
motivator and there are different levels of affiliation (Lee, 2003). Jerome (2013) states that,
upon discovering that their organisation cares so much about their developmental needs,
employees tend to offer their best for the welfare and success of the organisation. In essence
Maslow’s theory has played a big role in bringing an understanding to managers on how they
can motivate their employees. At the same time it served as a platform for other scholars to
improve on it for example Alderfer’s ERG Theory of Motivation. In spite of its extensive
reference in motivational literature it has faced criticism, for instance Bushe (2012)
mentioned its weakness in assuming that individuals focus their attention on a single need. In
the context of this study, the implication of Maslow’s Hierarchy of Needs is that managers
and HR personnel at UKZN should provide the supportive environment that academics need,
be it manager, supervisor or co-worker support. This kind of support will help the academics

to achieve a balance while performing both their work and personal duties.

2.9. Organisational support in attaining WLB

According to Lobel and Kossek (1996), the provision of family-friendly benefits (WLB
programmes) does not go far enough to solve employee issues unless these provisions are
also accompanied by a change in organisational culture with regards to the addressing of
work life issues. For example, Allen (2001) explains that the availability of WLB
programmes is often masked by organisational culture, especially a culture that deters
employees from utilising available benefits. Lack of informal or even formal support from
immediate supervisors can mask the visibility of WLB programmes that might be in
existence in an organisation. It is the organisation’s responsibility to ascertain the visibility of

any WLB programmes that already exist and strive for identifying even more programmes.

Brough and O’Driscoll (2010) reported some incidents of discrimination or disadvantages
faced by employees who utilise WLB benefits and noted that it is a commonly held view that
employees who accesses these benefits are basically less committed to work. This is not a
good thing as this hinders employees from using these benefits and in some cases the

availability of these programmes are not even communicated to the employees.

There is evidence that shows the relationship between perception on WLB support from the

organisation and better employee loyalty (Cegarra et al, 2012; Forsyth and Polzer-Debruyne,
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2007). Therefore, provision and encouragement of the use of these benefits gives an
organisation an edge over other organisations that do not offer them. McCathy, Cleveland,
Hunter, Darcy and Grady (2013), assert that, a supportive organisation may contribute to
employee utilisation of WLB programmes through the support of gatekeepers of work-life
programmes like HR managers and immediate supervisors, thereby ensuring that role

conflicts are avoided.

A survey of 1187 employees carried out on organisations in New Zealand by Forsyth and
Polzer-Debruyne (2007), found that perception by employees that the organisation was
supporting WLB practices enhanced their job satisfaction and decreased work pressures
resulting in reduced leaving intentions. The study also produced evidence that, practices
which staff take to mean WLB support, can affect the organisation, where a probable
reduction in staff turnover is likely due to decreased intention to leave.

In view of the above, it is crucial to determine the perception held by the employees
concerning the support they get from the organisation. In his study Behson (2005) found
informal means of organisational work-family support to be more effective than formal ones
in explaining variance in employee affective, intentional, and behavioural outcomes. In their
study, Wong and Ko (2009) give a background to the understanding of important factors that
make WLB. They discovered that factors associated with flexibility and support by the
organisation on WLB, allegiance at work and having sufficient time off, were the basis for
employee positive perceptions of WLB and hence these factors gives insights into retention
strategies (Wong and Ko, 2009).

Forsyth and Polzer-Debruyne (2007) indicated that perceived organisational support
(including fairness, supervisor support and organisational rewards) helps to improve job
satisfaction, affective commitment and performance, and reduce withdrawal behaviour.
Ahmad and Omar (2010) in their study concluded that employees who perceive the existence
of family-supportive culture in their organisation, characterised by high responses to work-
family matters, are more likely to stay with the organisation and have an improved sense of
affective commitment to the organisation. The concept of organisational commitment will be

discussed fully in section 2.10.
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2.9.1. Definition organisational support

Organisational support can be described as the belief by employees that their organisation is
concerned with their wellbeing and values the contributions that they make to the
organisation (Rhoades and Eisenberger, 2002). Individuals assign human characteristics to
the organisation through personification of the organisation, and perceive agents’ actions
within the organisation (such as managers) as actions by the entire organisation (Loi, Hang-
Yue and Foley 2006). Organisations that are concerned with the welfare of their employees
can show support through implementing programmes and policies that emphasise WLB
through its management or supervisory personnel (McCarthy et al, 2013). It is of vital
importance for organisations to realise the impact of support to employees on their

behaviours.

This study seeks to find the relationships between the academic staff perceived WLB support
and organisational commitment and how this affects their decision to stay. The following
section looks at the organisational support employees can get in the form of manager support,

supervisor support and colleague support.
2.9.2. Manager support

It is important for employees to know that they have the backing of their superiors all the
way. According to Farren and Kaye (1998), manager support refers to a manager’s ability to
care for the professional development of their subordinates and teams. A number of
employees make a decision to leave the organisation due to conflicts they may be
experiencing with their immediate managers (Muteswa and Ortlepp, 2011). Blake (2006, p.2)
made a statement to the effect that “people leave managers, not organisations”. It has also
been observed that employee participation in an organisation is lessened as a result of a lack
of manager support and such employees may not utilise family-friendly programs offered by
the organisation (Blair-Loy and Wharton, 2002).

2.9.3. Supervisor support

Kottke and Sharafinski (1988) defined supervisor support as an employee’s perception of the
support given by their immediate supervisor in connection with their general wellbeing and
work-related interests. In the same way that employees form perceptions about their
evaluation by the organisations they work for, they also form general views about the level
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with which supervisors value their contributions and in turn care for their welfare, that is,
perceived supervisor support (Rhoades and Eisenberger, 2002). Taking into consideration the
significant positive relationships between job characteristics plus supervisor support with
work-to-family enhancement and job outcomes, organisations may improve the quality of
workers’ work and personal lives by redesigning jobs and improving supervisor support

(Baral and Bhargava, 2010).

The fact that supervisors play a role as agents of the organisation as they have the duty to
direct and evaluate the performance of subordinates, employees view their supervisor’s
favourable or unfavourable judgement toward them as an indication of support by the
organisation. Moreover, the immediate supervisor has the ability to reduce the degree to
which an individual work role impedes with his or her family role through acknowledging
employee’s family obligations (Baral and Bhargava, 2008). Therefore, the supervisor’s care
for an employee and their eagerness to assist them with work has the ability to reduce the
negative spillover between work and family life, thereby decreasing work-life conflict (Chan,
2009). It is imperative therefore, that supervisors must be aware of their roles and the
influence such roles will have on the wellbeing of their subordinates. Supervisor maturity is
of great importance as dwelling on petty issues or being domineering might cultivate a
negative image of the organisation in the minds of those subordinates that are affected.
Moreover, a supervisor who has issues with a subordinate is less likely to communicate WLB

programmes or events to such a subordinate.
2.9.4. Co-worker/colleague support

Colleague support is also important in enhancing effectiveness of uptake of WLB
programmes. Co-worker support falls in the category of informal organisational support as
outlined by Brough and O'Driscoll (2010). Brough and O'Driscoll state that informal
organisational support provisions are acknowledged, most commonly, through the support
and attitudes of colleagues. George (2015) noted that support from both work colleagues and
supervisors is important for the motivation of employees when performing their duties while
relationships between co-workers was frequently featured among work place stressors. In
addition, a study by Pitts, Marvel and Fernandez (2011) as cited by George (2015) gives
evidence that suggest that employees’ satisfaction with the way they relate to their co-
workers is linked to employee retention. Muteswa and Ortlepp (2011) mentioned the

incidence of contagion turnover, which is the decision to leave the organisation based on the
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influence of colleagues after noticing them constantly searching for employment elsewhere.
This means that the influence of colleagues can either be positive or negative. Colleagues
who do not speak well of the organisation and constantly show intentions to leave might
influence others to do the same. On the other hand, colleagues who speak well of the
organisation and are quick to point out upcoming WLB events are more likely to make other

employees feel at home in the organisation.

2.10. Organisational commitment

Most organisations expect to attain committed professionals who are the key assets, critical
for the sustenance of the organisation to achieve its competitive advantage. One of the
objectives of this research project is to ascertain the perceptions of academics WLB support
accorded to them by the organisation and related this to their commitment to the organisation.
Therefore, understanding of the concept of organisational commitment becomes necessary in
order to outline this relationship. Bushe (2012), states that, it is not only desirable for any
organisation to retain their competent staff, but also to acquire their commitment to the
organisation. Martin and Roodt (2008) explained that organisational commitment is now
considered to be a bond or link between an employee and the organisation.

2.10.1. Background of organisational commitment

According to Azeem and Altalhi (2015), organisational commitment is a vital job attitude that
has been widely studied over the years, which depicts a relationship between attitude and
behaviour. In the same vein, Cascio (2006) concurred by mentioning that organisatonal
commitment should be a valuable employee’s attitude that the organisation should treasure
since committed employees’ chances of leaving are slim as they perform their duties and they
easily adjust to change. Thus, it becomes critical for organisations to create a work
environment that encourages employees to be committed to the organisation thereby
motivating them to stay (Cascio, 2006). Organisational, commitment strategies help to form
desired employee attitudes and behaviours through forging psychological links between goals
of the employer and employee. The emphasis is to develop committed individuals who the
organisation can trust to use their discretion to perform their duties in ways that are consistent

with organisational goals (Dockel 2003).
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2.10.2. Defining organisational commitment

Mowday, Porter, and Steers (1982) define organisational commitment as an individual’s
strong belief in, and acceptance of organisational goals and values, their preparedness to
invest substantial amount of efforts and a deep desire to continue to belong to an
organisation. Perryer, Jordan, Firns and Travaglione (2010) assert that organisational
commitment is regarded as a stable attitude, generally indicating an affective response to the
organisation as a whole, and that it is generally regarded as more stable and universal than
employee satisfaction. As a result, organisational commitment is closely connected to the

achievement of long-term organisational goals because of its broader reaching implications.

Furthermore, organisational commitment is about an employee’s positioning within the
organisation with regards to loyalty, involvement and identification (Robbins, 1998) and it
revolves on the entire organisation, and places greater emphasis on the “congruence between
individual and organisational goals” (Darly and Dee, 2006, p.786). There is empirical
evidence that reveal that lower levels of organisational commitment result in outcomes like
the tendency to search for other employment, leaving intentions, and turnover (Mowday et al,
1982).

To the employee, commitment to the organisation refers to expectations to be respected and
trusted as well as a sense that it is worth ‘going the extra mile’ for the employer. To the
employer, commitment of the employee to the organisation are expectations of the
organisation that its workers will perform their jobs to the best of their ability at the same
time being loyal and dedicated to the employer (Cartwright and Cooper, 2002, as cited by
Darly and Dee, 2006).

2.10.3. Understanding the concept of organisational commitment

Acocoding to Allen and Meyer (1990) organisational commitment is viewed as a multi-
dimensional construct involving affective, normative and continuance commitment. The

following sections discuss these three types of organizational commitment.

2.10.3.1. Affective commitment (AC)

Affective commitment (AC) is concerned with an attachment grounded on a sharing of

values with colleagues at work. Those workers possessing a strong affective commitment
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stay with the organisation because they want to stay (Meyer and Allen, 1991) and would
readily accept change as long as such change is not compromising the basic values and goals
of the organisation; and is viewed as beneficial to the organisation, because organisational
commitment indicate beliefs in organisational values and goals (Viljoen and Rothmann,

2009). Bushe (2012) argue that, having employees possessing affective commitment is an
indication that the organisation would have succeeded in creating enough reasons or
conditions making employees to be emotionally attached to its goals thereby deciding to

remain.
2.10.3.2. Normative commitment (NC)

Normative commitment (NC) involves a sense of obligation to the organisation and the belief
that to stay is the right thing to do. Those employees with strong normative commitment stay
in the organisation because they feel that they ought to do so (Meyer and Allen, 1991).
Balassiano and Salles (2012) simply referred to normative commitment as the degree with

which employees commit to their orginsistion due to their moral duty.
2.10.3.3. Continuance commitment (CC)

Continuance commitment (CC) is concerned with an employee’s perception that he or she
has no valuable choice or valuable choices besides staying with the organisation. According
to Meyer and Allen (1991), employees with strong continuance commitment stays with the
organisation because they have to do so. Viljoen and Rothman (2009) state that employees
with strong continuance commitment decide to stay because they have to do so, either
because they perceive little options or because of greater personal sacrifice linked to parting
with the organisation. Meyer and Allen proposed that employees have a commitment profile
indicating their level of desire, need, and obligation to stay, and the possibility of leaving the
organisation decreases after any one of the three components of commitment increases in

strength.
2.10.4. Factors affecting organisational commitment

There are a number of factors that affect an employee’s organisational commitment and
knowing these is critical in understanding the connection between organisational commitment

and intention to remain in an organisation. The following section discusses these factors.
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> Age

Age has been established in literature as a factor in attaining organisational
commitment. Mathieu and Zajac (1990) explained that this is so because as
employees grow older, chances of getting other employment opportunities dwindles,
making their existing jobs more appealing. Likewise, the older employees may
possess strong continuance organisational commitment due to the fact that, the
lengthier they grow, the better history they make with the organisation than younger
employees, which results in investment accruals (Cooper-Hakim and Viswesvaran,
2005).

» Gender
There are several results with regards to the effect of gender on organisational
commitment. For example, a study by Mathieu and Zajac (2005), looking at gender
and affective commitment, suggested that gender may have some effect on
employee’s decisions on staying with the organisation. Others indicate men to be
more committed to the organisation than their female counterparts (Cohen and
Lowenberg, 1990 as cited by Martin and Roodt, 2008).

» Job satisfaction

Martin and Roodt (2008) affirms that the greater the job satisfaction of an individual,
the less likely they are to quit their job, while the higher their level of commitment,
the lower the predicted intention to leave. In addition, there is evidence to prove that
organisational commitment and job satisfaction correlate with each other with positive
relationship (Martin and Roodt, 2008).

> Tenure

A study by Mathieu and Zajac (2005) indicates a positive connection between tenure
and affective commitment. Mathieu and Zajac further assert that those individuals
having long service may choose to stay within the organisation because they are
familiar with the aims of the organisation and have become used to working towards
achieving those goals. These individuals are eager to perform their duties and are keen

to be part of the organisation.
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» Qualifications

The level of education has an impact on organisational commitment. According to
Affum-Osei, Acquaah and Acheampong (2015) a strong relationship between level of
educational and organisational commitment exists. They argue that it is probable that
employees in possession of high educational qualifications are usually in higher ranks
of the organisation implying more responsibilities which perpetually necessitate more
commitment to the organisation. However, Al-Kahtani (2012) discovered the level of
education to be negatively related to organisational commitment as more educated
individuals might have high aspirations which the organisation may fail to provide

for.
2.10.5. Consequences of organisational commitment

Some studies have documented positive effects of organisational commitment such as
improved efficiency, reduction in absenteeism and turnover (Azeem and Altalhi, 2015; Tett
and Meyer, 1993). These effects are seen to be due to the relationship between the employee
and the organisation, and are caused by employees developing some attachment to the
organisation while they in turn get certain esteemed rewards or payments from the
organisation (Bushe, 2012). A study by Lee and Mowday (1987) discovered that job
satisfaction, organisational commitment, and job involvement had a bearing on the intention
to leave, which ultimately, predicted actual turnover. Similarly, Daly and Dee (2006) suggest
that affective response towards the organisation in the form of rganisational commitment,

precede intentions to quit or stay.

Begley and Cazjka (1993) noted that employees who are committed to their jobs have
positive attitudes and thus are less distressed by occupational stress and therefore perceive
little stress. Such employees are eager to offer something to contribute to the wellbeing of the
organisation Mowday et al (1982). Meyer and Herscovitch (2003) stated that the
consequences of organisational commitment differ according to employee’s basis for his or
her attachment and they can be either positive or negative to the employee and the
organisation. Organisational commitment has an impact on organisational productivity and

performance of the employee (Meyer and Herscovitch, 2003).
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2.11. Understanding the concept of retention

The retention of talented individuals with critical skills is acknowledged by organisations as
important for achieving business growth and the development of organisational
competencies. Most organisations strive to become the ‘employer of choice’ through creating
a conducive environment and providing challenging assignments that encourage constant
personal growth (Samuel and Chipunza, 2013). Another study found out that employees are
comfortable staying in their organisations provided they are well informed about relevant
matters regarding their welfare as well as the organisation (Selesho and Naile, 2014). This
section will look at the background and various definitions provided in literature on the
retention concept, intention to leave or stay as well as a description of the retention model
relevant to this study. It ends with the description of the consequences of intention to leave by
academic staff.

2.11.1. Background to the retention of academics

The retention of employees is vital in an organisation especially these days where success of
the organisation is, to a large extent, determined by its intellectual capital. Intellectual capital
has the ability to give a competitive edge to an organisation (Takawira, Coetzee and
Schreuder, 2014) while the quality of the workforce in an organisation has a direct effect on
the organisation’s success (Du Toit, Erasmus and Strydom 2008, as cited by Bushe, 2012).
Organisations are competing for skilled workers and once an organisation succeeds in
securing such workers, the next step is to invest in them so as to stop them from leaving the
organisation (Selesho and Naile, 2014). Higher learning institutions are entrusted with the
responsibility to mould future talent hence the importance of retaining qualified academic

personnel responsible for nurturing such talent.

Furthermore, the ‘war for talent’ requires organisations to look for ways to improve their
strategies, policies and practices in order to attract, develop, deploy and retain talent for
survival of the business (Samuel and Chipunza 2013). The retention of employees is the most
imperative target for the organisation as hiring of qualified personnel is vital for an
organisation but their retention is more important than hiring because large sums of money
are used for the orientation and training of new or prospective employees (Irshad and Afridi,
2012). Naseem, Hassan, Hassan and Khan (2011) argue that, when employees quit their jobs,

the organisation loses both the employee and those customers or clients who were loyal to the
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employee. Employees carry with them knowledge of their own profession and knowledge of
the organisation and by losing them, the organisation will be at risk of losing confidential

information to their competitors (Govaerts, Kyndt, Dochy and Baert 2011).

Although academic staff recruitment and retention is not a major challenge in some parts of
the world, it is a different matter altogether in African universities (Bushe, 2012). Samuel and
Chipunza (2013) are of the opinion that the attrition and retention issues of academics in
developing countries, has not been adequately recorded in literature as different from that of
brain drain. There is concern about the assurance of enough future supply of academic staff in
South Africa as some are moving to the public and private sectors and the fact that
universities are also competing among each other as well with other research institutions
(Samuel and Chipunza, 2013).

According to Theron et al (2014), the demand for academics in higher education institutions
is growing worldwide and is anticipated to keep growing. At the same time, retention issues
are worsening the matter, confounded by an alleged academic ‘retirement swell” which is
beginning to manifest itself as academic staff from the expansion of the 1960s come to their
retirement ages (Samuel and Chipunza, 2013). Therefore, the retention of academic staff
should be a strategic priority, as the replacement of their knowledge, skills and experience is
difficult (Pienaar and Bester 2008).

2.11.2. Definition of retention

Retention is, according to Chaminade (2007) as cited by Kinyili et al (2015), a voluntary
move by an organisation to form a work environment which is able to engage employees for
a longer period of time. Cascio (2003) defines retention as initiatives management take in
order to keep employees from leaving the organisation, such as rewards given to employees
for doing their jobs efficiently, ensuring pleasant working relationships between employees

and managers and sustaining a safe environment that is healthy.

Bernthal and Wellins (2001) define employee retention as the opposite of turnover and that
both ought to be understood well so as to analyse retention predictions. Likewise, Dockel and
Coetzee (2006) defined retention as an effort by the organisation to mitigate employee’s
intention to leave their jobs. However, numerous studies state that turnover and retention are
not two sides of the same construct (George (2015) but instead the two constructs are

inversely related, meaning that poor retention simply indicate a higher rate of turnover (Cardy
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and Lengnick-Hall, 2011). Therefore, the focus should be on ‘will they stay’ as opposed to
turnover or ‘will they go’ like many studies do (Cardy and Lengnick-Hall, 2011).

From the argument above, one would conclude that, aspects causing retention may not be the
same as those causing turnover, and obviously, decisions to address both are different. Cardy
and Lengnick-Hall (2011) seem to suggest that an organisation’s decisions or efforts to
increase retention, aligns with concerns for employees and a need to make a conducive work
environment which is as “‘sticky’’ as possible with the purpose of retaining employees. While
organisational decisions or efforts to decrease turnover, in contrast, can be taken as motivated
to minimise or evade a cost. Generally, retention and turnover constructs are different and the
efforts to influence these outcomes should also be distinguished (Cardy and Lengnick-Hall,
2011). Therefore, efforts by the organisation to increase favourable outcome can result in a
different framework and be viewed more favourably than organisational efforts to decrease

unfavourable outcome (Cardy and Lengnick-Hall, 2011).

Based on the above definitions, it is clear that one cannot talk about retention without
mentioning turnover. Therefore, in order to fully understand retention, it is imperative to

discuss the intention to leave or stay and turnover constructs.
2.11.3. Intention to leave or stay

Research on turnover is continuing to enlighten the current understanding of the retention of
employees. Studies on retention often make use of measurements of either intention to quit or
leave, or actual voluntary turnover and then report linkages with constructs that are
theoretically related to retention (Theron et al, 2014). Empirical evidence is available, to
show behavioural intention to leave as an antecedent to actual turnover (Fox and Fallon,
2003; Tett and Meyer, 1993). Bothma and Roodt, (2012) propose that, the intention to leave
behaviour is a reliable cause of actual behaviour, implying that turnover intentions can be
used reliably in place of actual turnover and it is usually related to job search behaviour
(Takawira et al, 2014).

Tett and Meyer (1993) define turnover intentions as a conscious and wilful desire to leave an
organisation. They further explained that intention to leave the organisation represent a series
of withdrawal cognitions that results in actual turnover. According to Daly and Dee (2006),
intention to leave means the degree of possibility that an employee will terminate his or her

employment from his or her organisation. On the other hand, intention to stay means the level
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with which an employee wishes to remain with his or her employer. Rahman and Nas (2013)
noted that, although intention to leave is different from actual turnover, some studies

establish that this intent has direct pivotal effect on turnover decisions.

It is problematic to study actual turnover since it is a challenge to locate employees who have
left and their response rates to surveys are usually low (Daly and Dee, 2006). Perryer et al
(2010) contend that turnover intention (decision to leave) is an attitude that can be tested
together with factors that are causing the turnover intention itself, leading to a clearer
understanding of the causes. In addition, as managers have the power to influence employee
decisions if they are yet to leave, they are able to influence the factors triggering employees’
intentions to leave. By so doing, management can use the knowledge to address these factors
to prevent and mitigate problems related to the consequences of actual turnover (Perryer et al,
2010).

2.11.4. Retention model

George (2015) developed a model which proposed that management, conducive environment,

social support and development opportunities be grouped under “organisation” while
autonomy, compensation, workload and WLB be grouped under “job”. These two groups

predict each employee’s intention to stay in the organisation.

Figure 2.3: Model for retention of professional workers.

Management
Environment
Organisational — — Social support

Development

Retention level
N Autonomy
“ - Compensation

Workload

Work-life

Source: Adapted from George (2015, p.109).



The model proposes eight broad factors which are significant for retaining workers. George’s

model as presented in Figure: 2.3 above, seem to suggest that professional workers would

most probably stay in organisations where they consider the management style to be suitable

and where there is a pleasant working experience, enough resources, some level of flexibility,

recognition and supportive colleagues and the availability of opportunities to acquire new

skills or to get a promotion. These are placed at the organisational level.

The table below summarises George’s model presented in Figure 2.3 above:

Table 2.1: Factors in the retention of professional workers.

Level

Retention Factors

Characteristics

Organisational

Management

Conducive environment

Social support

Development
opportunities

Appropriate style of Leadership, Support
from top and other levels of management

Fun/pleasant place to work adequate
resources, Flexibility

Feeling part of the team, Friendly and
caring colleagues, Colleagues who are
available for consultation

Potential to develop new competences,
Promotion/career prospects

Job

Autonomy

Compensation

Crafted/sculpted
workload

Work-life balance

Possibility of choosing how to do one’s
work, Having influence over one’s work,
Flexibility in workload decisions

Transparent pay decisions, A “fair”
salary based on performance and effort

Full skill utilisation, Being creative,

Being able to find sufficient time for
activities other than work

Source: Adapted from George (2015, p.108)

At the job level, professional workers would most probably decide to stay within their jobs if;

some degree of autonomy is experienced; if they are allowed to be flexible in making

decisions about workloads; if transparent and fair pay decisions exist; if there is room for

workers to craft their jobs and if there are appropriate WLB programmes (George, 2015). The

job level group of factors represents areas where HR personnel have some impact on

influencing the perception of the support the organisation offers for the uptake of
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organisational policies (McCathy et al, 2013). Below are the descriptions of the eight factors
identified by George (2015):

» Management
Management represents people at the top in an organisation, whose conduct can affect
the welfare of employees and their decision to remain in the organisation.
Management seems to possess two aspects that are crucial for retention which are
“appropriate style of leadership” and perceived management support (George, 2015,
p.104). Duffield and O’Brien-Pallas (2003), as cited by Kossivi, Xu and Kalgora
(2016), affirm the correlation between leadership and retention of employees while
employee’s participation in decision making enables them to have a sense of
belonging to the organisation thereby increasing their loyalty to the organisation
(Noah, 2008).

Some studies have noted that, employees’ feelings about the support they get from
their managers is crucial for employee retention more than the feeling of support from
the organisation (Paillé, 2013; Eisenberger et al, 2002). High levels of perceived
organizational support are seen to cause feelings of trust, long-term obligations, and
employees’ increased sense of identifying with the organisation (Jawahar and
Hemmasi, 2006).

» Conducive environment
A conducive work environment seems to be a vital factor in the retention of
employees and it is characterised by a pleasant working experience, adequate
resources as well as some room for flexibility. A study by Loan-Clarke, Arnold,
Coombs, Hartley and Bosley (2010), indicated flexibility as an important factor in
retaining allied health professionals. Results from a study by Spence Laschinger,
Leiter, Day, and Gilin (2009) also revealed that, favourable working environment
contributes to the retention of employees. Basically, a conducive environment entails
availability of enough resources for employees to perform their duties, flexible work
arrangements and a fun filled workplace.

» Social support
Social support mostly refers to employee’s level of satisfactory relationship with co-

workers or fellow employees. The level of teamwork and honesty between co-workers
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is considered to be one of the factors used by organisations to outperform competitors
(Samuel and Chipunza 2013). Social support can be taken to mean feelings of
belonging to a team of friendly and caring counterparts who are available for
consultation when required (George, 2015) and, at the same time, being satisfied with
relationships with workmates was recognised as a retention factor (Kossivi et al,
2016). Employee’s relationships with colleagues appear to be the determinant factor
of retention.

Development opportunities

Govaerts et al (2011) asserts that the learning and development process is a strong
retention activity when combined with a fair promotion and salary action. Deery
(2008) provides evidence to suggest that employees’ job training raises retention and
commitment and Cardy and Lengnick-Hall (2011) concur.

Autonomy

Autonomy is seen as capability to decide how an individual can perform their work
while having some influence over their work and flexibility in decisions on workload
(Kossivi et al, 2016). The opportunity to act autonomously is an important matter
with regards to employee retention. The level of autonomy given to employees is a
function of the leadership style at organisational and other levels (George, 2015).
Spence Laschinger et al (2009) found significant relationships between autonomy and
employee retention through mediating effects of job satisfaction. They found

autonomy to be a predictor of job satisfaction.

Compensation

Compensation is often presumed to be a key factor in the retention of employees.
Igbaria and Greenhaus (1992) as cited by Dockel et al (2006) found salary to be
positively connected to organisational commitment and negatively connected to
turnover. Pay associated with performance has been seen to be a retention facilitator
(Kossivi et al, 2016).

Crafted/sculpted workload

The individualisation of the work place and the acceptance of the new psychological
contract have likewise been seen in the inclination of employees to craft their jobs
according to their different strengths, lifestyle and preferences (George, 2015).
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Therefore, another key aspect is having a workload that is adapted to the resources
and/or the capabilities of the employer, with opportunities to be innovative and to

utilise full individual skills.

» Work-life balance
Loan-Clarke et al (2010) found that work that allows the employee the possibility to
achieve his or her family duties raises employee retention. Balancing work and other
life demands means that some professional employees will sacrifice some degree of
success in their work-life if this allows more time for other areas of life (George,
2015). She gave an example of some professional mothers who, for example,
strategise their work schedules alongside their children’s as well as home schedules,
permitting dedicated time for both. Loan-Clarke et al (2010) discovered that, work
that fits in with family duties, was another reason for remaining in NHS employment.
In other words, the ability to find enough time for other activities besides work is one

of the key retention characteristic.
2.11.5. Factors affecting employee retention

Several studies have identified factors that affect employee retention. It appears, according to
Cardy and Lengnick-Hall (2011), that there are countless factors that affect the decisions to
stay. Govaerts et al (2011) states that, retention factors are situated at the organisational and
employee levels as well as at the job level such as autonomy, that is, work-schedule
flexibility and social support. Factors on the organisational side are, for example, the
existence of challenging and meaningful work, opportunities for progression, empowerment,
responsibility, managerial integrity and quality and new opportunities/challenges. On the
other hand, at the employee level, factors affecting employee retention include age, seniority
and level of education. An investigation on age was inconclusive as age was found to have a

positive influence on retention (Govaerts et al, 2011).

Metcalf, Rolfe, Stevens and Amar (2005) proposed that recruitment and retention is affected
by the whole employment package, that is, the rewards and benefits of the job in comparison
to other employment. The whole employment package comprises of pay and fringe benefits,
intrinsic aspects of the job such as teaching and research for academics, job security, work

organisation, autonomy, progression, WLB practices, colleagues’ congeniality and the
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working environment. The more attractive the whole package, the more the likelihood of

attracting applicants and retaining employees (Samuel and Chipunza, 2013).
Bushe (2012) summarised the key retention and recruitment factors for academics as follows:

non-pecuniary aspects of academic work, (such as relations with supervisors);
pay and fringe benefits;

intrinsic job factors;

good working conditions;

variety;

freedom to use own initiative;

seeing tangible outcomes from their jobs;

autonomy;

opportunities to do research and control of their research works;
career prospects;

collaboration and flexibility of working hours;

good physical working conditions;

job security;

family-friendly practices;

nature and tenure of contract;

career breaks;

YV VV VYV V VYV VYV V V VYV V V VY V V V VY

citizenship; and hours of work.

In addition, a study by Ng’ethe, Iravo and Namusonge (2012) to see the determinants of
employee retention in public Universities in Kenya, listed the determinants as follows:

» Leadership — being the relationship by which an individual has an influence on the
behaviour or actions of others;

» Distributive justice — being the level with which rewards and punishments are
associated with job performance and involves fair allocation of outcomes like
promotions and pay;

» Work environment — Decision to stay is affected by work environment for example if
people are not happy with things like office space, air conditioning, equipment

comfortable chairs and so on;
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> Salary - Attractive compensation packages is a vital retention factor as it fulfils both
material and financial desires. Dissatisfaction with salaries is another important factor
undermining academics’ commitment to their institutions and careers, and
subsequently their decision to leave (Tettey, 2006, as cited by Ng’ethe et al, 2012);

» Training and development — training means a form of human capital investment
regardless of whether the investment was made by the employee or by the
organisation and gives employees specific skills to improve their performances,
whereas development is an effort to give employees the abilities the firm requires in

the future.

A study by Dockel et al (2006) examined specific retention factors that induced the
organisational commitment of high technology employees and the results indicated
compensation, job characteristics, supervisor support and WLB practices as having a
statistically significant impact on the building of organisational commitment of high
technology employees. In their study, both supervisor support and WLB practice factors were
seen to have a substantial impact on the development of both affective and normative

commitment, which ultimately have a bigger impact on the decision to stay or leave.

2.11.6. Consequences of intention to leave by academic staff

Most professional workers, who are also known as knowledge workers, have over the years
shown a high turnover all over the world (George, 2015). Knowledge workers are regarded as
those individuals whose knowledge have high competitive value and have high levels of
expertise, education, or experience, and the core purpose of their jobs include the creation,
distribution or application of knowledge (Kinyili et al, 2015). Academic staff are also
categorised as such as they are the ones who impart knowledge to the student and supervise

research which is basically knowledge generation.

Review of literature shows that the intention to leave an organisation is another indication of
turnover (Bothma and Roodt, 2013). Turnover has major costs and negative repercussions to
both the organisation and the individual. Daly and Dee (2006) state that faculty (academic)
turnover involves negative consequences such as costs for finding replacements, decreased
integration in academic departments, disturbance of course offerings, and low morale

amongst the remaining employees in the organisation.
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For an individual, he or she may lose non-vested benefits and be subjected to the “grass
looks greener” syndrome, only to experience disappointment later (Rosser, 2004). To add on
to that, Selesho and Naile (2014) noted that high employee turnover has serious effects on
quality, consistency, and stability of academic institutions. However, employee turnover can
be advantageous for higher education institutions as these institutions may find opportunity to
save financially with the reduction in remuneration packages if less trained or experienced
workers are recruited as replacements (Rosser, 2004). Generally, these consequences give a
basis for more research to look into the retention of academics.

Powell (2010) maintain that turnover can have damaging implications on students and
remaining academics who may find it difficult to offer and receive quality service when new
replacements are inexperienced personnel. According to Daly and Dee (2006) high turnover
rates of faculty can have cost implications to the reputation of an institution as well as the
quality of teaching. Johnsrud and Rosser (2002) point out that, most of the time, academics
who leave are the ones the orgnisation would want to retain. Therefore, retention of the best
professionals is of enormous practical significance to an institution as it eliminates problems
associated with replacement plus it allows continuity, expertise, and encourages a culture

where merit can be rewarded (George, 2015).

Pienaar and Bester (2008) establish that retention of academics is becoming increasingly
challenging due the fact that an academic career is possibly not as desirable and attractive as
it was believed to be in the past. Barkhuizen et al (2014) suggest that the academic
profession seem to be failing to attract novice scholars to fill vacant posts with the effect that
older and more seasoned academics are then left with mounting workloads (Pienaar and
Bester, 2008). Kinman and Jones (2003) report that, young academics experience higher
levels of job demands due to work politics, conditions of work and job significance as

compared to older ones.

Very few organisations can afford to lose their most treasured and talented workers when
their replacement is difficult (Netswera, Rankhumise and Mavundla, 2005). In South Africa
and other developing countries, the future of higher education depends on skills of academic
staff. It is therefore imperative that higher education institutions consider addressing talent
management as well as human resource management practices in these institutions in order to

retain academics (Barkhuizen et al, 2014).
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2.12. Relationships between WLB, organisational commitment and employee
retention

Guest (2002) asserts that it is possible to investigate the trend of WLB and its development
the influence it has on an individual’s welfare and job outcomes at the workplace. A number
of studies are still indicating the impact of organisational commitment on turnover intentions.
Job satisfaction and organisational commitment are seen as crucial turnover components as
their empirical link with voluntary turnover has been recognised over many meta-analyses,
where negative link with turnover intentions has been frequently proved (Martin and Roodt,
2013).

Researches have been carried out about the relationship between WLB and job attitude
outcomes such as job satisfaction and organisational commitment (Cegarra-Leiva et al, 2012;
Mohd Noor 2011; Doherty and Manfredi 2006). The greater the job satisfaction, the lower the
possibility that the employee will leave the organisation, plus, the higher the employee level
of commitment, the lesser the predicted turnover intentions (Martin and Roodt, 2013). These
studies indicate that WLB is positively linked to organisational commitment. This suggests

that WLB might have a positive relationship with intention to stay among academics.

Research by Johnsrud and Heck (1994) found that demographic variables and perceptual
variables regarding work life in the organisation were significant in distinguishing those
faculty staff who remained from those who left. The findings from a study by Rosser (2004)
show a direct and powerful connection between faculty members’ perceptions of their work-
life satisfaction and intention to leave. Therefore, a combination of work-life perceptions of
faculty members’ professional and organisational matters and satisfaction elicits an
individual’s behavioural intentions and the aspiration to leave for a new position and/or a
change of career. Rosser (2004) emphasises the importance of quality of faculty members’

work-life as it is crucial for their satisfaction and their decision to leave.

Maintaining a positive WLB, increasing job satisfaction and organizational commitment are
some of the strategies documented in some of the retention researches as vital to the retention
of talented staff (Deery and Jago 2015). For example, results from a study by Noor and Maad
(2008) reveal work-life conflict as having a significant positive relationship with turnover
intentions. While Mohd Noor’s study (2011) indicated WLB as playing a significant role in

lessening high levels of intention to leave and decreasing actual turnover rates.
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Usually employee’s perceptions about the organisation are that the organisation encourages
them to dedicate their time and efforts to their work at the expense of their personal lives
(Lobel and Kossek, 1996). According to Allen (2001) the implementation of WLB practices
may fail to have the intended effect if employees do not perceive the work environment to be
conducive for them to achieve a balance between work and life. A perception of WLB
support from employers is related to improved loyalty to the employer (Forsyth and Polzer-
Debruyne, 2007).

Barkhuizen and Rothmann (2008) mentioned that the strongest predictor of employee
commitment to the university was the trust they put in senior management. Forsyth and
Polzer-Debruyne (2007) noted that the perception by employees that the organisation is
offering effective support has been shown to be causally linked to affective commitment and
ultimately to voluntary employee turnover. Therefore, the organisational commitment
concept is critical for the retention of academic staff as securing their commitment should not
only be for them to stay but also to ensure high performance to achieve the goals and
objectives of the organisation (Bushe, 2012). Furthermore, there is no academic institution
that is guaranteed sustainability and quality over a long period of time without well qualified

and committed academics (Pienaar and Bester, 2008).

Barkhuizen and Rothman (2008) observed that the results and conclusions concerning
commitment among academic staff continue to be confusing and confounding. According to
Winefield et al (2002) some evidence is available to suggest that, on average, academics
seem to be committed to their organisations though suffering stressors and strains. Similarly,
Cannizzo and Osbaldiston (2015) suggested that low levels of organisational commitment are
prevalent and related to management practices which cause work role overload. The heavy
workloads in academia which consist of assignments to teach huge classes may create
hostility towards the organisation and reduce levels of academics’ commitment to their
institutions and this result largely to low employee retention (Daly and Dee, 2006). In
addition, the heavy workload which is the main employee work attitude underpinning
employee turnover in the seminal turnover literature, was seen to have some effect on WLB

with emotional exhaustion playing a mediator role (Deery and Jago, 2015).
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2.13. Summary

The chapter discussed the concept of WLB and its dimensions and its impact on job
outcomes such as organisational commitment and employee retention. Some insights were
revealed into how perceived support from the organisation through managers, supervisors or
co-workers can contribute to employee retention. Positive relationships between human
resources innovative practices such as WLB initiatives have been highlighted and how they
impact organisational commitment and employee retention. The literature also underscored
employees’ decision to stay or leave as the predictor of turnover. These findings are critical
for this study as they help in providing insights as to how organisations, institutions of higher
learning in particular, can formulate strategies to allow academic staff to attain balance

between work and their personal lives.

The following chapter (Chapter 3) outlines the research methodology which is going to
outline in detail how the study was carried out at the University of KwaZulu-Natal. The
research methodology chapter will be followed by the results presentation chapter which is

based on methods described in the methodology chapter.
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CHAPTER 3
RESEARCH METHODOLOGY

3.1. Introduction

The previous chapter focused on the theoretical aspects on which the study is based and this
chapter highlights the research methods used and explains the methodological approach and
the rationale behind the choice of the methodology used. This study used a mixed methods
approach chosen because of its merits which are outlined in this chapter. According to
Welman, Kruger, and Mitchell (2007), a research methodology is the clarification and the
logic followed in research methods and techniques. This chapter is arranged in such a way
that explains the research philosophy, research design, sampling strategies, data collection
and the data analysis techniques that were used. It then concludes with ethical issues and the

limitations encountered during the course of the study.

3.2.  Research Philosophy

According to Blumberg, Cooper and Schindler (2008), a research philosophy is a belief
concerned with how research should be carried out and how research reasoning (theory) and
observations (information or data) are linked. Hussey and Hussey (1997) state that there are
mainly two research philosophies, that is, positivist and phenomenological or interpretivist
philosophies. The phenomenological philosophy, according to Tobin (2006), is founded on
the conviction that the world is socially constructed and independent, while the researcher
(one observing) and the subject (that being observed) are inseparable. In a phenomenological

approach a researcher is inclined to underscore meanings rather than truths (Tobin 2006).

The positivist approach is based on the belief that creation may be defined by means of
unbiased facts, that may be scrutinised (Blumberg et al, 2008) and it holds the claim that,
knowledge is considered where phenomena can be observed and measured while a researcher
remains distant and objective (Collis and Hussey, 2009). According to Charmaz (2006)
positivistic inquiry’s goal is to discover and establish general laws that give an explanation of
the phenomena under study and its objective approach views information as concrete and
consisting of facts into the known world (Charmaz, 2006). Therefore, it is of great

importance to pay attention so as to ensure that observations are really objective facts. The
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study is adopting both approaches with the aim of converging the findings and making

comparisons.

3.3.  Research Design

A research design represents the main plan stating the procedures and processes for gathering
and examining the required material (Zikmund, 2003). Welman et al (2007) refers to research
design as a plan explaining how the participants in the research are chosen and how the
information is collected from the participants or respondents. Blumberg, Cooper and
Swindler (2008) further defined it as the plan for achieving the study’s outcomes. A well
organised research design can result in more precise information which is consistent with the

research objectives.

This study takes a mixed method approach to explore the relationship between academics’
perceived WLB support, organisational commitment and their retention. The mixed methods
approach is concerned with gathering and integrating both quantitative and qualitative data,
and then depicting interpretations based on the results (Creswell, 2015). The purpose of this
form of research is to combine both qualitative and quantitative research in order to give a
better understanding of the problem than either research approach alone could provide.

The data for this study were integrated using a concurrent triangulation approach which
involves collection of both qualitative and quantitative data simultaneously and then compare
them to determine if there was convergence, differences or some combination (Creswell,
2003). Some researchers refer to this comparison as confirmation, disconfirmation, cross-
validation, or corroboration. In the triangulation approach, the mixing of results from the
qualitative and quantitative data is presented in the interpretation or discussion sections where
results are merged, that is, data forms are transformed to a similar format for easy comparison
(Creswell, 2003).

According to Creswell (2003), the advantages of using this type of mixed method model is
that it is familiar to many researchers and it can result in well-validated and substantiated
findings. Furthermore, the simultaneous collection of data results in a shorter data collection
time frame. However, this method has its own limitations which includes the challenge of
comparing the results of two analyses using data of different forms and also a researcher may
be uncertain of how to resolve inconsistencies arising from comparing the results (Creswell,

2003). Below is a diagram depicting how the study’s data were collected and analysed.
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Figure 3.1 Concurrent Triangulation Design

Concurrent Triangulation Design (a)

QUAN + QUAL
QUAN QUAL
Data Collection Data Collection
QUAN QUAL

Data Results Compared

Data Analysis Data Analysis

Source: Adapted from Creswell et al (2013).

This study is both exploratory and descriptive in nature. It is exploratory in nature due to the
fact that it is making an attempt to gain a deeper understanding of the phenomenon that is
being examined. Zikmund (2003) defines exploratory research as initial research done to
clarify and define the nature of a problem and is usually conducted where very little
knowledge or information is available on the subject under investigation. Exploratory
researches are valuable ways of finding out what is happening, seeking new insights and
asking questions and assessment of a phenomenon in a new light (Saunders Lewis, and
Thornhill (1997).

The study is also taking a descriptive approach as it seeks to describe a target population
(academics) and how they perceive WLB support so as to make a direct comparison between
groups in the target population. Welman et al (2007) assert that a descriptive study has two
goals, namely, explaining a phenomenon and predicting behaviour and in this case the
behaviour is the intention to stay or leave. According to Zikmund (2003) a descriptive study
attempts to give answers to questions such as who, what, where and how. Therefore, since the
study is both explorative and descriptive in nature, qualitative and quantitative research
approaches were combined during data collection. Through analysing quantitative data it was
possible to minimise the impact of single experiences of single individuals in order to obtain
an overall perception of academics on WLB support (Sekaran and Bougie, 2010). On the
other hand, qualitative data explore personal experiences through in-depth interviews on
WLB and offers a deeper investigation of individual viewpoints of how their current position
is involved with issues of WLB (Creswell, 2015). Maxwell (2005) argues that the
participants’ viewpoints are not only a description of events and actions, but part of the

reality the researcher is expecting to understand. Collection of the qualitative data was solely
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for the purpose of complementing the findings from the quantitative data in order to achieve a

better understanding of the information gathered.

3.4. Study Site

The research was done at the University of KwaZulu-Natal (UKZN) Pietermaritzburg
campus. The University of KwaZulu-Natal was formed in 2004 after the merging of the
University of Durban-Westville and the University of Natal (About UKZN, 2017). The
merging was done in accordance with the government’s restructuring in higher education that
started in the 1990s (About UKZN, 2017). According to the UKZN Merger report (2007), the
merger was complex and volatile in terms of organisational culture and ethos as one
university was perceived as white elitist and colonial while the other lobbied from a
standpoint of addressing the historically disadvantaged sectors of the population. The
merging of campuses brought its own challenges. The early years of restructuring were met
with challenges that included an industrial action in 2006 over salary disputes coupled with
problems of “merger fatigue” and “residual merger resistance” (Merger report, 2007).
Discrepancies in salaries and other conditions of service, even for employees who are on the
same levels of employment, remain a grievance among employees at UKZN, including

academics, that needs to be addressed up to this day.

The merger also resulted in the re-organisation of the University’s management structure
where the faculty system was abandoned and a college system was instituted. Today UKZN
is comprised of five campuses of which Pietermaritzburg is one and is located in the city of
Pietermaritzburg, the capital city of the KwaZulu-Natal province. The other four campuses

are all located in the City of Durban.

The University of KwaZulu-Natal has four colleges, namely, the College of Humanities, the
College of Agriculture, the College of Engineering and Science; the College of Health
Sciences; and the College of Law and Management Studies. Each college is comprised of

various schools within which are different disciplines.

3.5. The Target Population

Zikmund (2003) defines the target population as the precise, broad group applicable to the
study. The target population for this study was made up of all academics from the University
of KwaZulu-Natal Pietermaritzburg campus. The designation of academic staff varies from
Full professor, Associate professor, Professor, Senior lecturer, lecturer, senior tutor and tutor.
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There is a total of 304 academic staff at the Pietermaritzburg campus comprising of 263

permanent, 41 on contract.

3.6. Sampling Strategies

This section discussed the processes that were used to select the research participants. The
sampling method, the sample frame and the sample size are explained in the sections that

follow.

3.6.1. Sampling Method

Pickard (2007) describes sampling as a procedure of choosing a little from the several so as to
carry out a practical investigation. To put it in another way, a sample represents a subset
carefully chosen from the target population (Zikmund, 2003). This study makes use of two
non-probability sampling techniques, that is, convenient sampling for quantitative data and
purposive sampling for the data collected through in-depth interviews. The convenient
sampling method involves the selection of subjects due to their convenient accessibility and
proximity to the researcher (Cooper and Schindler, 2003). The advantages of using
convenience sampling are that, the relative cost and time needed to come up with a
convenient sample are small as compared to those needed for probability sampling techniques
and this enables the researcher to achieve the desired sample size in a relatively fast and
inexpensive way (Laerd Dissertation, 2012). Although convenience sampling may be helpful
in collecting useful data and information that would have been impossible when using
probability sampling techniques, which needs more formal accessible list of the population, it

is not without flaws.

One major disadvantage of using convenience sampling is biases as it can lead to the over or
under-representation of a particular group within the sample. In addition, since it is a non-
probability sampling technique, it is not based on a representative sample that is randomly
drawn. Thus, the results of the study cannot be generalised to the entire population of
academics from other universities in the country. Nevertheless, a convenient sample makes
use of any available research subject thus it can achieve a better response rate than a
probability sample as some subjects selected for the probability sample might not be
reachable. Since a convenient sample has this advantage of having a better response rate, this
study, which makes use of it, can produce results that will add some important input to a

body of literature on WLB and the retention of academics in the country.
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Purposive sampling which was used for qualitative data involves, as Trochim (2006) claims,
sampling with a purpose in mind. It is also referred to as judgemental, selective or subjective
sampling (Cooper and Schindler, 2003). In this current study the researcher had the purpose
of obtaining the views of senior academic staff with regards to their perceptions on support of

WLB practices at the university.

3.6.2. The Sample Frame

According to Zikmund (2003) a sample frame is a list of elements where a sample may be
taken from and is also referred to as a working population. It is sometimes not possible to
access the whole target population hence one would be limited to those members of the target
population that are accessible. The set of accessible members of the target population make
up the sample frame which also called the sampling frame. In this study, the university
website was used to compile a list of all academic staff at UKZN Pietermaritzburg campus
which provided useful details such as email addresses, location and designation. Such
information was available on the websites of the various schools in the university. Unlisted
members of staff were left out of the sampling frame as it was not possible to know of their

whereabouts.

3.6.3. The Sample and Sample Size

The sample size should adequately represent the target population. In a quantifiable inquiry,
the idea is to select a segment then make some inference regarding the whole target
population. It would be much more informative to study the whole population if it is possible
to do so but it is often impossible due to cost and time constrains (Pickard, 2007). The use of
an adequately representative sample helps to come up with results illustrating characteristics
of the entire populace (Saunders et al, 1997). The desired sample size for this study was a
minimum of one hundred and seventy (170) academic staff drawn from the sampling frame
of all listed academic staff at the University of KwaZulu-Natal’s Pietermaritzburg campus.
The MonkeySurvey (1999) sample size calculator was used to obtain the sample size of 170
academic staff and a 95% confidence level was chosen giving a 5% margin of error which

was considered appropriate for the study (MonkeySurvey, 1999).

After approaching all selected prospective respondents, the responses were as summarised in
Table 1 below.
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Table 3.1. Break down of the study sample responses.

Research activity Participants Number of participants
Questionnaires Academic staff 111
In-depth interviews  |Senior academic staff (at least three 5

years teaching experience)

Total 116

3.7. Data Collection Methods

Data was collected through self-administered questionnaires and in-depth interviews which
were done concurrently. The researcher made use of primary data collection methods in order
to collect data that addressed the research objectives. Primary data refers to the original data
that the researcher collects with the sole purpose of solving the problem in his or her own
study (Welman and Kruger, 2000), usually by making use of data collection tools like a
questionnaires or other measuring instruments. Secondary data can be defined as information
gathered by people or agencies other than the researcher (Welman and Kruger, 2000).
Secondary data can be obtained from sources like publications, textbooks, newspapers,
magazine articles, historical accounts, criticisms, and commentaries on experiences, events or

phenomena (Quinlan, 2011). There was no secondary data usage in this study.

3.7.1. The Questionnaire

The aim of a survey according to Zikmund (2003), is to look for associations amongst exact
variables which are known from the study’s onset and listed as research questions or
hypotheses to define some features within the populace. A questionnaire, according to
Cavana, Delahaye and Sekeran (2001), is a research instrument consisting of a pre-
formulated written set of questions where the participants record their responses. Welman
(2001) asserts that information such as opinions, beliefs and convictions about any topic;
attitudes; and typical behaviour can be obtained through the use of a questionnaire.

A questionnaire was designed to collect data that helped to address the research objectives of
the study. A total of 170 questionnaires were self-administered to academics who were
conveniently available to the researcher and a total of 111 were completed and returned
representing a 65% response rate. The researcher physically distributed the questionnaires to
academic staff, guided by the compiled list (see section 3.6.2), then collected the

questionnaires after they were completed.
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The questionnaire was designed in such a way that it addressed the research questions. The
research questionnaire consisted of six sections that attempted to meet the research objectives

of the study and these sections were as follows:

» Section A asked demographic questions about the participants;

» Section B consisted of questions on academic perceptions on WLB support;

» Section C had questions about organisational commitment, that is, the feelings that the
academics have towards the University of KwaZulu-Natal.

» Section D asked questions that addressed academic staff’s intention to stay or leave;

» Section E consisted of questions about WLB; and

> Section F consisted of questions that sought to provide some insights and

recommendations to the problem.

The questionnaire contained mainly Likert scale questions which are mostly used to measure
things such as attitudes and perceptions. Two open ended questions were also included in the
questionnaire to allow the researcher to collect extra information from the respondents. The
advantage of an open ended question is that the respondent’s opinions are not affected by the
researcher’s structured questions (Welman et al, 2007). The strength of questionnaires as
compared to other survey methods, like telephone interviews, is that it is relatively cheaper. It
is also simple to administer and relatively easy to analyse. The disadvantages of a
questionnaire are that it is difficult to tell how truthful a respondent is. If it contains
standardised answers it may lead to frustrations by the respondents. There is also a possibility

of misinterpretations of questions as people see things differently.

To counter this disadvantage, a pilot study was conducted. A pilot study is construed as a
small-scale trial run of all the features intended to be used in the key investigation (Monette
et al, 1998, cited in de Vos, Strydom, Fouche and Delport 2005). Five academic staff
members were chosen to participate in the pilot study to see if they could answer the
questionnaire in a systematic way. All five questionnaires were returned and it was
established that all participants interpreted the questionnaire correctly without
misunderstanding the questions included in it. The pilot can be used to modify the
questionnaire in order to mitigate chances of misinterpretations by the participants. In
addition, the researcher was available to assist respondents on areas where they did not

understand and possible areas of misunderstanding were ironed out.
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3.7.2. In-depth interviews

According to Zhang and Wildemuth (2009), interviews are tools mostly used to probe
interviewees’ ideas, perceptions, attitudes, experiences and their honest feelings on a
particular subject or topic. Boyce and Neale (2006), claim that the advantage of collecting
data through in-depth interviews is that they give much more detailed information than what
the researcher would get from other methods such as surveys. However, it is a challenging
task, as various skills such as intensive listening and careful note taking are required together
with careful planning and enough preparation (Qu and Dumay, 2011).

Five (5) senior academic staff members were chosen conveniently from the compiled list of
senior academics. Creswell (1998) recommends between five to 25 participants for a
qualitative study. Due to time and financial constraints, five participants were chosen with at
least one academic staff chosen from each college represented at the Pietermaritzburg
campus. The participants were chosen based on number of years served as an academic and
position held. Seniority and tenure was necessary for the in-depth interviews as data gathered
from senior and long serving members was deemed to be well informed as such members are
assumed to know in depth functionalities of the university. Long serving members of stuff
were expected to have deeper knowledge and experience of policy issues and their
implementation. Such in-depth knowledge aided in achieving the research objectives.

3.8. Data Quality Control

According to de Vos et al (2005) dependability of a measurement process is the
trustworthiness or standardisation of that measurement — meaning that an identical result will
be obtained if the same variables were to be measured under the same conditions elsewhere.
For the quantitative study, a reliability analysis to measure internal reliability will be
conducted by use of Cronbach’s alpha. Hair, Black, Babin and Anderson (2010) claim that a
Cronbach’s alpha value that is above 0.7 is said to be satisfactory, whereas a Cronbach’s

alpha value over 0.8 becomes desirable.

Patton (2001), as cited by Golafshani (2003), asserts validity and reliability as two factors
which any qualitative researcher should take into consideration when designing a study,
analysing results and judging the quality of the study. It is important for a researcher to
persuade his or her audiences as to why they should pay attention to his or her research

findings (Golafshani, 2003). Judgement of the current study through terms used for each

55



paradigm can be done through various approaches. For example, reliability and validity are
essential criterion for quality in quantitative paradigms, while in qualitative paradigms the
terms Credibility, Neutrality or Confirmability, Consistency or Dependability and
Applicability or Transferability are to be the essential criteria for quality (Golafshani, 2003).
These terms and how they were achieved, are discussed in the following sections of the

study.

3.8.1. Validity

Validity as defined by de Vos et al (2005) means the extent to which an apparatus is serving
its purpose. They further explained that a valid apparatus must deliver sufficient, or
representative sample of all content, or elements of the phenomenon to be measured. Through
a thorough review of literature and consideration of similar studies a questionnaire was
designed containing sections covering all the research questions. For the qualitative inquiry,
this study’s validity was established through its participants’ accounts. The qualitative
paradigm is based on the assumption that reality is socially constructed and it is what
participants perceive it to be, suggesting the importance of proving the accuracy with which

participants’ realities have been represented in the final account (Creswell and Miller 2000).

According to Zikmund (2003) validity is evaluated in three ways, namely, face validity or
content validity, criterion validity and construct validity. These three approaches are

described below.

3.8.1.1.  Face validity/content validity

Content validity refers to the professional agreement that a scale reasonably appears to
accurately measure what it is meant to measure (Zikmund 2003). In order to ensure the
content validity of the study, the researcher exhaustively reviewed the relevant literature on
WLB practices that may assist academics to meet their work and life’s demands.
Furthermore, findings from this study were compared to other similar studies conducted

before.

3.8.1.2.  Criterion Validity

Criterion validity is the capability of some measure to relate to other measures of the same
construct. It is categorised as either concurrent or predictive validity where concurrent

validity occurs when the new measure is taken at the same time as the criterion measure,
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while predictive validity occurs where a new measure predicts a future event (Zikmund,
2003).

3.8.1.3.  Construct validity

An instrument is said to have construct validity if it is able to measure the constructs that it is
intended to measure. This is established during the statistical analysis and it implies that the
experimental results generated by a measure are consistent with the theoretical logic about
the concepts (Zikmund, 2003). For this study the questionnaire was subjected to pre-testing
using the pilot study data so as to see if it was able to fulfil the research objectives.

3.8.2. Reliability

Bryman and Bell (2007) refers to reliability as the consistent measure of a concept. It is the
level with which measures are free from error and as a result are able to yield consistent
results (Zikmund, 2003). Saunders, Lewis and Thornhill (2007) further explains that
reliability is the degree with which data collection techniques and analysis procedures will
produce consistent results. Primary data was gathered in two ways, that is, through in-depth
interviews and questionnaires. This was done to mitigate biases that may occur through the
use of only one method. To further ensure reliability, the use of the Cronbach alpha
coefficients help in establishing internal consistency and reliability of the measuring

instrument and its constructs.

According to Golafshani (2003), reliability and validity of qualitative methods encompass
transferability, credibility and trustworthiness. For a qualitative research to be credible, it is
important for a researcher to show to the participants that the research findings are believable.
Mackey and Gass (2015) argues that transferability of findings depends on the similarity of
the context. To determine the similarity of findings ‘thick descriptions’ are used which
involves the use of multiple perspectives to explain the insights drawn from the research and
taking into account the participants’ perspectives. Thick descriptions are used with the aim of
giving enough details for the reader to understand the context and participants, so that they
will be able to compare the research situation with their own and determine which findings to

transfer to their own.

In this current study, credibility and trustworthiness were met as participants were asked to
give an honest and dependable account of their experiences (Neuman, 2006). To ensure
reliability, the researcher used an interview schedule to ask participants the same questions in
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the same order resulting in consistency in how she made her observations (Neuman, 2006).
Furthermore, the study is deemed to have demonstrated its reliability and validity provided

the qualitative results have the support of literature on WLB (Hubburd, 2016).

3.9.  Measurements

A structured questionnaire was used in this study for the collection of the quantitative data.
The structured questionnaire sought to measure the human resources constructs in this study,
namely, WLB, organisational commitment and employee retention. Below are some brief

explanations of the construct measurements.

3.9.1. Perceptions on work-life balance

To measure perceptions on WLB, a 14 item-scale developed by Allen (2001) was used.
These items sought to find out the extent to which participants believed to be the
philosophy/beliefs of their organisation, for example, the questionnaire item phrased as: “It is

2

best to keep family matters separate from work”, sought to measure what the respondents
believed was their organisation’s stance on mixing family matters with work. These items
were rated on a 5-point response Likert scale ranging from 1: strongly disagree to 5: strongly

agree. Higher scores showed a greater degree of positive perceptions.

3.9.2. Organisational Commitment

The 15-items scale developed by Mowday and Steers (1979) was used to measure
organisational commitment. Examples of the questions asked include: “I would be very
happy to spend the rest of my career with this organisation” and “I am willing to put in a
great deal of effort beyond that normally expected”. Responses to these items were rated on a
five point Likert scale similar to the one in Section 3.9.1 some items were reverse coded and

were carefully re-coded at the data capturing stage.

3.9.3. Intention to leave or stay

Turnover Intention Scale (TIS) by Roodt (2004) was used to measure intention to leave and
this scale include questions like “How often have you considered leaving your job?” and
other questions that address this construct. The 15 - items scale were used and were rated on a

five point Likert scale where higher scores showed greater intentions to leave the job.
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3.9.4. Work Life Balance

To measure WLB a 12-items scale was used to assess employees’ experience in the balance
between their work and non-work life, for example, the questionnaire items: “The demands
of my job interfere with my life outside work” and “I have to put some of my work on hold
due to my family demands” directly address how the respondents are dealing with work life

balance issues.

3.10. Data Analysis

The study adopted a mixed research approach. Data gathered by the structured questionnaire
require statistical analysis and the Statistical Package for Social Science (SPSS, Version 23)
was employed for data analysis. The output from the SPSS package was then summarised in
excel in order to come up with unified tables, graphs and charts for better illustration of the
data as the SPSS package produces excessive output of which some is not needed in the
results discussion. Descriptive statistics (frequency distributions, means, and standard
deviation) were considered for basic exploration of the data. Inferential techniques like the
Analysis of Variance (ANOVA), regression and correlation analysis were used to investigate
relationships between variables (perceived WLB support, organisational commitment and
employee retention). For data collected through in-depths interviews, data was analysed
through content analysis. Analysis of variance, correlation analysis, regression analysis and

content analysis are described in detail below:

3.10.1. Analysis of Variance (ANOVA)

According to Shavelson (1996) one way ANOVA is used to analyse data from designs with
one independent variable that gives two or more groups of subjects. In this study ANOVAs
will be carried out in order to find out if a relationship exists between perceived WLB
support, the organisational commitment or the retention of academics (dependent variables)
and the demographic variables (independent variables). Shavelson (1996) further describe
one-way ANOVA’s purpose as the comparison of the means of two or more groups to
determine if the observed differences between the groups are due to chance or by some kind
of systematic effect. Comparing the variability of scores in a group with the variability
between the group means does the identification of the differences. When the variability
between groups is bigger in comparison to variability in groups, the result is an indication of

a substantial group difference (Shavelson, 1996).
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3.10.2. Correlation

Field (2009) defines correlation as the degree of strength of the relationship between two
variables. In this study correlation coefficients will be computed to determine the relationship
between WLB, organisational commitment and retention of academic staff at the University
of KwaZulu-Natal as these are Likert scaled variables. According to Field (2009) negative
correlations are depicted by values close to -1.00 while 0.00 is an indication of no correlation

and values close to +1.00 signify positive correlations.

3.10.3. Regression Analysis

According to Weirs (2008) regression analysis is the fitting of an equation to the data so as to
explain the connection between variables. A regression model can be either a simple linear
regression model, which explains the change in one response variable as a simple linear
function of one independent variable, or a multiple linear regression model, which explains
the change in one response variable as a linear function of more than one independent
variable. Multiple linear regression is useful if the effects of several independent variables on
the response variable are to be evaluated simultaneously.

3.10.4. Content Analysis

The technique applied in the analysis of the qualitative data as collected from the in-depth
interviews is content analysis. Holsti (1969, p.14) as cited by Bryman and Bell (2007, p.302)
defines content analysis as “any technique for making inferences by objectively and
systematically identifying specified characteristics of messages”. Denscombe (2003) claims
content analysis to be a method that assists in the analysis of the contents of documents and
can also be used with any information text like writing, sound or pictures. Content analysis
can also be regarded as a flexible method for analysing data that is in text format (Cavanagh,
1997). Content analysis involves the analysis or investigation of the contents of the sources in
a systematic manner in order to record the relative incidences or frequencies of themes and

how they have been appearing (Welman and Kruger, 2001).

In this study, content analysis was used to extract themes from the information obtained from
the interviews. Data from the in-depth interviews and open ended questions were transcribed,
and re-read to make sense of the data (Creswell, 2002). To identify themes, patterns, or
categories that were repeated from the interview transcripts, open coding was used. Trochim

defines open coding as a process of grouping qualitative data and for describing the
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implications and details for these groupings. The researcher clustered the first set of codes
into categories according to their common codes and then categories were then highlighted
with different colours to aid in the analysis of the data and in this way, themes were
established. The main categories were further perfected by several comparisons until a

representative synopsis was attained.

The advantages of using content analysis are that the use of a coding schedule and coding
manual makes the process transparent. Content analysis is useful for investigating
relationships and trends in data over a period of time. Its disadvantages are the fact that it
does not necessarily give an understanding of the underlying reasons for relationships and
data trends. The analysis is dependent on the accuracy of the coding done (Krippendorff,
2004).

3.11. Ethical Considerations

The way a researcher treats human subjects and the way data is safeguarded during and after
the research, are vital aspects of the research project. Ethical measures are taken to protect the
interest of participants when conducting a study. It is important to respect participants’
confidentiality. For this study to go ahead the researcher complied with the ethical procedures
of the University of KwaZulu-Natal where the study was conducted Hofstee (2006). It is the
researcher’s duty to make sure that the respondents are aware of the expectations and also to
explain to them that their participation is by choice (Blanche, Durrheim and Painter 2006).
For this reason the respondents were asked to complete a consent form before completing the
questionnaire as a sign that their participation in the project was voluntary. It is also critical
for the researcher not to misinterpret or manipulate the data in order to suit his or her needs as
doing so is considered unethical. Permission to conduct the study at University of KwaZulu-

Natal was granted and an ethical clearance certificate is attached as Appendix C.

3.12. Conclusion

This research project was based upon a mixed methods research design where convenient
sampling was utilised to select the participants from academic staff based at University of
KwaZulu-Natal’s Pietermaritzburg campus. Data was gathered through the use of a structured
questionnaire and in-depth interviews, based on an open ended questionnaire, to obtain the

views of academic staff on their perceptions of WLB, organisational commitment and their
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intention to leave or stay at the university. The next chapter will look at the analysis of the

research findings.
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CHAPTER 4
DATA ANALYSIS

4.1. Introduction

The statistical techniques employed to carry out data analysis for this study were outlined in
the methodological framework discussed in Chapter 3. This chapter seeks to present the
research findings from the data gathered through the quantitative and qualitative
questionnaires. The research mainly examined the link between WLB practices and the
retention of academic staff at the University of KwaZulu-Natal. The mixed methods design
was adopted in this study where data was gathered in two forms, that is, through qualitative
and quantitative survey interviews. The two sets of data were first analysed independently
then the general findings were combined to address the set objectives. The results are
presented following the sequence of the research’s objectives. Section 4.2 and its sub-
sections present the quantitative results while Section 4.3 and its subsections present the

qualitative results.

4.2. Quantitative analysis

This section presents the analysis from data gathered through the structured questionnaire.
The questionnaire comprised of six sections with questions aimed at addressing the research

objectives. Most of the questions were measured on five point Likert scales.

4.2.1. Demographic profile of the study sample (respondents)

In this section, the general demographic background of the individuals who responded to the
questionnaire is presented. The results presented in Table 4.1 show that there was a bigger
representation of males (67.6%) than females (32.4%), most of whom were married (72.1%)
and had children (72.1%). This, points to the fact that most of the respondents were married
family men and women. Only 26.1% of the respondents were single with 1.8% divorced.
There were two dominant racial groups represented in the study with the majority being black
(59.5%) followed by White (26.18%) and Indian (11.7%). Most of the respondents were
older than 25 years with the majority being in the age group 26 to 45 years.
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Table 4.1. Personal information of research respondents

Variable Category Frequency | Percentage
Male 75 67.6%
Al. Gender
Female 36 32.4%
Married 80 72.1%
A2. Marital Status Single 29 26.1%
Divorced 2 1.8%
Yes 80 72.1%
A3. Do you have children
No 31 27.9%
White 29 26.1%
Black 66 59.5%
A4. Race Indian 13 11.7%
Coloured 3 2.7%
25 years or younger 3 2.7%
26-35 years 25 22.5%
- 0
A5. Age group 36-45 years 39 35.1%
66-55 years 23 20.7%
56-65 years 20 18.0%
66+ years 1 0.9%

Results in Table 4.2 show that, as far as academic qualifications are concerned, most of the
research participants had doctorates (65.8%) which means that they could be very marketable
to other universities which might have a bearing on their propensity to leave. The majority
were in the lecturer grade (54.1%) with 16.2% in the senior lecturers’ grade and 23.4% being
associate and full professors. Only 6.3% of the respondents were in the tutor or senior tutor
grade. There were varying levels of experience among the academic staff who responded to
the questionnaire with each of the categories of experience fairly represented. There is a
considerable presence of new comers to the university as 37.8% of the respondents had been
with the university for less than 5 years and 36.0% had been with the university for 6 to 10
years. Of all the research participants, 87.4% were employed on a permanent basis, which
might mean that most of the respondents feel secure at their employment. It is expected that
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permanent staff are less likely to leave than those who are employed on a fixed contract basis
(Ismail, 2015).

Table 4.2. Professional information of research respondents

Variable Category Frequency | Percentage

Honours 6 5.4%

. . Masters 30 27.0%

A6. Highest qualification Doctorate 73 65.8%
Other 2 1.8%

Tutor 6 5.4%

Senior Tutor 1 0.9%

. . Lecturer 60 54.1%

AT. Designation Senior Lecturer 18 16.2%
Associate Professor 14 12.6%

Full Professor 12 10.8%

5 or less years 31 27.9%

6-10 years 31 27.9%

':fégeerﬁircs asan 11-20 years 26 23.4%
21-30 years 15 13.5%

31-40 years 8 7.2%
5 or less years 42 37.8%
6-10 years 40 36.0%
ﬁE})(.Z\l(\lears employed at 11-20 years 17 15.3%
21-30 years 6 5.4%

31-40 years 6 5.4%
Permanent 97 87.4%

A10. Status of Contract 9 8.1%
employment Part Time 1 0.9%
Other 4 3.6%

4.2.2. Reliability Analysis

The quantitative research tool for this study (questionnaire) was made up of six (6) sections,
with one section dedicated to the demographic variables, and the rest addressing each of the
main constructs of the study. A reliability analysis was conducted on the Likert scaled
questions that addressed the main objectives of the study. The reliability results are presented
in Table 4.3 below.

The Chronbach’s alpha statistic was used to assess the reliability of the Likert scaled items.
The Cronbach’s alpha statistic is a measure of internal consistency which measures the
interrelationships of items in a construct or any group of items. The Chronbach’s alpha

statistic is a measure of scale reliability with values of at least 0.7 and at most 0.9 being
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indicative of adequate internal consistency hence reliability. Higher values of the

Chronbach’s alpha statistic (higher than 0.9) indicate redundancy in some variables and lower

values indicating lack of internal consistency (Tavakol and Dennick, 2011).

Table 4.3. Reliability statistics of the original constructs.

AT G Chronbach's
Section N |questionnaire Aloha Comment
items P
[B: Perceptions on work-life balance support Moderate internal
(all 14 questionnaire items) 105 14 0.688 consistency
High internal
[B: Perceptions on work-life balance support 105 11 0.748 consistency (Improved
(with questions B1, B3 and B5 left out) ' with dropgg);g B1, B3,
[C: Organisational commitment High internal
(all 15 questionnaire items) 106 15 0881 consistency
Ib: Intention to | ¢ Moderate internal
: Intention to leave or stay consistency (Improved
(all 15 questionnaire items) 108 15 0.642 with Exploratory factor
analysis)
[E: Work-life balance High internal
(all 12 questionnaire items) 107 12 0.828 consistency
F: What can be done for academics in order
to achieve work-life balance 74 15 0.814  [High internal consistency
(all 15 questionnaire items)
. . . . . Moderate internal
All 5 Likert scaled questions in questionnaire | 62 71 0.671 consistency

The results presented in Table 4.3 above show that some of the constructs have low internal
consistency hence may need to be split into sub-constructs of questionnaire items with higher
internal consistency. The splitting of the main constructs into sub constructs will be carried

out using exploratory factor analysis.

4.2.3. Objective 1: To identify academic staff’s perceptions of the university support
and encouragement of the use of WLB programmes

This section talks to the first study objective which is to outline the academic staff’s

perception of the University’s WLB support. The 14 items for the construct of “Perceptions

on work-life balance support” were presented in Section B of the research questionnaire.

Those questions that were negatively worded were reverse coded and reworded as shown in

Table 4.4 below, so that higher scores would indicate more positive sentiments and lower

scores would indicate more negative sentiments for all questions.
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4.2.3.1. Summary of academic staff’s perceptions on \WLB support

The results presented in Table 4.4 show mixed perceptions on WLB support. In order to help
explain the results in Table 4.4, Figure 4.1 below presents graphical comparisons of the items
that make up the construct of perceptions on WLB support. The questionnaire item with the
highest percentage of respondents agreeing or strongly agreeing, that is 79.3%, is question
B10 “Individuals who take time off to attend to personal matters are also committed to their
work”. This, according to the respondents, means that the resolution of personal matters by
employees does not stand in the way of discharging their work duties. In other words,
commitment to duty is not in any way affected by employees taking care of their personal
matters. Other matters which had high agreement ratings are that employees who are highly
committed to their personal lives can be highly committed to their work (question B6,
71.8%), that it is not necessarily considered taboo to talk about life outside of work (question
B4, 67.9%), that expressing involvement and interest in non-work matters is viewed as
healthy (B5, 66.7%), that the ideal employee is not necessarily the one who is available 24
hours a day (question B14, 65.8%) and that attending to personal needs, such as taking time

off for sick children is not necessarily frowned upon (question B7, 61.3%).

From Figure 4.1 below, it can be seen that the lowest level of agreement was with question
B3 (It is not necessarily best to keep family matters separate from work). The original,
reverse-coded question read as “It is best to keep family matters separate from work”. The
results from the re-worded question suggest that most respondents seem not to agree or
strongly agree with the separation of work and family matters as only 19.1% agreed/strongly
agreed to such a separation.

Most respondents believe that family matters are an integral part of work life which is
supported by the responses to questions B10, B6, B4, B5, B14 and B7 discussed above. This
point to the fact that, as much as employees would want to perform their duties to the best of
their abilities, the demands of their family responsibilities will always get in the way. This
then requires the organisation to take care of employee’s personal issues as it is crucial. In
other words, both domains affect each other and it is the organisation’s responsibility to

ensure that a balance is achieved.
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Table 4.4. Summary statistics of perceptions on WLB support.

Frequency Distribution s B
S 85
. © Q0
Perceptions on WLB support o © _ = s = = g =
S0 2 o e 59 58S T D
S5 O = o cQ | SDIB o Q
S 3 3 ! > So|58 3w O
»8 B = < BT |2s °F £
B1. Work should NOT NECESSARILY be the primary  |Freq| 8 30 28 24 21 | 0 g0 3 05y
priority in a person’s life % | 7.2% 27.0% 25.2% 21.6% 18.9%
B2. Long hours inside the office are NOT NECESSARILY |Freq| 7 30 24 33 17 0
- 45.0% | 0.589
the way to achieving Advancement % |6.3% 27.0% 21.6% 29.7% 15.3%
B3. Itis NOT NECESSARILY best to keep family matters |Freq| 29 45 15 10 11
19.1%]-0.012
separate from work % |26.4% 40.9% 13.6% 9.1% 10.0%
B4. Itis NOT NECESSARILY considered taboo totalk  |Freq| 3 7 25 40 34 |0 g0/t (0 5n
about life outside of work % |28% 6.4% 22.9% 36.7% 31.2%
BS. Expressing involvement and interest in non-work Freq| 9 9 1952 22 | oeao 0.154
matters is viewed as healthy % |81% 81% 17.1% 46.8% 19.8%
B6. Employees who are highly committed to their personal| Freq [ 9 10 1238 41 154490 0516
lives CAN be highly committed to their work) % |82% 9.1% 10.9% 34.5% 37.3% ' '
B7. Attending to personal needs, such as taking time off |Freq| 5 1028 42 26 | o120 0.440
for sick children is NOT NECESSARILY frowned upon % | 45% 9.0% 25.2% 37.8% 23.4% ) '
B8. Employees should NOT keep their personal problems |Freq| 13 29 28 27 12 135 89 0.475
at home. % |11.9% 26.6% 25.7% 24.8% 11.0%
B9. The way to advance in this company is NOT Freq| 12 23 34 34 8
NECESSARILY to keep non-work matters out of the . 37.8% ] 0.438
% |[10.8% 20.7% 30.6% 30.6% 7.2%
workplace
B10. Individuals who take time off to attend to personal  |Freq| 6 5 12 43 45 4930 0.746
matters are ALSO committed to their work % |54% 45% 10.8% 38.7% 40.5% ' '
B11. It is NOT assumed that the most productive Freq| 16 16 22 33 24
lemployees are those who put their work before their . 51.4% | 0.774
family life % |14.4% 14.4% 19.8% 29.7% 21.6%
B12. Employees are given ample opportunity to perform | Freq| 15 26 34 27 9 132.4% 0.359
both their job and their personal responsibilities well % |13.5% 23.4% 30.6% 24.3% 8.1% ' '
B13. Offering employees flexibility in completing their Freq| 5 15 25 39 27 | g5, 0.416
work is viewed as a strategic way of doing business % | 45% 13.5% 22.5% 35.1% 24.3% ' '
B14. The ideal employee is NOT NECESSARILY theone |Freq| 9 14 15 23 50 | qopgo0| o ooy
who is available 24 hours a day % |8.1% 12.6% 13.5% 20.7% 45.0% ' '
Chronbach’s Alpha with all 14 items| 0.688
Chronbach’s Alpha without questions B1, B3 and B5| 0.748

The overall measure of the perceptions on work-life balance support was calculated as a

weighted mean based on a principal components analysis derived latent factor with weights

(coefficients) given in the last column of Table 4.4 above. The latent factor coefficients show
that questions B1 (coefficient=0.021), B3 (coefficient=-0.012) and B5 (coefficient=0.154)

contribute very little to the overall measure of the perceptions on WLB support construct

hence they were excluded from the computation of the weighted mean. It is also noted that
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when these three items were excluded from the computation of the overall measure of the
perceptions on WLB support construct, the internal consistency of the construct became
adequate (Chronbach’s alpha=0.748). A weighted average of the remaining 11 questionnaire
items was used as the overall measure of the construct. The weights were adjusted in such a
way that the overall measure of the construct lies in the range from 1 to 5 as with the original
Likert scale.

Figure 4.1. Ranking of perceptions on WLB support items.

Perceptions on WLB support

B10. Individuals who take time off to attend to personal matters

are ALSO committed to their work 73.3%
B6. Employees who are highly committed to their personal lives 71.8%
CAN be highly committed to their work) e
B4. Itis NOT NECESSARILY considered taboo to talk about 67.9%
. (0]

life outside of work
B5. Expressing involvement and interest in non-work matters is
viewed as healthy
B14. The ideal employee is NOT NECESSARILY the one who
is available 24 hours a day
B7. Attending to personal needs, such as taking time off for sick
children is NOT NECESSARILY frowned upon
B13. Offering employees flexibility in completing their work is
viewed as a strategic way of doing business
B11. Itis NOT assumed that the most productive employees
are those who put their work before their family life
B2. Long hours inside the office are NOT NECESSARILY the
way to achieving Advancement
B1. Work should NOT NECESSARILY be the primary priority in
a person’s life
B9. The way to advance in this company is NOT
NECESSARILY to keep non-work matters out of the workplace
B8. Employees should NOT keep their personal problems at
home.
B12. Employees are given ample opportunity to perform both
their job and their personal responsibilities well

B3. Itis NOT NECESSARILY best to keep family matters
separate from work

66.7%

65.8%

Perception

19.1%

0% 10% 20% 30% 40% 50% 60% 70% 80% 90%
Percetage Agree/strongly agreeing

Figure 4.1 shows that the leading sentiment or perception among the research participants
was that individuals who take time off to attend to personal matters are also committed to
their work with 79.3% agreeing or strongly agreeing. The figure also shows that very few
(19.1%) indicated that it was not necessarily best to keep family matters separate from work.

This indicates that most academics’ work lives are intertwined with their family lives.

69



4.2.3.2.

Demographic factors affecting academic staff’s perceptions on WLB support

To investigate if any demographic factors might be having a bearing on perceptions on WLB

support, ANOVA tests were conducted with the results presented in Table 4.5 below.

Table 4.5. ANOVAtests for effects of demographic variables on academic staff’s
perceptions on WLB support.

Overall Perceptions on work-life

Descri

ptive Statistics

ANOVA Tests

balance support Mean | N Std. Dev. | F dfl, df2 p-value Comment
Male 3.476 71 0.559 Not
Gender Female 3436 | 35 | ozse | 2094 1,104 0760 o ukeant
Married 3.5072 | 76 0.607
Marital Status Single 3.3247 | 28 0.681 1.047 2, 03 0.355 Sigrl1\il1fi)(t:ant
Divorced 3.7273 | 2 0.643
Do you have Yes 3.518 76 0.644 Not
chiléren No 3.324 | 30 0.571 2070 1,104 0.153 Significant
White 3.395 29 0.638
Black 3.485 63 0.657 Not
Race Indian 3455 | 11 | osso | 0273 3102 0845 g igeant
Coloured 3.697 3 0.883
25 years or younger 3.333 3 0.229
26-35 years 3.364 24 0.706
36-45 years 3.477 36 0.566 Not
Age group 66-55 years 3.533 22 0.731 0695 5,100 0.628 Significant
56-65 years 3.450 20 0.559
66+ years 4.455 1 -
Honours 3.182 5 0.518
Highest Masters 3.424 | 30 0.675 Not
qualification Doctorate 3.514 | 69 0.614 0884 3, 102 0.452 Significant
Other 3.000 2 0.643
Tutor 3.455 6 0.251
Senior Tutor 3.455 1 -
o Lecturer 3.466 56 | 0.666 Not
Designation Senior Lecturer 3.429 18 0.636 0.184 5, 100 0.968 Significant
Associate Professor 3.371 13 0.532
Full Professor 3.606 12 0.736
5 or less years 3.555 30 0.602
6-10 years 3.409 28 0.727
;g:ése ;fca” 11-20 years 3473 | 25| 0541 |0.288 4,101  0.885 Sigr']\:ﬁéam
21-30 years 3.370 15 0.610
31-40 years 3.455 8 0.742
5 or less years 3.443 39 0.720
6-10 years 3.441 39 0.621
vears employed | 44 50 years 3534 | 16| 0250 |0158 4,101 0959 . O
at UKZN Significant
21-30 years 3.606 6 0.665
31-40 years 3.409 6 0.848
Permanent 3.450 92 0.616
Status of Contract 3.414 9 0.782 Not
employment Part Time 3.545 1 - 0574 3,102 0.633 Significant
Other 3.864 4 0.641

The overall measure of WLB described in section 4.2.3.1 above was tested against the

demographic variables presented in Section 4.2.1 which includes race, gender, age, marital
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status, years of experience, number of children and designation of participants. The results in
Table 4.5 above show that the demographic variables do not have a significant effect on the
academic staff’s perceptions on WLB support (all p-values are greater than 0.05). This means
that the perceptions that the academic staff have on the university’s WLB support are not
particularly biased towards a certain demographic group but rather universal across all

groupings.

The fact that all demographic groups express similar sentiments may assist management in
organisations, and universities in particular, to formulate WLB policies that are similar across
the board as it will not make any difference targeting a specific demographic group of

academics.

4.2.4. Objective 2: To ascertain the effect of WLB programmes on the decision to stay
by academics from the University of KwaZulu-Natal

Objective two was aimed at assessing the impact of WLB programmes on academics’
decision to stay or leave. To achieve this, a 15-item scale to measure Intention to Leave or
Stay was used. Exploratory factor analysis was also used to split the construct into sub
constructs as this was necessary due to a low scale reliability level (Table 4.3: Chronbach’s
alpha=0.642).

4.2.4.1. Summary of intention to leave or stay

According to the reliability results in Table 4.3, the construct of intention to leave or stay,
was shown to have low internal consistency (Chronbach’s alpha=0.642). Therefore, there was
a need to split the construct into sub-constructs with the hope of getting higher internal
consistencies or measurement reliabilities. This splitting was done using exploratory factor
analysis. Exploratory factor analysis (EFA) is used to explore possible underlying latent
factors or variables underlying a set of observed variables, without imposing a preconceived
set of constructs, that is, the observed data must bring forth the underlying factors inherent in
them (Child, 1990). It is expected that the sub-constructs resulting from exploratory factor
analysis will have better reliability statistics. Such sub-constructs are still integral parts of the

main construct which is part of the theoretical framework of the study.
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4.2.4.2. Exploratory factor analysis of intention to leave of stay

The 15 questionnaire items of the construct of Intention to Leave or Stay are presented in
Section D of the questionnaire with those items that were initially reverse-coded rephrased
and recoded to have the same orientation with the other questionnaire items. The exploratory
factor analysis results are presented in Table 4.6 below. The EFA results indicate that there
are three latent factors which divide the 15 questionnaire items as shown, with the first latent
factor comprising of questions D3, D4, D5, D7, D8, D12 and D13. These 7 questionnaire
items seem to probe intention to leave based on work related frustration or dissatisfaction
hence the suggested name for this sub-construct is “Work Frustration/ Dissatisfaction”. The

seven items have high internal constancy (Chronbach'’s alpha statistic=0.834).

Table 4.6. Sub-constructs of Intention to Leave or Stay.

Sub-Latent Factor (Sub-construct)

Intention to Leave or Stay

1 2 3
D3. To what extent is your current job NOT satisfying your personal 0537
needs? )
D4. How often are you frustrated when not given the opportunity at 0.609

work to achieve your personal work-related goals?
D5. How often are your personal values at work compromised? 0.729
D7. How likely are you to accept another job at the same
compensation level should it be offered to you?
D8. How often do you look forward to another day at work? 0.670
D12. How frequently are you emotionally agitated when arriving

0.780
home after work?
D13. To what extent does your current job have a negative effect on

our personal well-being?

D1. How often have you considered leaving your job? 0.608
D2. How frequently do you scan newspapers in search of

0.546

0.819

. i 0.853
alternative job opportunities?

D6. How often do dream about getting another job that will better 0.743
suit your personal needs? )
D15. How frequently do you scan the internet in search of 0.913

alternative job opportunities?

D9. How often do you think about starting your own business? 0.510
D10. To what extent do responsibilities NOT prevent you from

o . 0.432
quitting your job?
D11. To what extent do the benefits associated with your current job
o . 0.830
NOT prevent you from quitting your job?
D14. To what extent does the “fear of the unknown”, NOT prevent
" 0.657
ou from quitting?
Chronbach's Alphal 0.834 0.861 0.724
Work Job Possibility of

Suggested sub-construct name| Frustration/ | Searching | Taking the
Dissatisfaction| Drive Risk to Leave

The second sub-construct comprises of the questions D1, D2, D6 and D15 which point to
intention to leave by searching for jobs in various media hence the suggested sub-construct
name is “Job Searching Drive”. The four items of the Job Searching Drive sub-construct have

high internal constancy (Chronbach's alpha statistic=0.861). The third and final sub-construct
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of Intention to Leave or Stay has four items, viz., D9, D10, D11 and D14, which are mainly
concerned with the possibility of taking the risk to leave no matter what might happen as far
as job security is concerned. The suggested name for this sub-construct is “Possibility of Risk
Taking and Leaving”. The four items of the Possibility of Risk Taking and Leaving sub-

construct have adequate internal constancy (Chronbach's alpha statistic=0.724).

4.243. Summary of the “Work Frustration/ Dissatisfaction” sub-construct

The results presented in Table 4.7 below show that most of the research participants are quite
happy with their work. Only 16.4% indicated that their current jobs do not satisfy their
personal needs to a large extent (question D3) with the majority being neutral (40.0% in
category 3 of the scale) or more positive (43.6% in categories 1 and 2 of the scale). An
encouraging 56.4% indicated that they often look forward to another day at work (question
D8). In general, this sub-construct has very low levels of negative sentiments hence it can be
concluded that work frustration and dissatisfaction is not a major concern at the university.

Table 4.7. Summary of the Work Frustration/ Dissatisfaction sub-constructs.

Frequency Distribution of Likelihood scale| § £ £
Intention to Leave or Stay: LES
Work Frustration/ Dissatisfaction| 5 _ - 2 > EY £ 5
g2 o - < 253 % |£88
2% TZ ¢ | Sg
= w O o
, , F
D3. To what extent is your current job req| 10 38 44 14 4 16.4% | 0845
NOT satisfying your personal needs? % | 9.1% 345% 400% 12.7% 3.6%
D4. How often are you frustrated when Freq 9 14 44 30 13

not given the opportunity at work to

: 39.1%| 0.791
achieve your personal work-related

% 8.2% 12.7% 40.0% 27.3% 11.8%

goals?

F
D5. How often are your personal values | Freq | 16 37 27 26 4 27.3%| 0732
at work compromised? % | 145% 33.6% 245% 23.6% 3.6%

!37. How likely are you to agcept another Freq| 30 23 30 12 14
ob at the same compensation level
should it be offered to you? % | 27.5% 21.1% 27.5% 11.0% 12.8%

23.9%| 0.677

D8. How often do you look forwardto [ Freq| 4 12 32 48 14

0
another day at work? % | 36% 100% 2010 43.6% 12700 270| 0-652

D12. How frequently are you emotionally | Freq | 25 28 29 22 6

0
agitated when arriving home after work? [ % | 22.7% 25.5% 26.4% 20.0% 5.5% 25.5% 0.635

D13. To what extent does your current | Freq| 17 31 28 19 15

job have a negative effect on your o% | 15506 2829 255% 17.3% 13.6% 30.9% | 0.620
personal well-being? ° 70 o7 70 270 2270

Chronbach’s Alpha 0.834
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4.24.4. Summary of the “Job Searching Drive” sub-construct

Results in Table 4.8 show that the job search drive by academic is low at the institution. The
percentage of academic staff who indicated that they have often considered leaving their jobs
is low (D1: 29.4%), so is the percentage of those who indicated that they frequently scan
newspapers in search of alternative job opportunities (D2: 29.1%). Only 37.3% indicated that
they often dream about getting another job that will better suit their personal needs (D6) and
only 23.6% indicated that they frequently scan the internet in search of alternative job
opportunities (D15). While these figures indicate that considerable proportion of academics
are looking elsewhere for jobs, they are by far not the majority and might even conform to

normal trends.

Table 4.8. Summary of the Job Searching Drive sub-constructs.

Frequency Distribution of Likelihood scale| _ E
£ 8¢
Intention to Leave or Stay: Job | < S I [ E 3
Searching Drive f; = 22| % |Eg E
: s£| S |'§
D1. How oftgn have you considered | Freq 19 31 27 28 4 29 4% | 0.904
leaving your job? % | 17.4% 28.4% 248% 257% 3.7%
D2. How frequently do you scan
newspapers in search of alternative Freq | 30 31 17 19 13 29.1%| 0.894
job opportunities? % | 27.3% 28.2% 155% 17.3% 11.8%
D6. How often do you dream about Freq| 11 20 38 24 17
getting another job that will better 37.3% | 0.795
suit your personal needs? % | 10.0% 182% 345% 21.8% 15.5%
D15. How frequently do you scan Freq| 21 31 32 14 12
the internet in search of alternative 23.6% ] 0.758
iob opportunities? % | 19.1% 282% 29.1% 12.7% 10.9%
Chronbach’s Alpha 0.861

In short, the job searching drive is very low, but it must be pointed out that most of the

respondents preferred to be neutral by selecting option 3 of the questionnaire items.

4.2.4.5. Summary of the “Possibility of Taking the Risk to Leave” sub-construct

The results for the sub-construct of Possibility of Taking the Risk to Leave as presented in

Table 4.9 show that some academics might take the risk of starting their own businesses (D9:
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44.5%) and 42.7% indicated that it is not fear of the unknown that prevent them from quitting
(D14: 42.7%).

Table 4.9. Summary of the “Possibility of Taking the Risk to Leave” sub-constructs.

Frequency Distribution of Likelihood scale| &
O O +
Intention to Leave or Stay: > = C 25
an_ane o o = O
Possibility of Taking the Riskto | £ _ 2 e |2 8¢
Leave 52 ~ - < o3| 3 [g&5
= == S IS
3 b 83 £
= =< a
~ 7o) —
D9. How often do you.think about |Freq| 26 17 18 27 22 24.5%|0.795
starting your own business? % | 23.6% 155% 16.4% 24.5% 20.0%
D10. To what extent do Freq 30 23 29 14 14
responsibilities NOT prevent you 25.5%(0.730
from quitting your job? % | 27.3% 20.9% 26.4% 12.7% 12.7%
D11. TclV\:jha’Etixtent do the tb‘enl:’eflts Freq 8 18 41 29 21
aNscs;ua e V\;I y?ur curre.trl. jo 39.1% |0 639
o> preventyoulrom QuUItNEYOUr| o | 730 164% 37.3% 20.0% 19.1%
job?
D14. To what extent does the “fear | preq| 11 21 31 24 23
of the unknown”, NOT prevent you 42.7%(0.397
from quitting? % | 100% 19.1% 28.2% 21.8% 20.9%
Chronbach’s Alpha 0.724

There is a balanced perspective as far as risk taking and leaving is concerned. There is no
absence of risk taking on the part of academic staff but at the same time there are no

indication that academics are notorious risk takers as far as leaving their jobs is concerned.

4.2.5. Objective 3: To ascertain the impact of perceived WLB support and academics
commitment to the organisation

Obijective 3’s goal was to learn more about the effect of perceived WLB support and how it
affects academics’ commitment to the organisation. In order to achieve this, organisational
commitment and WLB scales were used and some correlations were computed to investigate

the connection between intention to leave and organisational commitment.

4.25.1. Summary of organisational commitment

The construct of organisational commitment had 15 questionnaire items which were

presented in Section C of the questionnaire. Some of the items were negatively worded with a
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response of “Strongly Agree” indicating a negative sentiment in the respondent. Such
questions had to be reverse-coded so that a high score would be indicative of a positive
sentiment. The questions had to be re-worded in the results presentation to tally with the
reverse-coding. The re-worded questions are C3, C7, C9, C11, C12 and C15 which are now
expressed as shown in Table 4.10 below.

Table 4.10. Summary statistics of organisational commitment.

Frequency Distribution g 2 £
c 2.2
.. . wES
Organisational Commitment =2 B = 0 Do |TZe|l=ZE
S 2 = 2 €2 |80l
S8 B 3 > S22 |582(ge0
ne A = < 5% |s |38
C1. 1 am willing to put in a great deal of effort Freq| 4 10 14 54 29
beyond that normally expected in order to help this| 74.8% | 0.484
organization be successful. % |3.6% 9.0% 12.6% 48.6% 26.1%
' isati i Fre 10 19 40 33 8
C2. | talk up th|§ organisation to my friends as a q 37.3% | 0.758
great organisation to work for. % | 9.1% 17.3% 36.4% 30.0% 7.3%

Freq| 4 9 24 41 32

A% 4
% |3.6% 82% 21.8% 37.3% 29.1% 66.4% | 0.499

C3. | feel ALOT OF loyalty to this organisation.

C4. | would accept almost any type of job Freq| 42 45 16 8 0
lassignment in order to keep working for this o . . . . . 7.2% | 0.446
organisation. % |37.8% 40.5% 14.4% 7.2% 0.0%
C5. | find that my values and the organisation's |Freq| 13 28 36 26 8 0
values are very similar. % |10.79% 2520 32.4% 23.4% 7.006 | 50070 | 0-745
C6.1am proud to tell others that | am partof this Freq 11 12 21 46 21 0
Prganisation. % |9.9% 10.8% 18.9% 41.4% 18.9% 60.4%0.773
' ' Freq| 18 31 33 20 9
C7.1 (;oulq NOT bg vx{orkmg for a different q 26.1% | 0.617
organisation with similar type of work. % [16.2% 27.9% 29.7% 18.0% 8.1%
i isati inspi Freq| 13 30 31 31 6
98. Th|s orgamsatpn really inspires the very best q 33.3% | 0.788
in me in the way of job performance % [11.7% 27.0% 27.9% 27.9% 5.4%
C9. It would TAKE A GREAT DEAL of change in | Freq| 10 15 39 35 12
my present circumstances to cause me to leave . 42.3% | 0.326
this organisation. % |9.0% 135% 35.1% 31.5% 10.8%
C10. | am extremely glad that | chose this Freq| 4 19 42 38 7
organisation to work for, over others | was . 40.9% | 0.632
considering at the time | joined % |3.6% 17.3% 38.2% 34.5% 6.4%
: ' icking with [Freq| 12 17 38 29 14
;1 1. Therg sa LQT tq pe gained by sticking with q 39.1% | 0.646
is organisation indefinitely. % |10.9% 15.5% 34.5% 26.4% 12.7%
C12. Often, | find EASY to agree with this Freq| 22 45 21 20 3
organisation’s policies on important matters 20.7% | 0.684

o
relating to its employees. % 19.8% 40.5% 18.9% 18.0% 2.7%

C13. | really care about the fate of this Freq| 2 9 20 62 18 0

organisation. % |18% 81% 18.0% 55.9% 16.2% 72.1% 0.354

C14. For me this is the best of all possible Freq| 15 31 44 16 4 o

organisations for which to work. % |13.6% 28.2% 40.0% 14.5% 3.6% 18.2% | 0.768

C15. Deciding to work for this organisation was ~ [Freq| 2 5 29 31 44 0

NOT a mistake on my part. % |1.8% 45% 26.1% 27.9% 39.6% 67.6% 1 0.590
Chronbach’s Alpha 0.881
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The items in the construct of organisational commitment had very high internal consistency
hence they concur in their measurement of the intended overall variable to represent
organisational commitment. There was no need to split this construct into sub-constructs as
all item that constitute the construct are internally consistent. The principal components
analysis based latent factor coefficients show that all of the 15 items contribute significantly
to the overall measure of organisational commitment (coefficients range from 0.326 to
0.788). The computation of the overall measure of organisational commitment involved all of
the 15 items in a weighting scheme determined by the latent factor coefficients.

Results in Table 4.10 above and Figure 4.2 below show the various items that constitute
organisational commitment and how well embraced the commitment items are by the
academic staff at the university. The results show that the least supported dimension of
organisational commitment is willingness to work outside one’s job descriptions (C4. | would
accept almost any type of job assignment in order to keep working for this organisation) with
only 7.2% agreeing or strongly agreeing. The most supported dimension of organisational
commitment is hard work (C1. I am willing to put in a great deal of effort beyond that
normally expected to help this organisation to be successful) with 74.8% agreeing or strongly
agreeing. The ranking of the support levels of each of the dimension of organisational

commitment are presented in Figure 4.2.

There is a general agreement that the respondents cared about the fate of their organisation
(C13: 72.1%), that they feel making the decision to work for the organisation was not a
mistake (C15: 67.6%), that most respondents had loyalty to the organisation (C3: 66.4%) and
the feeling of pride in telling others that they are part of this organisation (C6: 60.4%).
However, very few of the respondents believe that the university is the best of all possible
organisations for which to work (C14: 18.2%). This gives the university an opportunity to
change the mind set of those who are not convinced by offering them WLB policies that help
them to develop an attachment towards to the university. The fact that only 18.2% felt that
the university was the best of all possible organisations for which to work means that the
given the chance, the majority of the academic employees would leave. An investigation into
whether a better WLB policy would change this mind-set would be worthwhile. This study
might offer some insight into the impact a better WLB would improve or change this mind-

set.
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Figure 4.2. Ranked organisational commitment items.

Organisational Commitment

C1. I am willing to put in a great deal of effort beyond that

normally expected in order to help this organization be... 74.8%
C13. I really care about the fate of this organisation. 72.1%
C15. Deciding to wc_>rk for this organisation was NOT a 67.6%
mistake on my part.
C3. | feel ALOT OF loyalty to this organisation. 66.4%

C6. | am proud to tell others that | am part of this
organisation.

C9. It would TAKE A GREAT DEAL of change in my present
circumstances to cause me to leave this organisation.

C10. I am extremely glad that | chose this organisation to
work for, over others | was considering at the time | joined

C11. There’s a LOT to be gained by sticking with this
organisation indefinitely.

C2. | talk up this organization to my friends as a great
organisation to work for.

Commitment item

C8. This organisation really inspires the very best in me in the
way of job performance

C5. 1 find that my values and the organisation’s values are
very similar.

C7. 1 could NOT be working for a different organisation with
similat type of work.

C12. Often, | find EASY to agree with this organisation’s
policies on important matters relating to its employees.

C14. For me this is the best of all possible organisations for
which to work.

C4. 1 would accept almost any type of job assignment in order
to keep working for this organisation.

7.2%
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Percetage Agree/strongly agree

4.25.2.  Summary of Work-life balance

The Work-Life Balance construct consists of 12 questionnaire items with high internal
consistency hence high reliability (Table 4.3: Chronbach’s alpha statistic=0.828). There was
no real need to split this construct hence the 12 items were summarised together. The
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construct probes the existence of work-life balance programmes and how well they are

communicated to academic staff.

As shown in Table 4.11, only 7.3% of the respondents indicated on the positive that work-life

balance programmes are communicated to them adequately (E1) while only 6.3% indicated

that the university encourages them to use the work life balance programmes in the university

(E2). The low approval rates of these two items show that the university has not done much

in terms of putting in place work-life balance programmes in place, and if they do exist, they

are not well communicated to the academic staff hence there is low utilisation of such

programmes.

Table 4.11. Summary of the work-life balance.

Frequency Distribution of o § =
Likelihood scale S8
. L g Q0
Work-Life Balance 5 _ 2 > e |23 &
=T 52 T [8229
g2z ~ © v ZTg 8 |§2°
-~ 5 S 38 <
i i F 4 2 2 7 1
E1. Work life balance programmes are communicated to req 8 9 3) 730%| 0787
me adequately % |43.6% 26.4% 22.7% 6.4% 0.9%
iversi [ Fre 45 27 32 6 1
EZ. The university encourages me to use the work life q 6.3%| 0.768
alance programmes % |40.5% 24.3% 28.8% 54% 0.9%
E3. When | go on leave, | am able to enjoy myselfand not | Freq | 23 36 22 22 8 |[27.0 0.727
think about my work % |20.7% 32.4% 19.8% 19.8% 7.2% | % '
E4. The demands of my job DO NOT interfere with my life | Freq | 20 36 17 27 11 |34.2 0.703
outside work % [18.0% 32.4% 15.3% 24.3% 9.9% | % '
ES5. The demands of my job DO NOT result in me getting | Freq | 9 20 27 34 21 |495 0.654
irritable at home % |81% 18.0% 24.3% 30.6% 18.9% | % '
E6. Work demands DO NOT result in me withdrawing from | Freq [ 10 17 26 29 27 |51.4 0.643
my family % |9.2% 15.6% 23.9% 26.6% 24.8%| % )
E7. The demands of my spouse/family DO NOT interfere | Freq | 5 11 21 37 36 (664 0.637
with my job % 45% 10.0% 19.1% 33.6% 32.7%| % )
E8. 1 DO NOT fail to accomplish things at work due tomy | Freq 3 3 18 43 44 178.4 0.574
family spouse/partner's demands % |27% 27% 16.2% 38.7% 39.6% | % '
E9. | DO NOT have to put some of my work on hold due to | Freq | 3 14 21 42 31 (658 0573
my family demands % |27% 12.6% 18.9% 37.8% 27.9%| % '
E10. My family needs DO NOT interfere with my work Freq 2 8 21 40 40 1721 0.325
% 1.8% 7.2% 18.9% 36.0% 36.0% | %
E11. My job DOES NOT encroach into my family time more| Freq | 15 27 26 24 19 |38.7 0.288
than | would like it to % |13.5% 24.3% 23.4% 21.6% 17.1% | % '
E12.1DO NOT find it difficult to balance my work and non- | Freq | 9 19 33 33 17 (450 0.205
work duties % |81% 17.1% 29.7% 29.7% 15.3% | % '
Chronbach’s Alpha 0.828
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As shown in Figure 4.3 below, most of the respondents indicated that they do not fail to
accomplish their work due to family demands (E8: 78.4%) and that their families do not
interfere with their work (E10: 72.1%). In general, the rank order of the WLB items show
that, while the academic staff do not compromise on the quality of work they do, their work
affect the quality of their family life.

Figure 4.3. Ranked work-life balance items.

Rankings of Work-Life Balance items

E8. | DO NOT fail to accomplish things at work due
to my family spouse/partner's demands

E10. My family needs DO NOT interfere with my
work
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due to my family demands
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withdrawing from my family
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getting irritable at home
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time more than | would like it to
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my life outside work
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This is because performance related items top the ranks while family happiness items are
generally at the bottom of the ranking, for example, question E3 (When | go on leave | am
able to enjoy myself and not think about my work) had only 27.0% positive rating. This
would seem to suggest that the academic staff believe that, while they do their best to
perform at work, there is no reciprocal effort from the university to alleviate work related
problems at home.
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4.25.3. Effect of WLB programmes on the Intention to leave or stay by academic
staff at the University of KwaZulu-Natal

Three sub-constructs of intention to leave or stay were developed using exploratory factor

analysis in Section 4.2.4.1 and work-life balance programmes were summarised in Section

4.2.5.2 above. In this section, statistical tests were carried out to probe for the possible causal

effect of work-life balance programmes on intention to leave or stay.

Results in Table 4.12 show that there are negative correlations between the existence of
work-life balance programmes at the university and awareness thereof by academic staff, and
the two intention to leave sub-constructs, namely, work frustration and dissatisfaction
(correlation=-0.454, p-value<0.001) and job searching drive (correlation=-0.269, p-
value=0.005).

Table 4.12. Correlations between intention to leave or stay and work-life balance

programmes.
Intention to leave or stay
Pearson's Correlations Work Frustration/ | Job Searching P_OSSIbIIIty_of
. : ! . Taking the Risk to
Dissatisfaction Drive
Leave
Correlation
\Work Frustration/
Dissatisfaction p-value -
N
Correlation ok
0.523
Job Searching Drive R
9 p-value 0.000
N 108
lati .
Correlation 0.328 0.124
Possibility of Taking the Risk p-value
to Leave 0.001 0.197
N 109 109
ol -0.454" -0.269" 0.241"
\Work-Life Balance PEIE <0.001 0.005 0.013
N 105 105 106

**. Correlation is significant at the 0.01 level (2-tailed).
[*. Correlation is significant at the 0.05 level (2-tailed).

These two negative correlations mean that the proper constitution and communication of

work-life balance programmes at the university will reverse the intention to leave by
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academic staff at the institution by reducing work frustration and dissatisfaction and a job

searching drive.

However, there is a positive and significant correlation between work-life balance
programmes and the possibility of taking the risk to leave (correlation=0.241, p-
value=0.013). The correlation is of a small effect size and it means that the risk takers cannot
be stopped by any properly constituted work-life balance programmes. In fact, the possibility
of taking the risk to leave is also negatively and significantly correlated with work frustration
and dissatisfaction (correlation=-0.328, p-value=0.001). This means that the risk takers are
not necessarily frustrated and dissatisfied at work. This seems to point to the fact that the risk
takers are not necessarily those who are frustrated at work, but rather those who have bigger

dreams or generally love risk taking.

4.25.4. The impact of perceived WLB support on academics commitment to the
organisation

The causal relationship between WLB and organisational commitment is presented in Table
4.13 below. The regression model for Organisational Commitment as a dependent variable
and WLB as an independent variable indicate that a unit increase in WLB will positively
increase Organisational Commitment by 0.349 (coefficient=0.349, p-value<0.001) as
measured on the 5-point Likert scale. This means that there is need to focus on WLB as it
positively improves organisational commitment and possibly employee retention. It is also
possible to fit a regression analysis of Organisational Commitment as a response or

dependent variable and all the items of WLB as independent variable.

Table 4.13. Regression of organisational commitment on WLB

Coefficients T-tests of parameters
IDependent Variable: Std
Organisational B ' t p-value | Comment
, Error
Commitment
(Constant) 2.058 0.289 7.111 | <0.001
\Work-Life Balance 0.349 0.089 3.918 | <0.001 | Significant
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4.2.6. Objective 4: To explore ways in which academics can be assisted in achieving a

balance between work and their personal lives

In order to achieve Objective 4, participants were asked to identify the WLB interventions
that were available and have been used and also interventions that were not available but
which were needed. The questionnaire items under this section were not on the Likert scale
hence they cannot be summarised into one latent factor. Such variables are best described by
means of frequency distributions. The summary statistics presented in Table 4.14 and Figures
4.4 and 4.5 describe some of the WLB intervention strategies that were identified by the

respondents and whether they are fully utilised.

426.1. Interventions not available but needed

Results in Table 4.14 and Figure 4.4 show that the most needed intervention is that the
organisation should provide financial assistance for staff children off-site (F10: 54.6%). At
the moment, children and spouses of academic staff who qualify to study at the university are
entitled to a 100% fee remission, but those who cannot qualify to study at the university do
not have the same privilege if their chosen study programmes at other universities are also

offered at the institution.

Time and stress management training (F8) is another intervention strategy that, to some
considerable extent, was indicated to be required or needed to be communicated better. Other
intervention strategies that were indicated to be not available but needed include breast-
feeding time (F11: 41.8%) and better child facilities on-site (F9: 41.6%). The university has
pre-school facilities for both staff and students on the Pietermaritzburg campus but other
child facilities such as sports could also be included.

4.2.6.2. Interventions available and used

The university does have some work-life balance interventions strategies in place that are
used by academic staff. These intervention strategies are presented in Figure 4.5 below where
they are ranked in order of most used. The most used intervention strategy is that of paid
maternity or paternity leave (F13) with 64.6% of the respondents indicating that they have

used this facility or they are aware of other academic staff who have used it.
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Other intervention strategies that are known by academic staff to be available and used are

sabbatical leave (F14: 61.5%), bereavement leave (F12: 48.5%), and wellness programmes

(F15: 45.1%).

Table 4.14. Summary of Interventions in order to achieve WLB.

Interventions in order to achieve

work-life balance

Frequency Distribution

Not available Not available but Available and Available but

but needed NOT needed used not used
F1. Job sharing eg. Two or more Freq 31 42 31 1
people share one job. % 29.5% 40.0% 29.5% 1.0%
F2. Part time eg. Where an individual |Freq 26 47 20 13
works less than a full time equivalent. | 9 24.5% 44.3% 18.9% 12.3%
Fre 1 4
F3. Compressed week. o g 30 6 9
% 28.8% 58.7% 8.7% 3.8%
Fre 2 24 47
F4. Flexi-time. o q 3 0
% 31.1% 23.3% 45.6% 0.0%
Fre 21 2
F5. Tele- working. o q S0 3 8
% 20.6% 49.0% 22.5% 7.8%
Fre 31 15 25 34
F6. Counselling of employees. 0 g
% 29.5% 14.3% 23.8% 32.4%
F7. Employment Assistance Freq 37 18 24 20
Programmes (EAP). % 37.4% 18.2% 24.2% 20.2%
F8. Time and stress management Freq 44 17 19 22
training. % 43.1% 16.7% 18.6% 21.6%
Fre 42 25 13 21
F9. Child facilities on-site. o q
% 41.6% 24.8% 12.9% 20.8%
F10. Financial assistance for children |Freq 53 31 6 7
off-site. % 54.6% 32.0% 6.2% 7.2%
Fre 38 29 11 13
F11. Breast-feeding time. 0 g
% 41.8% 31.9% 12.1% 14.3%
Fre 22 10 48 19
F12. Bereavement leave. o g
% 22.2% 10.1% 48.5% 19.2%
Fre 6 11 62 17
F13. Paid maternity or paternity leave.| g
% 6.3% 11.5% 64.6% 17.7%
Freq 5 7 64 28
F14. Sabbatical leave.
% 4.8% 6.7% 61.5% 26.9%
Fre 20 7 46 29
F15. Wellness programmes. 0 g
% 19.6% 6.9% 45.1% 28.4%
Chronbach’s Alpha 0.814
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Figure 4.4. Ranked interventions that are not available but needed.
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These results from Figure 4.4. above and figure 4.5 below are an indication, with no doubt,
that employees’ awareness with regards to WLB policies and practices at UKZN, at the
Pietermaritzburg campus in particular, is low. Some academics seem not to be sure of which
policies were available and which ones were not available at UKZN. For example, a small
percentage of participants showed that sabbatical leave (4.8%) and paid maternity or
paternity leave (6.3%) were not available yet they were at the top of the list of interventions

available and used. Possible explanation could be lack of communication of these policies to
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employees and the fact that those facilities that were actually available may be difficult to

aCcCess.
Figure 4.5. Ranked interventions that are available and used.
Interventions available and Used
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These results seem to indicate the importance of policy communication to employees so that

they are able to use such policies to attain balance in their work and personal experiences.
Policy communication is critical to both parties as they will realise the mutual benefits.
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4.2.7. Responses to open-ended questions of the quantitative questionnaire

The open-ended questionnaire consisted of two questions. These open-ended questions were
for the purpose of probing participants’ experiences of WLB and gave them a chance to say
out their concerns with regards to WLB at University of KwaZulu-Natal. The questions read:

e “What do you think the university could do to improve your WLB?” and

e “Any other comments about WLB?”

A total of 17 themes emerged from the open-ended questions. The individual responses
provided by each participant were analysed and it was clear which aspects of their work had
an impact on their ability to achieve a work-life balance. After carefully analysing the
responses several themes were developed as participants kept repeating certain aspects.
Compiling participant’s responses in a tabular format (Table 4.15) allowed the researcher to
scrutinise the participants’ perception of WLB at the University of KwaZulu-Natal
Pietermaritzburg campus. Below are the themes that emerged from 82 participants who

responded to the open-ended question:

Table 4.15 Themes emerging from open-ended questions

Themes emerging Frequency
1 | Review pressure on research productivity and increased workload 34
2 | Employer should consider employee welfare when setting performance 18
management
3 | Need for family and work supportive policies 18
4 | Grant sabbatical leave when due 11
5 Promote social events that encourage inter-disciplinary interaction 6
6 | Better pay and be considerate to employee 6
7 | Address chronic understaffing in different disciplines 5
8 | Consider providing facilities to work from home and reward publications 4
9 | Employer should respond to staff queries in time 3
10 | Better teaching facilities 3
11 | Involve employee in decision making 3
12 | Part-time employees/contract workers to be given workload and 3
remuneration that is fair
13 | Desist from initiating after hours/weekend programmes that interfere 3
with personal life
14 | Review academic administrative work 3
15 | Improved wellness programmes and facilities 2
16 | Enrol a calibre of students who do not need extreme academic support 2
17 | Avoid rioting on campuses which results in lengthened semesters 1
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Table 4.15 above lists the themes that came out of the responses to the open ended questions.
It appears most participants were not happy with their current workload as well as pressure
being put on them to publish (34 respondents indicated this). This led to the development of a
theme ‘Review pressure on research productivity and increased workload” which was
mentioned 34 times. Here are some of the direct quotes that typify mutual opinions and

views of some academics:

"The current demands are so onerous that either you give up or you become a workaholic
with no private life and work 16 hours a day”.

“Supervision hours need to be cut down including the number of students per lecturer”.
“The expectations are unrealistic for staff who are working and studying at the same
time”.

“The work pressure and rating standard of the university is too much. Most employees
feel very overwhelmed, are often stressed and just come to work not because they enjoy it

but have to”.

Another theme that seemed to feature frequently was, ‘Employer should consider employee
welfare when setting performance management’ which was mentioned 18 times. Here
participants expressed their dissatisfaction with how performance management was currently
conducted and was a source of anxiety affecting their work as well as personal life. Below are

some quotes that typify the mutual views:

“Having flexible performance management system that is not punitive in nature”.
“Academics are often more committed to the well-being of the university (UKZN) than
UKZN is to the well-being of academics”.

“There is need for tailored performance management structures”.

“The current ‘one size fits all’ performance management is insulting to many academics
in my school being highly stressed and over-worked to the detriment of their physical and

mental health and their relationships outside of work”.

‘The need for family and work supportive policies’ was another theme that was developed
and it was mentioned 18 times. It seemed that participants desired the university to put in
place policies that helped them achieve a balance in both the family and work domains. This

is indicated by the following quotations:

“The university need to develop policies and programmes that develop and nature the

development of their employees currently the working environment is not conducive to
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work productivity. HR should take on active role in looking after their employees.
Currently it seems as though the university is more concerned about work productivity at
the expense of their employees. The university does not care about the wellbeing of their
employees”.

“The university can reduce the teaching that will give the mums an opportunity to get
more publications... because if a woman works after hours, it is at the expenses of
neglecting her family/responsibilities .

“...the centralisation and re-organisation of UKZN in 2012 has not created an
organisation which supports academic work”.

“Have a family day at the University”

The granting of sabbatical leave when due was a major issue that was raised by many
participants. This was developed into a theme ‘Grant sabbatical leave when due’ which had a
frequency of 11. It is now a university requirement for academic staff to be in possession of
a PhD at UKZN or be working towards attaining one. For this reason, academics yet to
acquire a PhD qualification find themselves under pressure from both teaching and studying
at the same time. It appears, as indicated from the responses listed below, that the non-

granting of sabbatical leave is a major source of imbalance from work and personal life:

“Sabbatical leave is available in theory but there is no one to do my job should I take
sabbatical leave. | have not been able to take sabbatical leave since being employed in
the early 2000s ™

“More staff to assist while on leave or away so you won'’t be forced to engage with work

while away”

“I think the university should allow staff members that are currently studying to have a

study period, so that they can focus on their thesis since it is a requirement by university

for all staff members to study and work at the same time”

“I have applied for sabbatical leave t0 write my PhD thesis; | hope it can be granted ”
Another theme that was mentioned frequently was that of the need for employees to mix with
colleagues throughout the University on a social capacity for them to mingle, share ideas and
distress. The theme developed was ‘Promote social events that encourage inter-disciplinary

interaction’. This was mentioned six times and summarised into the following direct quotes:
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“More frequent events to promote interaction between interdisciplinary and inter-campus
staff members”
“Increase the social interaction space. Currently, there are offices and tea-spaces, but
this is insufficient. There is need for additional recreational spaces such as bar/cafeteria
/games place”.
“Facilities for distressing are available, written in documents but visibility is poor.

University to organise day/time off work to play and distress .

The next theme with higher frequencies was the issue of chronic understaffing within certain
disciplines in the University. The theme was developed as, ‘Address chronic understaffing in
different disciplines’ and this was mentioned five times. This appeared to be a major concern
raised which had the potential to disrupt participants’ WLB. Understaffing implies extra
workload to the current academic staff and it means they will not be able to be as flexible as
they would want to be since they will be covering for the gaps not filled. The following are

some of their comments representing common concerns:

“There is need for additional academic staff in my discipline to cope with the postgrad
supervision load often posts are released based only on undergrad numbers”

“There is need to recruit more administration staff so time is not spend doing admin
work, forcing one to complete academic activities”

“The main issue is that in my discipline we are systemically and chronically understaffed;

Things like sabbatical leave while available are often not granted due to staff shortage .

Another theme that was frequently mentioned was the tendency of the university to introduce
or schedule programmes or training during weekends or after hours. This caused employees
to spend more time away from their families resulting in work-life conflict. One participant

said,

“My major problem is the need to teach on Saturdays due to part-time education

students. This has a huge impact on my WLB”.

Late or non-response to employee complaints by the HR department was another issue that
seemed to be an evident source of frustration by participants. It led to the development of a
theme ‘employer should respond to staff queries in time’ and had a frequency of three. The
HR department’s failure or late response to queries may be interpreted as lack of care by the
organisation which can impact worker’s decision to leave as indicated by participants’

comments who said,
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“There is some incompetence in the HR office, it is impossible to have queries answered”
and

“Staff leave because their requests are simply ignored”.

Other themes that featured prominently were ‘Consider providing facilities to work from
home and reward publications’ this featured four times; ‘better teaching facilities’ was
mentioned three times; ‘involve employee in decision making’ was also mentioned three
times; ‘review academic administrative work’ was mentioned three times. ‘improved
wellness programmes and facilities’ was another theme that emerged and was mentioned two
times; enrol a calibre of students who do not need extreme academic support’ had a

frequency of two; and avoid rioting on campuses which results in lengthened semesters.

4.3. Qualitative analysis

In this section, findings from the in-depth interviews conducted on five randomly selected
senior academic staff at the UKZN, Pietermaritzburg Campus are presented. These findings

are presented from the responses to the interview guide which is attached as Appendix B.

4.3.1. Demographics

A total of five lecturers participated in the in-depth interviews and these were four females
and one male. All participants were married and had children implying that they had family
responsibilities. Of the five participants, two were White and the other three were Black.
Among the five participants one was a Full Professor and another one was an Associate
Professor and both were academic leaders. Regarding qualifications, four of the participants
had PhDs and one held a Master’s degree. Below is a table showing details of all five
interviewees.

Table 4.16. Participants’ description

Number of
IR Race Gender years AETIEL Qualifications Designation
number employed at  status

UKZN

Q) White  Female 13 Married PhD Associate professor
2 African Female 11 Married PhD Lecturer
3 African Male 6 Married PhD Full professor
4) African Female 3 Married Masters Lecturer
(5) White  Female 3 Married PhD Lecturer
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4.3.2. Objective 1: identifying academic staff’s perception of the university support
and encouragement of the use of WLB programmes

In order to understand the academic staff’s perceptions towards the support they get from the

university, participants were asked to describe what they perceived and understood to be the

meaning of WLB. All five participants interviewed described their idea of WLB as engaging

in their daily paid work as well as having enough time to attend to other activities outside

work. Participants number one and two’s responses were,

“How fo mind work and other experiences out of work” and “to be able to have life

outside work” respectively.
Theme One: University support

This theme provided some insights into WLB practices offered by the University to support
its employees by way of organisational culture, manager and supervisor support in order to
achieve a balance. The results from the interviews reveals that in terms of organisational
culture, there was a general consensus that the management was not supportive enough to its
employees, for instance, the issue of responding late or failing to respond at all to employee’s
queries. This, as mentioned earlier on in the open-ended question in section 4.2.10 above,
causes employees to be frustrated and may decrease their loyalty to the organisation.

Participant number one commended that,

“If you want something and ask them invariably they don’t give you an answer and

they do not respond to your emails and it’s very frustrating”.
Participant number four was of the same opinion as she said,

“People at the top are not accessible and they are the decision makers for your life,

there must be a sense that this university values their staff”.

However, participant number two and five differed as they believed that managerial support
depended on line managers. For example, participant number two was happy with the support

she gets from her line manager while participant number five indicated that her line manager;

“...was not the strict type he allows me to be flexible like I can pop out and go to the

doctor with my sick child which is nice”.
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One participant expressed dissatisfaction at lack of support for women academics. She said
there was a tendency by the organisation to assume that man and women work at the same

level.

“The organisation should have some support for women academics for example

bringing someone to look after the children while you are doing your research”.

In terms of providing for social life, the analysis reveals that the university was not doing
enough to provide social support for academics to interact with colleagues. Similarly, upon
being asked whether participants had worked for another university before coming to UKZN,
participant number three said he had worked in two different universities and mentioned that
UKZN compared poorly with the previous ones in terms of work environment and social

support to the employees. Participant number two also complained that,

“We used to have tea time everyone knew its 10:30 — time for tea and you meet with

other colleagues”.

Common places for academics are necessary as they give them a chance to support each other
on matters of work, particularly research matters, and personal life.

Sub theme: work demands/work overload

The research findings indicated that academics are faced with massive work overload
especially at the end of the semester when they mark examination scripts and get the semester
marks ready. Most of them indicated that working after hours and weekends during these
peak periods was inevitable.

“That can be challenging during those times of high pressure during the year, you cannot

Jjuggle it” (participant number five).

“We mark manuscripts at home and on weekends which create conflicts with the family

(participant number three).

Participant number one and three were both academic leaders which meant that they had
extra workload than ordinary lecturers. As academic leaders, they are expected to publish at
least two articles per year. Besides that, they also supervise PhD and Masters students, they
teach, do administrative work as well as normal teaching. This is what they had to say

regarding their workload,
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“My day is all about sorting out problems and as a result I get to do very little work, so |
go home and start work at home, I can’t really get anything done at work”, (participant

number one)

“It’s not possible for an academic leader to work an eight-hour day, there is no time”

(participant three).

It appeared from the results, that understaffing contributed to work overload in some
academics. The criteria that is used to select academic staff was seen as restrictive and as a
result the university is unable to get the right people in time to fill the vacancies in some
departments causing current academics to carry extra load because of staff shortages.

«Institutionally we found it difficult to appoint someone to the post because of various HR

requirements”’ (participant number five).

"Our criteria is too high like for lecturers’ level you have to be an African South African

and you must have three years’ experience” (participant number one).

The majority of the participants expressed concern with the amount of administrative work
that they have to do. This increased their work pressure at the same time taking time away
from their families, even time they are supposed to be doing academic work. This is evident

in the following comments:

“Recently introduced paper work that is, the filling in of forms online seems to be taking

too much time, and I find it a bit annoying to fill .

(participant number two with participant’s number one and four sharing the same

sentiments).

4.3.3. Objective 2: To ascertain the effect of WLB programmes on the decision to stay
by academics from the University of KwaZulu-Natal

In order to determine academics intention to leave the university, academics were asked two
questions, that is, if they have considered leaving UKZN for another university, and if they

had ever considered leaving academia for another profession at all.
Theme two: Work satisfaction

This theme looks at what drives academic staff to stay with the organisation in relation to

WLB programmes. Responses on whether participants had considered leaving UKZN for
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another university showed that three out of the five participants were always thinking of

joining other universities.

“Yes, given the opportunity it is always nice to see what is offered elsewhere”

(participant number two).

It appears that, what seems to be keeping academics from leaving was their love to teach, for

example, participant number four said,

“It is the students, | feel much needed by students not by the institution, the institution

can go a long way to treat us better”.

Of particular interest was the responses given when participants were asked if they had
considered leaving academia for another profession. Most participants except one did not
wish for a profession change, which seem to suggest that academics were committed to their
work regardless of frustrations and work pressure. Participants’ number one, four and five
indicated that they enjoy teaching, especially seeing struggling students improving and

excelling.

«_..I am so proud of them when they send acknowledgements, I think that is what | love

about the job”. (participant number one).

While the push for publications had an impact on academics WLB, participants commented

that there were positive aspects about it, such as

“bringing the best in staff resulting in quality” (participant number four) and “this
university is about publication and more publication but you can bring it back to

teaching”. (participant number one).

“Academia gives you the opportunities to be among a group of thinkers were ideas are

brewed”. (participant number four).

The above results can be taken to imply that if academics find some positive aspects offered
by the organisation, then they are prepared to offer their services regardless of the workload

and other work frustrations.
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4.3.4. Objective 3: To ascertain the impact of perceived WLB support and academics

commitment to the organisation

Theme three: WLB satisfaction

In order to determine participants’ perceptions on WLB support, and their commitment to the
organisation, the participants were asked about what they value about UKZN. Their
responses revealed that the participants were happy with some WLB policies, for instance,

participant number five said,

“We have one of the best maternity leave. UKZN gives you 90 working days at full pay

which can translate to over four working months”.

Similarly participant number two expressed satisfaction with support she gets from
management. Participant number three was happy with the level of control he posses with
regards to the execution of his duties and participant number four said that:

“Their training is fantastic”.
Sub-theme: flexibility

The ability to be flexible was one of the positive aspect that was appreciated by academics
about their job. Another theme that came out was that despite other issues that entail

academia, there is greater flexibility allows them to attend to other nonwork issues

“...attend to other things as long as it is outside your lecture time, | am able to come out
of office and do those things”. (participant number two).

There is also flexibility in terms of how academics structure their work. For example,

“...what you do is influenced by yourself for instance you determine the number of

postgraduate students you want to supervise” (participant number three).

All five participants were happy with their ability to be flexible as it allowed them to achieve

some sort of work-life balance as indicated by participant number one who said;

“Academia is nice because | do not stay here until 5pm. I usually go home around 2pm,
from 2pm | relax a bit then start my work, so flexibility helps me because there are other

things that I can do”.
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4.3.5. Objective 4: To explore ways in which academics can be assisted in achieving a

balance between work and their personal lives

Theme four: WLB programmes

This theme is concerned with ideas and suggestions that were put across by participants that
will enable them to achieve a better work-life balance. There was a general consensus among
participants that academics have to decide on how they can best achieve their own balance as

participant number five commented,
“WLB is something which each person has to figure out what works out for them ”.

However, other participants felt that there was a lot that the university could do to ensure that
academic staff could attain a work-life balance. There was need for the university to exercise

equity across the board.
“We are all lecturers but we don’t get the same conditions” (participant number four).

In addition, participants on