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ABSTRACT

The aim of the study was to investigate flexitime as a potential moderator to reduce the administrative employee
stress, and to reduce the negative aspects associated with stress through the use of flexitime programmes. This

exploratory study was conducted in a tertiary environment.

The literature review explores the core areas of the main and sub-variables. A literature review was conducted
relating to the key variables of the study, that is, flexitime and stress. In terms of flexitime, emphasis was placed
on the benefits of flexitime, flexible work practice and the drawbacks of flexitime. In terms of stress, emphasis

was placed on stress reduction, work/life balance and employee commitment.

This study was conducted with a sample of 97 s ubjects from a tertiary environment. T he data was collected
using questionnaires, and reliability was also determined. Various statistical te chniques were used to test the
hypotheses. Data was analysed using both descriptive and inferential statistics and the results were presented

using tabular and graphical representations.

Furthermore, comparisons were made with studies of other researchers who have embarked on this area of the
study or studies close to this research topic. The study shows correlations and s ignificant a ssociations w ith
employee stress and flexitime. The findings also indicate that stress can be reduced through the moderator, that

is, flexitime.
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Chapter 1

Introduction to the study

1.1 Introduction

The emerging changes in technology, the competitive work environment, work overload and fear of job losses
are factors t hat cont ribute t o s tressful w ork e nvironments. F urthermore, g lobalisation i s ¢ hanging t he w ay
organisations are operating. In today’s competitive business environment, employees need to work optimally in
order to increase productivity and growth. Companies need to achieve better economic efficiency, and to adapt
to changing market conditions. The changing d emographics o fthe work force emphasise the importance o f
workplace flexibility. However, at a macro-economic stage flexibility in the workforce has been mentioned in
the Growth, Employment and R econstruction (GEAR) policy as one of the aspects that can contribute in the
improvement of t he p resent 1 abour-market s ituationi n South A frica ( Appia-Mfodwo, 199 8). H ence,
organisations are looking for ways to be more flexible in order to respond efficiently regarding products and

services.

Flexibility in organisations may contribute to survival as both people and organisations are in rising strain to do
more with less and need to respond rapidly to external stress and ongoing changes (Odendaal & Roodt, 2002).
In all sectors, the work environment and high work demands result in work-related stress levels and reduced
interest in the workforce. T he International Labour O rganization, ILO (2005) s tates t hat w ork-related stress
affects all nations, all professions and all categories of employees. Of importance, several studies confirm the
detrimental effects of stress on our health. The American Institute of Stress (AIS,2001), for example, found that
about 90% of all health problems are related to stress. Changes in the nature of employment towards flexibility
are an effort to address the changing organisational and environmental needs. In this regard, the need of flexible
work pr actices, s uch a s f lexitime, j ob sharing, c ompressed workweek, t elecommuting/telework, a nd w ork
sharing is to make organisations less rigid, and to have policies in place to allow managers and employees to be
more productive (Odendaal & Roodt, 2002). This improves employee morale, commitment and motivation. A
study of this nature must take cognizance of co-worker support. Flexitime is evaluated as a work-life balance

practice based on employee stress.

This study considers the view of many authors and explores every facet of the benefits of flexitime. Emphasis is

placed on flexitime as a moderating factor for stress in a work situation. Furthermore, when a balance is not
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achieved, employees in an organisation may stress with, for example, work and family conflict. The aim is to

ameliorate stress. Stress can be a positive factor in a work situation.

With modifications in the S outh A frican w orkplace, there is no doubt that s tress is a reality among many
employees in tertiary institutions. This is an exploratory study on staff perceptions to introduce flexitime in a
tertiary e nvironment. The r elationship between f lexitime and employee s tress 1 s ex amined. The t arget

population will be the administrative employees in this organisation.

1.2 Problem Statement

What is the nature of the relationship, if any, between flexitime and employee stress in an organisation. Also,

the band within which all hours must be worked is one of the major reasons that contribute to employee stress.

1.3. Motivation for the study

The topic of this research project was motivated because incomplete e xperiential proof is available in South
Africa concerning the introduction of flexitime in tertiary institutions. Studies have been conducted in America,
Europe and Asia (OECD, 1999). There is no e vidence of a study of this nature in South Africa. Information
deduced from employee pe rceptions w ill pr ovide greater ¢ larity t o t he human r esource pe rsonnel and t he
organisation as a whole regarding the possibility of introducing flexitime to reduce employee stress in a tertiary

institution.
1.4. Objectives of the study

The specific objectives of this study are:

e To determine w hether flexitime as at ool can reduce the stress of administrative e mployees in a tertiary
institution.

e To determine the influence of biographical variables (age, gender, marital status, educational qualification,
job category and number of years in company) on flexitime.

e To determine the influence of biographical variables (age, gender, marital status, educational qualification,

job category and number of years in company) on stress.
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e To determine t he e xtent t o w hich t he s ub-dimensions of flexitime ( benefits of flexitime, work flexible
practices and drawback of flexitime) and the sub-dimensions of employees stress (stress reduction, work/life

balance and employees commitment) influence the key dimensions.

1.5 Hypotheses

e Hypothesis 1
There exists significant intercorrelations amongst the sub-dimensions of flexitime (benefits of flexitime, flexible
work practices and dr awbacks o f f lexitime) and the sub-dimensions o fe mployee s tress ( stress r eduction,

work/life balance and employee commitment), respectively.

e Hypothesis 2
There is a s ignificant di fference in the 1evel of em ployee perceptions on f lexitime varying in biographical

profiles (age, gender, marital status, job category, academic qualification and year in company), respectively.

e Hypothesis 3

There is a significant difference in the level of employee perceptions on employee stress varying in biographical
profile ( age, ge nder, marital s tatus, a cademic qua lification, j ob ¢ ategory and yearsi n the com pany),
respectively.

e Hypothesis 4

The s ub-dimensions of flexitime ( benefits of flexitime, flexible work practices and drawbacks) significantly

account for the variance in determining the perceptions of flexitime.

e Hypothesis 5
The s ub-dimensions of e mployee s tress (stress r eduction, work/life balance a nd e mployee commitment)

significantly account for the variance in determining perceptions of employee stress.

17



1.6 Limitations of the Study

This study was conducted only at two campuses because of accessibility to other campuses. A sample size of 97
was used. Some employees in this organisation did not complete the questionnaire, as they were too busy to
participate. There w ere time restraints for this study. This study was limited to one o rganisation. D ifferent

results could have emerged when a comparison is made to another tertiary institution.

1.7 Structure of the Study

Chapter 1

This chapter outlines the overview of the study, the motivation for the study, the objectives, the hypotheses and

limitations of the study.

Chapter 2

This ¢ hapter out lines t he | iterature r eview on f lexitime. T he ¢ hapter f ocuses on de finitions a nd hi story o f

flexitime, the benefits of flexitime, flexible work practice and drawbacks of flexitime.
Chapter 3

This chapter entails a literature review on stress at the workplace. It focuses mainly on the definition of stress,

stress reduction, work/life balance and employees commitment.

Chapter 4

This chapter entails the research m ethodology used in this study. The researcher s pecifies the methodology
followed w hen c onducting the e mpirical s tudy to investigate the nature of the relationship, i f any, b etween
flexitime a nd employee s tress. It out lines the sampling te chnique, data c ollection methods a nd research

instruments and data analysis techniques.
Chapter 5

In this chapter, the presentations of results are displayed through descriptive and inferential statistics.
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Chapter 6

This chapter presents a discussion based on the data deduced from descriptive and inferential statistics. These

results are compared and contrasted to results of previous research.
Chapter 7

This chapter provides the recommendations and conclusions of the study.

1.8 Conclusion

This chapter highlights the areas of the study, including the motivation, hypotheses and limitations of the study.

An outline of the chapters is provided. The focus of the next chapter is flexitime.
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Chapter 2

Flexitime

2.1 Introduction

In this chapter, the literature of various authors will provide information concerning flexitime. This describes
the be nefits of f lexitime, flexible w ork practices, as w ell as ba rriers and challenges t hat em ployees and
managers e ncounter in the impl ementation of flexible w ork practices in terms of training, communication,
management and ¢ areer ¢ onsequences. A sitisane xploratory s tudy,i ti s i mportantt o di scuss the
implementation of flexitime and measures taken to ensure its success. One of the m ost i mportant ai ms of
introducing flexible working is to hand over control to employees. They need to determine when and how they
will achieve their work objectives. This trust is enormously empowering and, when handled correctly, allows
employees to balance their work and personal lives. The successful imp lementation of flexitime will permit
staff to be more confident and productive with their work. Their success will positively affect the organisation

in terms of its stability and value.

2.2 Definition of flexitime

According to Mondy and Noe (2005) flexitime is the practice whereby employees are permitted to select their
own w orking hours, provided that they work within s pecific limitations determined by their e mployers. For
many old economy managers who are of the opinion that they must see their employees every minute of the
working day in order to ensure that they are working, this may be a difficult practice to adopt. However, 55
percent of the firms responding to the 2003 S trategic Human R esource M anagement (SHRM) benefits survey
indicated that they made use of flexitime (Mondy & Noe, 2005). A ccording to the recent Harvard study in
which employees were asked to list the most important component of their jobs, the most important listed was

having a work schedule that permitted them to spend more time with their families.

Flexitime is a changeable work plan, and is different from customary work agreements. With flexitime, there is
normally a specific time that employees are expected or should be at work, for example between 11am and
3pm. The other period of the workday is flexible time, within which employees may decide when they can start

and finish their work (Internet 1).
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Thus, flexitime is a human resource de partment s trategy w hich allows employees to determine the time that
they will work. This will help employees to deal with their stress and be more focused and conscious of their
work; this will result in more productivity and creativity within the organisation. Furthermore, with flexitime,

employees and organisations will both be able to attain their goals.
2.3 Flexitime

2.3.1 History and background of flexitime

Flexitime has rapidly become identified as a valuable strategic instrument in human resource management. It
reduces employee stress within organisations and increases productivity levels, whilst at the same time keeping

employees committed to the organisation.

Flexitime has its origins in Germany within the Aerospace Company, Messerschmitt-Bolkow-Blolm, and is one
of the first t ypical impl ementations of e mployee led flexibility (Ridgley, Scott, Hunt & H arp, 2005). T his
system was perceived as applicable in 1967, by 3000 White Collar workers in administration, as well as those in
charge of Research and Development at the company’s he adquarters near Munich. The aim was to alleviate
long queues for clocking on and off, and to decrease the resultant traffic caused by everyone being required to

start and finish work at the same time.

In 1973, t he idea of flexitime was adopted by the 1 abour force in G ermany, and c ompanies a cross E urope
(Ridgley et al., 2005). In Germany, where there was a shortage of labour, women were allowed to re-enter the

workforce and take care of their families.

According to Ridgley et al. (2005) a pilot study conducted at a French company indicated that employees of a
particular d epartment d emonstrated increased pride in their de partment because of flexitime pr actices; the y
became more relaxed and co-operative, and their absenteeism was significantly reduced. Employees in other
departments pr otested at t he 1 ack of flexitime in t heir de partments a nd pr oposed t hat t he s ame s ystem be

introduced for them.

Today, flexitime is still utilised to assist employees to reduce stress across Europe, Asia and America (Ridgley

et al., 2005). It is unfortunately not widely used in Africa particularly in higher education (universities).

Flexible w orking hour s ¢ an ha ve a pos itive 1 mpact on 1 mproving t he general p rogress w ithin t he w ork
environment f or t asks p erformed. It c an i mprove hum an r elations a nd e nhance s taff e njoyment of w ork.

Flexitime has been identified as durable, with clear advantages when well managed. A survey conducted, in
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which employees were asked to appraise the option of varying their working hours on a daily basis, revealed
that most employees indicated that they would be in favour of working flexitime. In companies where flexitime

had already been introduced, most staff indicated that it is a practice that they would be most reluctant to lose.

2.3.2 Flexitime schedule

In a flexible work plan, employees perform the same amount of work for the same number of hours that they
would, i f w orking a ccording t o a nor mal s chedule. F or e xample, a n ormal s chedule c ould comprise of a
workday from 8am to 4pm, but an employee could work from 6am until 2pm instead (Mondy & Noe, 2005).
Core time is that part of the day when all employees are required to be present at the workplace. Flexible time is
the period around the core time period, in which employees may vary their schedules. Typically, an employee
can vary his or her start time between 6am and 9am and will then finish work at the time corresponding to the

number of hours that they are required to work per day. Figure 2.1 illustrates flexitime in a work environment.

Figure 2.1 illustration of flexitime

Flexible time Core time Flexible time | Core time Flexible time
(lunch)
6am 9am Noon 3pm 6pm

Source: Mondy & Noe (2005), Human Resource Management. 9" edition, USA: Prentice Hall, p. 341.

Mondy & Noe (2005) explain that in today’s society, time is highly valued; a flexible work schedule provides
employers w ith a framework i n w hich t o r ecruit ne w e mployees a nd r etain hi ghly s killed a nd qua lified
employees. The authors indicate that a study conducted by HR consultants Watson Wyatt Worldwide; flexible

work arrangements actually increase productivity. The reason for this includes the following:

e Short term absences are decreased as employees have better control over their schedules.

e Tardiness is reduced because the workday starts when the employees get to work.

e Staggered hours result in reduced numbers of morning coffee breaks.

e Employees are more productive during their most active hours at sunrise and sunset.

e Employees focus more on the job at hand, instead of merely passing time at the office.

e Businesses can provide customers with a more comprehensive service, by having employees available to

assist them for an extended period of time during the day.
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Supervisors tend to communicate more effectively and concisely with employees as they only have direct

access to their employees for a limited period during the day.

2.4 Benefits of flexitime

According to Ridgley et al. (2005), flexible w ork s chedules ha ve be en i ncreasingly accepted g lobally and

provide potential benefits for both employers and employees. These are cited below:

Potential benefits for employers:

The use of flexitime is extremely important and it is easy to reach agreement on it.

The core hours of flexitime provide a time period in which all employees will be in the office.

The ability or opportunity to set their own start and end times for their working day improves employees’
morale and productivity, as employees are able to attain a greater fit between their workplace and personal
commitments.

Absenteeism i s r educed as em ployees ¢ an arrange t heir w orking hour s t o accommodate t heir pe rsonal
commitments such as travel times, childcare facilities, doctor’s a ppointments and can utilise flexi le ave
when required.

The issue of poor punctuality is mitigated because there is a core time, which forms part of the flexitime
schedule, when an employee must be at work.

The increased employees morale and productivity frequently results in an improved service to the customer,
as well as an improvement in the atmosphere at work which is of much importance for employers.

There a re cos t be nefits, as t he ex tra cos t of ch ecking and managing s taff t ime i s u sually found t o be
minimal.

It is adv antageous w hen t here are t eam m embers w ho prefer to start w ork earlier in the day and team
members who prefer to start and finish later in the day, as this allows them to extend the office coverage.
Communication and teamwork may improve as employees discuss their work and any associated problems
more frequently and in a more focused manner during periods of increased office coverage.

The flexible time periods before and after the core hours of business are calmer, as some companies have
found t hat t elephone calls are m ore concentrated during the core hours. T his e nables s taff t o be m ore
productive during the flexible times.

Employees may be more inclined to work overtime over busier time periods, with the knowledge that they
will be able to take the time off once the busy period has passed. This would save on costs for employers as
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it would alleviate the need to employ casual staff over these busier time periods. This could also support
better work planning and the attainment of targets, as employers could make better use of the quieter time
periods and reduce periods of staff inactivity.

Employees are more likely to remain as full-time staff, rather than requesting to work only part-time.

The introduction of flexible work time indicates to staff that the organisation recognises and supports their
employees’ need to balance their private and work lives and in turn helps employees to feel valued.

The practice of flexitime can assist with both the recruitment and retention of staff because this is a popular

system with staff, and therefore gives the company a competitive advantage.

Potential Benefits for Employees:

Flexitime is trusted by employees because it has given them some control over their working conditions.
Working hours can be altered to suit their personal needs, as they are able to start earlier or later in the day.
Working hours can be set around commuting times. This will address problems associated with commuting
during peak travel times, allow for the use of public transport, and alleviate late-coming.

Employees can work overtime, knowing that they will be able to claim the time worked as flexi leave.

By ut ilising f'lexi le ave, e mployees are a ble to a ccumulate a limite d overtime, which can be used for
appointments during working hours, without the loss of normal leave or working hours. Working times can
be arranged around personal responsibilities and a partner’s working hours.

With flexitime, employees can schedule their medical consultations and other appointments more easily if
they can be arranged around work.

Employees are less stressed when dealing with emergencies because they are able to work back any time
taken off to deal with these situations.

Flexitime allows e mployees to work a full day, rather than working as part-time em ployees be cause the
working hours are reasonable for them.

Employees’ stress levels are usually reduced, and their morale is usually increased as they enjoy their work

more, and feel more valued. They are therefore likely to be more supportive of their organisations.

2.4.1 Advantages of flexitime

Drew & Murtagh (2005) have identified various advantages of using flexitime. These advantages should assist

employees and organisations to achieve their goals through flexitime schemes which include:
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e Family-friendly

This work flexibility system helps employees to maintain a stable work and family life.

e Staff attraction and retention

Flexible work options will be helpful to attract and retain qualified, skilled staff who would not like to join or to
leave their or ganisation. T he resultant e ffect would be decreased e mployee turnover and s ecure pe rsonnel.
Additionally, m anagers a re s pared considerable e fforti nt erms of w ork i nvestment, t raining a nd ¢ areer

development.

e Workplace integration

Flexible work practices may be effectively used by employees during retirement. It is also an effective method
of r eintroducing em ployees i nto the w orkplace after aleave of abs ence, for ex ample, maternity | eave or
extended sick leave (depending on the employee’s condition). Flexibility may also accommodate the ability to

use employees on a project-based or seasonal basis.

e Extra skill sets
Job-sharing m ay of fer employees oppo rtunities in the workplace to gain skills and e xperience. It can assist
employees to be more motivated and productive, particularly in connection with ordinary or regimental work

tasks.

e Benefits for homemaker’s careers
This flexible work option is particularly used to attract women. Literature indicates that women predominantly

carry the burden of duty such as child care and protection, as well as family and household care.

¢ Environmentally friendly
Flexible work practices mitigate negative impacts on environmental conditions as they result in fewer cars on

the road as well as fewer traffic jams and accidents in parking lots.

e Increased morale
There 1 s 1 ittle pr oductivity di fference be tween t hose w ho w ork usual hours a nd t hose w orking f lexibly.

However, the equivalent intensity of pleasure in terms of confidence, promise, consistency and productivity are
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dissimilar. M ost of the cases are the same for those w orking s tandard time and those u sing flexible w ork

practices.

2.5 Flexible work practices

In order to attain and retain a competitive advantage in business, it is important to have high expectations of
employees. W ork flexibility may contribute to this by allowing employees to control their work and family
responsibilities. Through the e mployment o f flexible work practices, employees who have responsibilities to
their families may improve levels of productivity and decrease investments. This is beneficial for managers and

to coordinate employee tasks.

Furthermore, contemporary issues should be dealt with in a flexibility session, which will allow managers and
workers to discuss necessary changes needed to attain their personal needs and simultaneously resolve specific

problems in the workplace (Internet 2).

2.5.1 Examples of flexible work practice in the workplace

Employees, who choose when they can start and finish their work, and hence save considerable time, should
easily fulfill responsibilities, such as caring for their children or p arents. Studies show that within a flexible
workplace workers are likely to stay with their organisation, and hence be productive. A compressed working
week accommodates employees, allowing them to work more hours than usual per day and fewer days per week

(Internet 2).
e Job-sharing

With job-sharing, t wo or m ore e mployees di vide one full-time job. It is a us eful m ethod of e nticing a nd
retaining employees who have been employed by the organisation for many years. It is particularly those with

caring duties and who are incapable of performing full-time.

Job-sharing may result in individual employees learning a wide range of knowledge and skills thereby creating

broader staffing options, and allowing job sharers to learn from each other.

Furthermore, j ob-sharing m ay de crease pr ofits, and accommodate trades i n or der t o e xtend w orking hour s

without providing overtime payments.
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e Part-time work

In general, part-time work is useful for mothers coming back to work after being on maternity leave or for those

people who are preparing for retirement.

Many older employees desire part-time work to:

e Take care of their grandchildren, friends or elderly relatives.
e Help or work in their community.

e Pursue lifelong learning.

e Travel and discover new places (Internet 2).

Part-time work offers workplace defence, fixed times and access to the same profits of full-time service on a pro

rata basis. This may allow older employees to control their work and take care of their duties.

Part-time work allows companies to:

e Retain qualified and experienced older employees.

e Organise work according to hectic or slow periods.

e Prolong or delay times of job process.

e Decrease work costs or investments in the workplace.

e Minimise absenteeism (Internet 2).
e Purchased leave

In an organisation, managers may grant em ployees ex tra annual l eave by discounting r egular w eekly w age
deductions throughout the year. In terms of ol der e mployees I eave ar rangements al low for more freedom to

travel or follow other interests.

Employees who complete their duties during extra time away from work deserve a break. This allows them to

care for their work and private responsibilities.
e Seasonal work

Several ol der e mployees, s uch as those with num erous r esponsibilities, ha ve no d esire or are incapable of
performing t hroughout t he year. H owever, t hey m ay be a ble t o w ork t hrough s chool hol idays, ove r t he

Christmas period, or throughout hectic times.
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Managers who allocate seasonal work to older employees during difficult times can use this as a strategy for

enticing and retaining employees who may not be available all year round (Internet 2).

e Working from home

Working from home is another option of flexible work practices. This helps managers to retain qualified and
experienced older workers who might possibly leave the organisation. This may improve output in the company

as it decreases traveling hours and there are fewer discontinuities in work.

Working from home could be implemented on a permanent basis or it can be applied when it is required to

assist older employees to achieve their work goals and take care of other tasks or duties.

2.5.2 The emergence of flexible work practices

Over the past 20 years, there have b een several reasons w hy flexible w ork practices (FWP) have appeared
quickly. M uch 1 iterature a nd va rious opi nions ha ve s hown how F WP ha ve emerged, a s w ell a s f actors
contributing to its e ntrenchment w ithin or ganisations. A dministrations w hich inspire w ork market flexibility
have certainly had a good result, as they identify methods of flexible w ork which m akes the job easier, for
instance teleworking and accessing control. Lewis (1997 cited in O’Brien & Hayden, 2008) has identified five
main motives for introducing flexible work practices:

e to achieve work requirements;

e to attain family friendly objectives;

e administrative plans;

e fairness program; and

¢ management with skills deficiencies, employee retention, prevention of a stressful workplace and to reduce

absenteeism.

Sheridan and Conway (2001, cited in O’Brien & Hayden, 2008) affirmed that corporate issues have been the
main cause for implementing the option of different work arrangements. Lewis (2001) maintains that traditional
opinions about profession and gender are also the realities of the labour market. This imposed modifications in
the workplace methods, disagreement of career assumption stand on an andocentric line model not suitable for
men’s or women’s knowledge in the modern labour market. These engagements have changed due to:

o the requests of work market were not appreciated for people pleasing;

¢ the public-sector replied to political compression and equal opportunity principles;

28



e the administration of variety at work; and

e the absence of knowledge, employment, retaining, stress prevention and absenteeism (Lewis, 2001).

The related literature indicates that increasing flexible work practices in the labour market has become essential,
because it has focused on employees’ need to resolve several non-work commitments. Furthermore, from this
literature four k ey causes for the endurance of work flexibility practices in the company may be identified,
which include:

e to control variable workloads,

e to make sure that there is office cover during weekend hours,

e to maintain qualified employees with experience, and

e to meet employees’ demands.

According to the studies of Olorunsola and Ibegbulam (2003, cited in O’Brien & Hayden, 2008), 78 per cent of

Jamaican librarians a greed that f lexible w ork pr actices reinforced and e ncouraged one ’s i ndependence.

Therefore, novel methods have to be used to attract, encourage and build workers in their careers. Also, one of

these was to improve stability in employees work/life balance. Four important policies have been introduced to

promote work/life balance:

e to allow e mployment w ith employee’ choice and ¢ ounteracting b ad w ork practices for example, | onger
working hours.

e to be more receptive to the employees’ changing and different needs.

e to support the work environment by improving organisational culture, as well as intensification of morale
and motivation among employees.

e to permit equality by improving access.

Wise and B ond (2003) specified the r easons w hy flexible w orking ha s arisen and c ontinued t o de velop. A
central reason includes the vast de velopment of flexible working in Europe. The European work market has
been reformed completely in the last two decades by the mobilisation of goods and labour. The increase of free
movement ha s caus ed an active w ork market by i ntensification of 1 nnovative t echnology a nd a Iso t he

globalisation of commerce has more influence on this modification with the 24/7 world of work.

The s ubmission of t his s upervision b y or ganisations a nd t he ¢ ontrol of w orking t ime w ere i ndeed m ajor
influential issues in the development of flexible work practices, which are one of the most universally valued by

management.
29



According to Lewis (1997, cited in O’Brien & Hayden 2008) a combination of varying work market power and
legislation are possibly the two major significant issues regarding the emergence of flexible work practices. As
a result of these, work/life balance and flexible work practices have developed in response to the value of their

prospective worth to workers and managers.

2.5.3 Workplace flexibility

Mondy and Noe (2005) ha ve e xplained a nd s hown t he factors i nvolved i n w orkplace flexibility, and t hey

include:

Employees’ stress: It looks at balancing employees work needs and their life styles. Time is almost as vital as
money and in some cases € ven more important for certain p eople. It is for this reason that more and more
employees are a sking for flexible a dvantages, which i nclude t elecommuting f rom hom e, flexitime, and a

compressed workweek.

Employers’ stress: Flexibility in the workplace can be an important strategic factor in keeping a good number
of brilliant employees. The advantages of a flexible workplace are generally, the improvement of productivity

and better recruitment and retention of staff, all of which provide the company with a better image.

2.5.3.1 Further examples of flexibility in the workplace

According to Mondy and Noe (2005) flexitime and other similar work plans are compatible with the desires of

employees to have greater control over their work conditions, which include:

e A compressed work week is an agreement whereby an employee will work for longer hours, but fewer
days in the week, for example, they will work 10 hours a day for 4 days of the week rather than 8 hours a
day for 5 days. Employees have shown a greater degree of job satisfaction when working according to this
arrangement, as they are able to utilise the extra day during the week for their own pursuits. Employers

have, in some instances, recorded increased productivity and a decrease in staff turnover and absenteeism.

e Job sharing is a system which allows more people to be employed, and accommodates those who desire to
work less than 40 hour s weekly, or who are unable to work a full week because of a lack of child-care
facilities. In job sharing, two part-time people divide the responsibilities and the amount of time required for
one job, and are salaried according to the number of hours worked. Job sharing has potential benefits, in that

a greater number of skilled people are employed and share the tasks. In order for job sharing to work, the
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partners sharing a particular job must be compatible, have good communication skills, and a bond of belief

with their employer.

e Telecommuting isan agreement whereby e mployees w ork f rom hom e a nd ¢ ommunicate w ith their
employers by means of email or fax. These em ployees are referred to as teleworkers or telecommuters.
Modern ¢ ommunication a nd i nformation t echnologies p ermit pe oplet o w ork j ust a bout anywhere.
Telecommuters generally perform jobs involving analysis of data, research, and the generation of various
types o f doc uments, a uditing a nd p reparation of bud gets, da ta ¢ apturing, or ¢ omputer pr ogramming.
Teleworkers ge nerally ¢ onsist of illustrators, 1 oan e xecutives, a rchitects, | awyers, g raphic designers and
publishers. Employees are able to perform their duties and train others via the internet, without the loss of
job e fficiency or qua lity. T he be nefits of t elecommuting a pply t o the company, t he e mployee and t he

community, and remove the requirements for additional office space.

e Modified retirement is an alternative solution that permits older employees to work less than their usual
hours for a period of time before their retirement. This alternative solution assists employees by allowing a
gradual transition into retirement, as opposed to a rapid change in lifestyle. It also affords employers the

opportunity to capitalise on needed experience at a relatively low cost.

In a ddition, M ondy and N oe (2005) ha ve i dentified t hat i n or der t o pr osper w ith a di verse w orkforce, t he
organisation needs to develop workplace flexibility. Flexitime appears to be the solution with which to achieve
the jobina climate c haracterised by the freedom to choose your own working hours, trustin the s ystem,
acceptance of individual responsibility and assessment. It is inspiring that s ome or ganisations ha ve c hanged
their traditional approaches to jobs and work, with the aim of reducing costs, resolving the conflict between
work and family responsibilities, and motivating and retaining qualified employees. When organisations attain

these objectives, it is logical that they will become more creative and viable, globally.

2.5.4 Potential barriers and challenges for flexible work practices

O’Brien a nd H ayden (2008) agreed thatt here w ere s ignificant di fficulties a nd di sagreements r egarding
flexibility in t he w orkplace. T here w as frequent r esistance t owards t hose in favour of flexitime, both from
colleagues who felt threatened by the scheme and from managers who were uncertain of how to deal with non-

traditional work schedules. In some examples, this opposition ranged from anxiety experienced by supervisors
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who might have needed other control techniques in order to run the concept of flexitime (Goulding, et al 1996;

Kerslake, et al 1997, cited in O’Brien & Hayden 2008).

O’Brien and Hayden (2008) identified possible barriers to the introduction of flexitime, which included:

the lack of a definite policy regarding flexitime within the organisation,

a lack of resources,
e excess reliance on the optional feature of workplace flexibility,
¢ insufficient right to use the flexitime plan and generally deficient understanding of the scheme.

An over-dependence on the family model also tended to favour female employees in the implementation of the
scheme. The four important challenges or barriers to the fruitful implementation of flexible work practices and

effective employee comfort include:

2.5.4.1 Training

Training and gr owth are i mportant m echanisms of s tructural s upervision. F lexible information or practices
require employees to get specific training and when these are not satisfied, it can cause a d estructive structural
effect within the organisation. Employees may be discouraged when they are not paid for access. Furthermore,
this m ay c ause issues for em ployees w ho us e flexible w ork practices (Kerslake & Goulding 1997 cited in
O’Brien & Hayden, 2008). For training of flexible information of employees, Kerslake and Goulding (1997)
have identified important barriers that inc lude monetary and logistical issues. A lso, to ensure that the right
employees are in the right position at the precise hour. Also, making sure if those employees have knowledge to
attain organisation goals. Regarding employee comfort, important teaching areas include:

e organisational time,

e operational conferences,

e stress control, and

e Information system practice.

The impor tant ne cessity for e mployees mus t be the right inf ormation set up of many formal and informal

arrangements.
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2.5.4.2 Management

The related literature indicates that one of the major barriers was the actions and responses of supervisors to
flexible work practice. Most frequent issues ranged from a comprehensible concern to ne gativity to absolute
rejection of flexible work practice. This regular rejection came from an absence of information, specific rules or

misinterpretation. It is, nevertheless, a challenge which should be discussed and emphasised.

Lewis (2001) states that the top or line m anagement is a vital cover w hich has been taken as value to the
organisation i nt erms of f lexible w ork pr actices. W ith a ggressive s tress w ithin s everal ¢ ompanies on
consequences and closing of product, the qualities of flexitime are occasionally concealed or distorted by the
number of hours that a person works. The traditional work condition keeps infusing particularly in the United
Kingdom; it w as also recognised in many British workplaces (Lewis, 2001 cited in Brien & Hayden, 2008).
Other pr oblems w hich affect s upervision a nd flexible w ork pr actices a re connected to is sues like the
supervisors’ de termination, and t he 1 ack of pr ecision and s imple unde rstanding of rules ( by m anagers a nd
workers). Employee di ssatisfaction may be r egulari n circumstances wheret herei sno transparent and

justifiable cause for rejection.

The study approved by the Joseph Rowntree Foundation, on companies in the Scottish financial services sector,
established that there was an extensive range of flexible work rule activities in companies which operate unions
(Wise & Bond, 2003). In addition, there was a lack of o fficial rule in organisations with no w omen in top
administration. O’Brien and Hayden (2008) also argued that w here there is a lack of female workers in top
supervision, there are less official strategies on flexitime practices. This gives more credibility to the awareness
of the nature of flexible work arrangements. S ome supervisors are distressed by concentrating on employees
and co-worker a nger. They may getr eliefvia flexible w ork practices, and t his could b e fear a bout the
introduction of conduits and destructive career results (especially in teleworking or homeworking). The request
for t ransparency and pr ecision a nd non -official a rrangements i s of e quivalent m eaningt o workers a nd
managers. They could create consistent, well-advised choices which will provide advantages for the company
and workers. R egarding this information, the aim of training is significant to supervisors and has arisen as a
factual and significant subject. The trail to more recognition of flexible work may also be attained when, for

example there are more supervisors.
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According to Drew and Murtagh (2005 cited in O’Brien & Hayden, 2008), a few top supervisors are using or
practising flexible or other similar working arrangements. F urthermore, organisational principles may relieve
efforts to attain a better work/life balance in the environment. T his supports research by top managers, w ho
believe that flexible ar rangements ar e not perceived as suitable to support a top supervisor’s situation. T his
unwillingness among supervisors in endorsing w ork/life balance or work flexibility practices is a key barrier
and appears deep-seated in several or ganisational values. Managers and senior managers specifically must set
good examples by taking more of a leadership role in this matter. The introduction of motivation and a strategy
of creativities, for instance, are by giving some arrangements or breaks for the personnel which could assist in

correcting that unwillingness. This could form the foundation of best practice strategies.

2.5.4.3 Communication

According t o H annabuss ( 1998, cited in O’Brien & H ayden, 2008), another m ain b arrier or challenge f or
managers and workers is communication. This has two elements:
e communication transfer and dissemination of information, and

e communication among employees who practice flexible work with line supervisors.

This i ncludes w hat employees and employers s hould be i nformed t hrough a c ommunication pr ocess. Itis
authoritative when employees cannot know why and which choices have been made, although this may be the
requirement for endurance and constancy of the methods applied in the organisation. The significance of clear
rule choi ces created on lightheartedness and fairness is di fferent to a managerial tendency and also a b etter

practice.

Hannabuss (1998) affirmed that communication is vital when everyone is treated fairly and is conscious of the
employees need in the workplace. M ost managers desire to keep their employees informed and c onscious of
what has been done during their abs ence at work. This can be attained via a s teady stream of messages by
internet or telephone. It is vital that a direct assembly must be apprehended as frequently as possible. O ther
practical methods to deal with these barriers are job records, journals, structural group days and teaching days.
The facility of ICT maintenance and harmless broadband e stablishment may also assist in upholding the two
communication r elations or t wo e lements of ¢ ommunication t hat w ere m entioned a bove ( Hannabuss, 1998,

cited in O’Brien & Hayden, 2008).
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2.5.4.4 Career

There is much research regarding the possibility of career de velopment or de termination for those who use
flexible w ork pr actice. T here i s how ever s ome unde sirable 1 nsights i n ¢c onnection t o w ork/life ba lance, in
relation to the apparent incompetency o r uns uitability of manager’s ability to carry out such arrangements.
Some managers have an impression that it could hurt their career or have consequences on their status and their
investments. The career disadvantages should not be a factor. The awareness that there could be a development
or elevation of cost is a genuine and major barrier (Stennett, 1994 cited in O’Brien & Hayden, 2008).

An important barrier or challenge is to escape an identical path in which males are in a firm way connecting to
full-time work, partially from their homes. Females are in search of reducing work time and therefore choose
interruptions in their work. If these identical circumstances endure or are emphasised, it may add to the current
indication that work/life balance is for mothers of small children and hence to be avoided by all workers.
Stennett ( 1994, cited in O’Brien & H ayden, 20 08) a sserts t hat ¢ areer disadvantages a re m ore likely to be
knowledgeable by those who work in management or seek managerial positions. As a barrier it becomes riskier
when one has progressed on the career level. Similarly, one can assume that lower level employees may not

have comparable worries.

Other literature shows that, there is an indication that 90 pe rcent of supervisors (both male and female) think
that flexible w ork practices may have a ne gative influence on their career progress (Stennett, 1 994 cited in
O’Brien & Hayden, 2008). To overcome the car eer challenges or ne gative cons equences, there is a ne ed to
concentrate on considering work achievement and not just presence. These results show how organisations who
raise consciousness, encourage high performers and approve of'it, o ffer the best example to their employees.
Similarly, beneficial or informative presentations should be addressed to the personnel from persons who have
many choices and continually receive promotion, and also have gratitude of constructive advantages of better
work/life balance at a senior level. In addition, an acknowledgment of common actions which accommodates

family should be an extra responsibility and an encouragement (O’Brien & Hayden, 2008).

2.6 Drawbacks of flexitime

Flexible w ork s chedules ha ve d efinite be nefits. Conversely, Ridgley etal. (2005) h ave i dentified potential
drawbacks of flexitime, which could have a ne gative impact on e mployers and employees. These drawbacks

include:
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For employers

Flexitime c an create po tential di fficulties f or e mployers w hen there is ins ufficient e mployee coverage
during and outside core office hours.

The fact that employees start and finish at different times of the day may prove difficult to keep track of and
to manage, and employers would then require a more advanced method of tracking.

Some employees may officially start their working day earlier than others, but not actually do any real work
when there isno-oneto monitor them. Thisisa risktothe or ganisation. Setting employees s pecific
objectives may resolve this.

Scheduling meetings could become more complicated, with difficulties experienced in setting up of long-
standing regular meetings as a result of the unavailability of all employees at the required times.

There could be a further negative impact on business if customers were to call outside of the core working
hours and not be able to reach the staff member required.

Additional time would be required by management to check timesheets and to book and manage flexi leave,
but the utilisation of a shared spreadsheet for this purpose could reduce the amount of time taken.

Smaller teams can often be more flexible and work more closely together than larger teams. This could
however r esult i n di fficulties i n a rranging for flexi 1 eave for the group, thereby creating pr oblems f or
employers who have to accommodate the flexi-leave requests.

A consistently he avy w orkload c ould also result in e mployees readily a ccumulating c redit or h ours, but
being unable to book flexi leave because of workload constraints.

It can be a critical issue for employers when employees choose to work during a period of time where they
will not be needed as there is insufficient work for them. T herefore, flexitime needs to suit the job, and
careful consideration needs to be given to the tasks performed be fore any decisions are made regarding a
change to the working times.

Most employers find it awkward to deal with so many variations to the working day, and prefer a more
standard working day, where all staff start and finish at the same time. It is thus an issue of e mployees
starting a t di fferent t imes, as w ell a s be ing un available dur ing lunc h times which makes it di fficult to
schedule training. Support from advisors and the Human Resources Department could help address this and

find a solution.

For Employees

Employees need to be careful of how many hours are accumulated or how much credit is built up during
periods of increased workload, as it is possible that they may not be able to take all of the time off and will

therefore have to forfeit it.
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In some instances, the core time period could prove to be limiting. An example of this would be that schools
finish within the core period, and employees would thus be unable to leave to collect their children from
school.

Depending on t he core time period designated by the e mployer, employees who start their workday very
early could possibly have to work longer hours, in order to be present during this core period. This would
basically mean that they would not be able to start as early as they would like to start.

Some positions do not lend themselves to flexible start and finish times. Examples of these are supervisory
and management positions were an employer has stipulated that these positions have to be staffed during
standard working hours as a business requirement; or a production-line employee, who can only perform
their duties at a specific point in a work process. This could become a potential source of conflict and stress
for employees, and could create division and discontent among the workforce if the scheme was limited to
certain groups.

It may be perceived as closer monitoring when employees are required to record times taken for lunch and
short breaks.

Employees may become stressed if pressure is applied, either by colleagues or by management, for them to
change their working hours to suit the colleagues or the organisation’s requirements, when it does not suit

them to do so.
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2.7 Instructions for the success of flexitime implementation

In order to achieve flexitime implementation and to cover em ployees needs w hich a re i mportant f or bot h

employees and the organisation employing them; Javitch (2006) provides certain guidelines:

Organisational objectives for any employee working flexitime need to be clear:
The objectives should be precise. T he parties have to be in agreement on the real range of the job. For
example, w hen an e mployee d esires t o w ork by information or ifthe outcomeistobe announced by

handset, internet or in privacy.

The worker's function in the organisation requests to be obviously definite:

Every supervisor s hould identify the prospects and duties of self and others. E veryone should recognise
precisely who he/she must work with or who is required to give areport. This is particularly i mportant
when workers are operating out of the workplace and are only in communication via handset or e-mail.
Although t he t ask m ay be unc lear a nd un certain, c ensure, resistance a nd r ivalry m ay be s ome of the

outcomes.

To establish the regularity and form of message you need, before your workers start to use t heir
flexible plan:

Workers should make clear that management values and meets their desires or orders from the supervisors.
Several managers desire a review of their workers on pa per, in the early morning starting the weekdays;
whilst others are pleased with a call or e-mail. However, there are some supervisors who consider a reunion
necessary. Managers or employers need to feel comfortable with the work. They need to know what their

employees are doing and therefore need to have some guidelines in place so that they can track progress.

Set up several standard of operational time to communicate with workers:

It looks like the fewer workers are working in their workplace, the more they desire to be in contact with
their supervisors. Telecommunication workers need to draw up a standard time within which they will be
accessible via telephone or e-mail, or to draw up a standard time to be present in their workplace. W ithin
work flexibility, workers have become exposed to the notion called core time; which is the period when all

workers are actually required to be at the workplace.
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2.7.1 Steps in flexitime implementation

According to Anonymous (2009) the phases that will assist the organisation’s scheme for a flexible plan which
is suitable with the principles and organisation’s strategy include:

e Improve the organisation’s situation

Classify the matters that flexitime could deal with and prepare an internal investigation to deliver confirmation.

It is also important to consider other organisations experiences and see if their efforts were successful.

e Evaluation of organisation’s experience

It is important to evaluate any present flexible scheme or rule which means that the following questions need to
be asked: Is it working? Can it be improved? This requires interviewing employees who are using flexitime
about their practices. It also entails the creation of a task force including managers to reflect choices and set up

a novel strategy.

e Describe rules and applications

To define w hich flexitime c hoices w ill be s elected to increase an or ganisation’s proposal, atest group o f
individuals s hould be 1 dentified, c onsulted a nd us ed t o i mplement t he f lexitime s ystem. T hisis w henan
organisation is introducing such a system for the first time. This test group can be used to identify and resolve

any problems before the system is rolled out to the organisation as a whole.

e Create tools and resources

The s trategies of ne gotiation and implementation of flexitime should g uide e veryone int he c ompany by
offering employees many opportunities. Furthermore, it may also assist to deal with matters such as regularity
and techniques of connecting with homeless employees, how communications can be given through break time
and accessibility of employees who use flexitime to attend sessions, to know which message is to be swapped

between employees and their employers, and which responses will be met and considered.
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¢ Communicate

Itis impor tantto inform a Il w orkers and supervisors a bout the company’s flexitime s cheme a nd the
implementation process. Therefore, a system of communication needs to be put in place to record employees’
comments and requirements. This may need adjustment over time. R egular reviews of the system should be
conducted at departmental meetings in order to deal with any issues that come about and to make sure that the
system is still efficient and effective. At the very least, an annual review should take place. New employees
joining the organisation need to be communicated with and cultured, with regards to the flexitime scheme. In

addition, job specifications may change over time, resulting in changes to work schedules.

e Evaluate use and effectiveness of flexitime

Itis aprogram to review how flexitime is working for e mployees, de partments, supervisors, and customers.
Employees must continue w orking the number o f hours specified in their employment contracts. S ome may,
within r eason, be pe rmitted to c hange their s tarting and finishing times, or to c hange t he num ber of hours
worked. The operational requirements of the department, as determined by the manager, must however remain

the main focus when determining whether flexitime can be implemented or not.

In a ddition, m anagers m ust e nsure t hat e mployees a re w orking t he r equired num ber of hour s a nd a re not
accumulating too many hours in either way. They also need to ensure sufficient staff coverage at all times. Flexi

leave must be incorporated into workload planning and must be applied fairly across the organisation.

e Share success stories

Using internal bulletins to debate the use of flexitime will assist employees in learning from other experiences.
Employees who are new to the concept of flexitime may need time for discussions with their line managers

during t he first few w eeks or m onths of 1essons, or m aybe t hrough s pecific briefings or training from the

experiences of others.
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2.8 Conclusion

One of the major objectives to introduce flexitime is t o r enounce c ontrol t o e mployees. T his i ncludes how
employees and managers at tain their w ork goals. This be lief'is e xtremely empowering, and when effected
properly, frees employees to gain a greater balance between their work and their life style. In all cases, using
excellent m anagement p ractices must reduce stress and the requirements of the w orkplace should take main
concern. Good messages and conversations of what needs to be completed and when, assists in planning work
time, time of f and flexi hours. Therefore, an employee needs to work by goal-setting. When they have been
employed for inflexible hours they might need training and support from human resources, their own employers
and more knowledgeable co-workers. Employees must be given a chance to get some control when they work.
Prudent, clever and firm-working employees work smarter, and create their own example on how to balance
their private needs and attain their work goals. There must be flexibility within the flexible scheme, because
rarely does it take only a small transformation in working hours to help employees to balance their work and

personal lives. Stress will be sufficiently discussed in the next chapter.
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Chapter 3

Stress in the Workplace

3.1 Introduction

Employees who are stressed are more likely to be unsafe at the workplace because they lack confidence, have
poor innovative skills and are insecure in achieving their work. Pressure at work and other psychosocial issues
are recognised globally as the most significant challenge to workers. This includes the strength and security of
companies. Work-related pressure has been identified as having a hostile impact on employee mental issues and
corporeal fitness issues as well as the com pany’s success (Robbins & D ecenzo, 2001). A review of related
literature indicates that the South A frican work environment is more demanding and stressful. In this regard,
there are reasons such as: the hi gh crime r ate, unemployment, r eduction in e xpenditures, and t he ¢ hanging

socio-political context.

In or der t 0 a ddress t he a bove m entioned 1 ssues, t he f ollowing va riables w ill be e xplored t hat w ill a ssist
employees to deal w ith these s tressors a nd t o he Ip or ganisations t o be m ore s uccessful: s tress r eduction,
work/life balance, employee commitment and improvement of employee morale within the work context. This
chapter takes note of the core areas of stress so that flexitime can be considered as a stress reduction tool in this

study.
3.2 Definition of Stress

Stress is spiritual and physical damage due to the body's response to tension, emanating from an individual’s
environment. These tensions vary in severity and create an impact on individuals, as each person manages stress
in a different way and responds in a different way to distinct factors that cause stress. Stressors are the factors

around us that cause us to stress (Internet 3).

In general, stress is the corporeal and mental reaction of a person's body to acute circumstances that result in
feelings of annoyance, nervousness or pressure. A person can experience stress either at work, at home or at

other various locations.
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3.2.1 Common causes of stress

According to Robbins and Decenzo (2001, p. 24 2) “stress originates for many reasons and it is referred to as
stressors”. Factors that generate stress can be categorised in two main groups w hich are or ganisational and

personal:

e Organisational stressors
These stressors are factors, such as role ambiguity, role c onflict, role overload, technological advancement,

reengineering, downsizing, and restructuring.

e Personal stressors

An individual’s stress can be caused by personality type, family matters, and financial problems.

There 1s no s hortage of stressors within an organisation. S tress may arise due to: increased s train to avoid

mistakes or achieve duties in a short amount of time, a stern supervisor, and unsatisfied colleagues.

3.2.2 Factors which cause stress

Robbins and D ecenzo (2001) have also identified five types of or ganisational stress factors, which are: task

demands, role demands, interpersonal demands, organisation structure, and organisational leadership:

e Task demands

Task de mands a re r elated t o a n e mployee’s j ob. T hey t ake 1 nto a ccount t he pe rson’s t ask r equirements
(independence, t ask di versity, de gree o f m echanisation), work environment, a nd e mployee presence. W ork
sharing can create difficulties for employees. The stronger the interdependence between employees duties, the
more stressful the workplace b ecomes. If there is independence w ith responsibilities, stress tends to be less
(Robbins & Decenzo, 2001). However, jobs that include high temperature, 1oud noises, or ergonomic factors
which are unsafe or undesired can raise levels of nervousness. Working in an overcrowded or small space in

which interruptions are regular can also cause stress.

e Role demands

Role demands are tensions placed on an employee as a reason of the specific function he or she is performing in
the organisation. Role conflicts generate scenarios that may be hard to resolve. Role overload is acknowledged
when the employee achieves his/her work in a greater amount of time than expected. Role ambiguity results
when j ob oppor tunities are not ¢ learly c ommunicated and t he e mployee i s unc ertain in t erms of w hat s he

expected to do (Robbins & Decenzo, 2001).
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e Interpersonal demands
Interpersonal demands are tensions produced by co-workers. The absence of social support from colleagues and
poor interpersonal relationships can be a s ignificant source of pressure, particularly amongst employees with

high social needs (Robbins & Decenzo, 2001).

e Organisational structure
Organisational structure can cause stress. Too many policies and an employee’s need to contribute to decisions

that can affect him/her can be significant reasons for stress (Robbins & Decenzo, 2001).

e Organisational leadership

Organisational leadership is the managerial method of the organisation’s government. Certain managers create a
culture characterised by pressure, fear and nervousness. They make impractical demands to achieve work in a
short time, provide excessively firm supervision, and consistently dismiss employees who are not competent.

This method of organisational leadership generates distress in the workforce (Robbins & Decenzo, 2001).

3.2.3 Other factors that cause stress at work

Furthermore, N elson a nd Q uick ( 2006) pr ovide t hree f actors w hich c ause s tress w hich i nclude: ph ysical

demands, home demands and personal demands:

e Physical Demands

These are extreme surroundings, strenuous actions; dangerous matters and global travel which cause corporal
strain f or i ndividuals i n t he w orkplace. W hen t he w ork e nvironment i s ve ry cold, it ¢ auses u nreasonable
physical demands on a person and causes danger. Extremely hot conditions which affect human comfort are an
unacceptable work environment for human beings. Lack of fluids in exceedingly hot climates, and frostbite in

cold climates are examples of unreasonable physical demands (Nelson & Quick, 2006).

e Home Demands

Generally, not all employees are focused on family needs related to weddings, child education, and parent care.
The ex tensive choi ce of home and family ar rangements in modern American society h as generated a great
variety of stress in this field. For those in out moded families, s uch r equests c ould pr oduce role ¢ onflict or
workloads that are hard to achieve. The connection between work and family life might result in a struggle to

achieve stability (Nelson & Quick, 2006).
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e Personal Demands

This results from a personality burden which can cause stress in the workplace. Workaholism might be the most
distinguished of t he pe rsonality-enforced de mands; pe rsonal de mands a re a Iso t he r eason f or s tress f or
individuals a t w ork a nd ha ve be en r ecognised asa type of a ddiction. S ome of the ini tial s ymptoms of
workaholism ¢ omprise: no ¢ ommitment t o w ork, i ncapacity t o | ike one ’s ¢ areer a nd br eaks f rom w ork,
worrying about work difficulties outside the workplace and continually having to work at home whilst others
get a break (during w eekend). A nother form o f pe rsonal de mand comes from public e vents, helper atthe
workplace, and nonw ork or ganisational c ommitments, for example churches, s ynagogues, and public service
organisations. T hose s tressors be come m ore o r 1 ess de manding de pendent on t heir ¢ ongruence w ith t he
individual’s work and family life and their ability to deliver options of gratifications for the employee (Nelson

& Quick, 2006).
Table 3.1 reflects two categories of factors that cause stress at work and this include:
Work Demands: which cover task demands, role demands, interpersonal demands and physical demands.

Nonwork Demands: Home demands and personal demands.
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Table 3.1 Ilustration of source of stress : work and nonwork demands

WORK DEMANDS

Task Demands Role Demands

Change Role conflict

Lack of control Interrole

New technologies Person-role

Interpersonal Demands Physical Demands

Emotional toxins Extreme environments

Sexual harassment Strenuous activities

Poor leadership Hazardous substances
Global travel

NONWORK DEMANDS

Home Demands Personal Demands

Family expectations Workaholism

Child rearing/day care arrangements Civic and volunteer work

Parental care Traumatic events

Source: Nelson and Quick (2006), F oundations, R ealities and challenges, 5 th edition, Southwestern/Thomson

Publishing, p. 218.
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3.2.4 Insecurity at the workplace

One of the central causes of stress for most employees is a high level of job insecurity and fear of job losses.
Proclamation of di smissals a nd r estructuring w ith s hort not ice ¢ an pr ovoke s hock, unha ppiness, and e ven
psychological illness causing a n egative impact on social and family life. Managers can exacerbate this by not
pronouncing m odification pl ans until t he last minute. Job lossesitselfis a cause of stress. A part from the
understandable m onetary de ficiency, une mployed pe rsons s uffer from personality di sorder, m onotony, s ocial
separation, f or e xample di vorce and s ocial s hame or e mbarrassment. Current s tudies ha ve 1 dentified a full
variety of stress-induced illnesses due to unemployment. The stress of redundancy will also affect those who
persist to perform in poor working conditions. Frequently, managers intensify the burden of work for those who

retain their job (Page, 2001).

Insecurity may also occur if employees do not feel self-assured about their attitude to do their work well and do
not get sufficient time, evidence or training. In addition, they may delay work to ensure no e rrors are made.
When they do not get self-assurance that retention is imminent, if errors are created and corrective actions are
strictly useful, these results in people feeling unsafe. Also, when there have been too many changes in work
supervision, t ools de signs or arrangements and m ethod of a dministration a nd 1 nsufficient i nformation i s
specified ahead of the modification being made, or any utilisation of new techniques or gear, employees will not
feel confident or unsafe at the workplace. Sharpley, Reynolds and Acosta (1996, cited in Nortjé, 2007, p. 39)
explain that job insecurity ends in, ““...indecision in terms how mergers will power me”, and that was one of the
most frequent reports of the cause of unemployment. Kreitner et al. (1999, cited in Nortjé, 2007) established
that w ork s ecurity i s a n 1 nfluential s tressor w hich ha s i mportant ¢ ontrol ove r ¢ mployees’ m ind-set and
performance. When work safety is not controlled, it may affect a decrease in work contentment, organisational

commitment and performance.

Insecurity at work can also take place when workers are still engaged in the organisation but do not actually
have w hat t hey n eed t o w ork, be cause of m odifications and conditions, w hich ¢ an ha ppen t hroughout t he
organisation’s information system process. Insecurity generates indecision; Frankl (1984, cited in Nortjé, 2007,
p. 39) states that: “....A man who cannot perceive the end of his ‘conditional being’ was incapable to seek at a
final obj ective in existence. Consequently th e e ntire arrangement o f hi s int ernal be ing altered; s igns of
decompose set in which are predictable from other locations of life. Those who recognise how shut the link is
between the mind-set of a man, and his bravery or absence and the condition of resistance of his body will know

that the unexpected defeat of trust and guts can have a fatal consequence”.
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3.2.5 Harassment at work and workplace aggression

Harassment a t w ork i s one of t he num ber on e i ncreasing forms of aggressioninthe w orld. W orkplace
maltreatment includes: harassment, unpleasant actions, racial discrimination, refusal to hand over, removal of
responsibilities, monetary issues, unstable or nervous interaction with colleagues, and attack by supervisors,
amongst others. These problems destabilise persons. Burton (2001), describes co-worker harassment as a t ype
of endurance behaviour.

The more employees perceive themselves to be endangered, w eighed down and harassed, the more they will
allow harassment to carry on. Burtons view has been supported by M arais & Herman (1997 cited in Nortjé,

2007, p. 43), who state that, ““...the persecution of employee is indicative of company endurance actions”.

According to Marais-Steinmann (2007 cited in Nortjé, 2007, p. 43), “...People who are being intimidated build
up hopelessness and mental disease and must leave the workplace”. The main risk that Marais-Steinmann has
encountered in her research was the vengeance from the intimidated person, which could become manifest in
actions, such as theft and damage to property. In addition, Landy and Conte (2004 cited in Nortjé, 2007), state

that stress is a reason for workplace aggression, and that workplace hostility is a reason of stress.

The four critical phases of stress are outlined in Table 3.2:
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Table 3.2 Illustration of four phases of stress

Phase

Signs/Symptoms

Action

Phase 1 — Warning

Early notice signs are
frequently more emotional
than corporal and may take a
year or before they are
noticeable.

* Thoughts of unclear worry.
* Hopelessness.

* Monotony.

* Lack of concern.

* Emotional weakness.

* Discussion about mind-set.

* Take a holiday.

* Create a modification from regular
activity.

* Take care of yourself.

Phase 2 - Mild Symptoms

Warning signs have developed
and increased. In excess of 6
to18 months, corporal signs
may also be evident.

* Sleep turbulences.

* Intense headaches/colds.

» Strength pains.

* Intensified corporal and emotional
tiredness.

+ abandon connection with friends.
» Irritability.

* exaggerated depression.

* Extra destructive lifestyle modifications
may be wanted.
* Short-term of treatment.

Phase 3 - Entrenched
Cumulative Stress

This phase arises when the
above phases continue to be
unnoticed. Stress begins to
generate a deeper force on
profession, family life and
individual fitness.

*Augmented taking alcohol and smoking,
non prescription of medicines.

* Hopelessness.

* Corporal and emotional tiredness.
* Defeat of sexuality.

* Strong pains of stomach.

* Marital disagreement.

* Crying spells.

* Intense anxiety.

« inflexible thoughts

* Extraction.

* Impatience.

The assistance of health check and mental
experts is much suggested.

Increasing Stress Reaction

This phase is frequently
measured ‘self-destructive’
and tends to arise after 5 to 10
years of continual stress.

* Heart conditions.

* Extreme hopelessness.

* Less confidence.

* Failure to achieve someone's work.
» Failure to control your life.

* Abandonment.

* Hysterical rage, misery.

* Desperate or murderous thoughts.
» Muscle shakes.

* Intense and unceasing exhaustion.
* Over-reaction to insignificant actions.
* Agitation.

* Numerous accidents.

* Negligence, poor memory.

* Paranoia.

* Insomnia.
Phase 4 — Severe/ * Careers end prematurely. Important involvements from experts.
Debilitating * Asthma.

Source: Nortjé, G.S. (2007). Stress in the workplace: a case study, a research proposal for dissertation, Faculty

of Management Sciences, Tshwane University of Technology, p. 31.
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3.3 Stress Reduction

Decreasing stress can present an impasse for managers. Some stress in organisations is necessary. Stress can be

a stimulant. Therefore, when one considers stress reduction, the issue is the reduction of its unuseful aspects.

Robbins and Decenzo (2001) indicate that one of the first means of reducing stress is to confirm that employees
are correctly suited to their works and that they appreciate the capacity of their ability. Also, by allowing
employees to know exactly what is expected of them, role conflict and ambiguity can be reduced. Redesigning
tasks can also help ease stressors connected to working too hard. Employees should also have some input in
redesign that af fects them. This indicates that when e mployees are more involved; they are less stressed. In
addition, Robbins and Decenzo (2001) mentioned that as a manager, you must recognise that no matter what is
done to eliminate or ganisational stressors; some employees will still be stressed. One has little or no control

over the personal factors, and a person can face an ethical issue if personal factors are causing stress.

3.3.1 Preventive Stress Management

In their study, Nelson and Quick (2006) found that stress is a predictable aspect of work and person life. They
also agreed thatitis neither essentially bad nor critical. S tress ¢ an be m anaged t hrough pr eventive s tress
management, an or ganisational appr oach t hat advoc atest hatt he p erson and organisation takej oint
responsibility for sustaining fitness and averting suffering and harm. Preventing the control of stress is fixed in
the health analysis of prevention which was first applied in preventive medicine. In their research, Nelson and

Quick (2006) have identified three stages of prevention:

e Primary prevention

Primary prevention is planned to reduce, regulate, or remove the cause of the stressor. T he thought be hind
primary aversion is to reduce or restructure the source of a problem. Accurate anticipation of or ganisational
stress is vi tally impor tant a s it modi fies a nd out lines or ganisational r equirements on employees in the

workplace.

e Secondary prevention
Secondary prevention is proposed to modify or transform the individual’s or the organisation’s reaction to the
demand or stressor. Employees should learn to deal with the predictable work stressor and demands so as to

eliminate distress and strain while endorsing health and safety.
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e Tertiary prevention
Tertiary prevention has been created to cure employee or organisational signs of pain and nervous tension. The
symptoms of stress that may appear range from early warning signs (such as headaches or absenteeism) to more

serious forms of distress (such as hypertension, work stoppages, and strikes).

3.3.2 Reducing stress by taking care of employees

It is important to take action when job stress is interfering with employee ability to work, care for themselves,
or manage their personal life. It is very important for employees to pay attention to how stress is affecting their
fitness. W hen an employee’s needs are supported, he or she is stronger and more resistant to stress. A good
employee will be able to deal with stressful work without becoming overwhelmed. To take care of employees
does not require a full standard of living. Employees moods can also been improved by small things, such as
increasing their energy, which makes them feel as though they are back in the driver’s seat. Furthermore, it is
important for employees to take things one step at a time, and as they create a more optimistic way of life, they
will rapidly see a visible decrease in their stress levels at home and at their workplace (Segal, Horwitz, Smith &

Segal, 2008).

3.3.3 Reducing stress in the workplace with emotional attitude

When employees are emotionally mature, they are more able to avoid stress from the workplace. Unfortunately,

emotional intelligence is not s omething e mployees are born with; however, it can be taught and de veloped

(Segal et al., 2008).

e The knowledge that allows employees to obtain these abilities may be studied. It demands the development
of exciting, written ways of communicating that include: knowledge of specific stress reactions that become
associated with physical signs that can quickly tranquilise and strengthen employees.

e Employees must stay in touch with their internal emotional experiences in order to appropriately deal with
their feelings. Employees with knowledge of their feelings will not only increase their determination, but
also be more sympathetic of others and assist to make more gratifying relationships.

e It is important for employees to recognise and successfully use the non-verbal cues that make up 95-98% of
their information procedure, such as eye contact, facial expression, and tone of voice, mind-set, sign and

feel. The way employees send that communication can affect their colleagues positively or negatively.
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To de velop the ability t o accomplish c hallenges w ith hum our. T here is no g reater s tress reliever than a
resilient laugh and nothing decreases stress faster at work than when something funny is reciprocally shared.
However, when the expression of amusement is at someone else’s cost; it is good to finish up w ith more
rather than less stress.

Employees must have some know ledge of conflict resolution by becoming a better listener and someone

who can manage conflict bravely with the hope that resolute dissimilarities will reinforce the relationship.

3.3.4 Programs to overcome stress

To overcome stress in the workplace, Robbins and Decenzo (2001) have proposed two interesting programs to

help particular employees to deal with their environmental stressors. These are:

Employee as sistance p rograms ( EAPs) are p rograms impl emented by organisations to assist the ir
employees t o ov ercome i ndividual and he alth-related w ork i ssues. T he f oundation f or t hese p rograms,
which still holds today, is helping a productive employee return to his job immediately. It can also be an

advantage to the organisation regarding a return on investment.

Wellness p rograms are pl anned t o m aintain e mployee health. T hese pr ograms m ay de al w ith s moking
cessation, m anaging w eight, ¢ ontrolling s tress, ph ysical fitness, nut rition e ducation, ¢ ontrol of t ension,
prevention and defense against violence, or problems with work team involvement. Wellness programs are
also intended to decrease manager fitness charges, reduce absenteeism and to augment income by avoiding

health matters associated with work.

3.3.5 Input of managers and employers in reducing stress at work

In order to reduce employees stress employers have made contributions. According to Segal et al. (2008) it is in

the interest of employers to avoid stress at work. Employers should take encouraging action employing better

methods, pa rticularly i n s ituations of e xtreme s tress. Int heir r esearch, t hey ha ve a Iso i dentified t he

organisational changes that can allow managers and employers to decrease workplace stress. These include:
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b)

Improve communication

When employerss harei nformation with employees, its ignificantlyr educesem ployee
uncertainty of their jobs and their future.

The com munication between em ployers and employees allowse mployees role and duties
to be clearly defined.

Itis impor tant for employees to make pleasant, coherent communication, rather than

manipulative or insignificant communication (Segal et al., 2008).

Consult your employees

Employees feel important when employers give them the opportunity to be involved in solutions and this
will result in a positive impact in their work.

Employers must always consult employees regarding their work schedule and their job roles.

It is essential for employers to ensure that the workload is suited to employee skills and to avoid giving
them unrealistic deadlines.

Employers should show their employees how important they are and make them feel respected (Segal et al.,
2008).

Offer Rewards and Incentives

Employers should provide recognition for good work performance both verbally and institutionally.

Any organisation needs to offer employees the opportunities for career development.

Employers have to support an entrepreneurial work environment which allows employees to better manage

their workload (Segal et al., 2008).

Cultivate a Friendly Social Climate
There is a need for employers to offer occasions for social contact among employees.
Employers must set up within the organisation, a zero tolerance rule for harassment.

It is necessary that employers make management decisions consistent with organisational values (Segal et

al., 2008).
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3.4 Stress and work/life balance

3.4.1 Work/life balance

The s tability of a pe rson’s w ork/life and personal/life is r ecognised as t he accept able 1 evel be tween many
responsibilities in a human being’s life. A Ithough m eanings and r easons di ffer, w ork and personal lives are
usually linked with a balance, or a continuous, overall agreement in life. To learn about work/life balance tests

employees’ ability to manage the complex requirements in their life style.

Although the same amount is typically allocated to work and non-work functions, in recent times this idea has
become m ore m ultifaceted a nd ha s be en de veloped t o 1 ntegrate a dditional c omponents. A c urrent r evision

investigated and considered three features of work/life balance (Internet 4):

e The equilibrium of time, which stresses the amount of time agreed upon work and non-work functions.

e Participation of s tability me ans the le vel of me ntal ¢ onnection in, or dedicated to, w ork a nd n on-work
functions.

e Satisfaction of constancy or the level of pleasure obtained from work and nonwork functions.

This form of work/life balance, including time, participation and fulfilment mechanism, enables a br oader and

more com prehensive image to emerge. For example, someone w ho w orks two days a week and s tays with

his/her family for the rest of the week could be upset in terms of time (which means an equivalent method of

work and life), but may be dedicated to the work and non-work roles (involvement of stability) (Internet 4).

3.4.2 Conflict in work/life balance

Williams (2010, p. 1), describes stress as the “unfavorable reaction an employee has to extreme tension or other
types of demands placed on t hem”. N egative, de structive s tress oc curs in the w orkplace when an employee
faces excessive demands for prolonged periods of time, but can also occur when an employee is placed in the
incorrect job (poor job fit) or if he/she is being treated unfairly. Negative stress outside of the work environment
can be caused by significant changes in the employee life, for instance a death in the family, but family life can
also become tense if it is dominated by conditions at work. Some employees in similar situations may manage
adequately and even thrive when working under constant pressure, whilst others may find it difficult to handle
and suffer the effects of negative stress. It is important that the individual has some degree of control over their
workplace situations, actions, and work-life balance, in order to appropriately deal with the extent of negative
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stress that they experience. Those with a greater degree of control will avoid stressors and accept and deal with

their stress levels more appropriately.

Williams (2010), identified work/life balance as the balance between the demands, time and effort required by
work and the workplace, and the e ffect thatit has ona person’s individual, family and social life, and vice
versa. A suitable work/life balance is attained when the work does not dominate the person’s life and cause
harm through the e ffects of ne gative stress. W hilst workplace activity frequently impacted ne gatively on t he
person’s be haviour out side t he w ork e nvironment, W illiams ( 2010) f ound i t unus ual t hat t he m ajority of
employees had a work/life ba lance t hat was i nfluenced ne gatively b y t heir 1 ife out side t he w orkplace. For
experts ¢ xamining pe rsonal a ndj ob de velopment be haviours, t he pos itive a ction of a ni ndividual’s
promotion/progress has to be vigorously managed in order to make sure that it does not result in undue stress
and da mage t he p erson’s w ork 1 ife ba lance. Williams, ( 2010) a Iso a ffirmed t hat t he 1 mproved a wareness
regarding the importance of dealing with stress effectively and maintaining an adequate work/life balance has
led t o a pproaches for maintaining thi s ba lance. Time ma nagement, stress ma nagement, attaining w ork/life
balance, the management of personal growth and associated approaches such as coaching and mentoring are

tools that can be used to achieve this.

3.4.3 Identification of strategies and actions that will assist employees

Williams (2010) id entified strategies and actions which will help employees to balance their lives and their

work. These strategies and actions are well established:

=  Employees must be conscious of their own mistakes and effectiveness.

» They must consider and accept that certain things cannot be changed.

= They must acceptthatitis in their be st interest to take action to decrease or e liminate s tress in their
workplace.

= They have to divide problems into smaller, more manageable parts and then set targets for dealing with the
individual parts.

= They have to manage their time effectively.

= They should replace bad relationships with those of a more positive nature.

= They have to adopt a healthy living approach and engage in external activities to promote their wellbeing,
for example hobbies, studying, and engaging in social or sporting activities.

* They must take ownership of their career development.

= They must not be afraid to seek advice and support from others if necessary.

= They must develop a tolerance to deal with stress and work-life balance.
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3.4.4 Challenges to work/life balance

The poor economic climate has placed employees under tremendous personal and workplace stress. According
to the Corporate Executive Board (CEB) analysis, only a small number of employees have been given contracts
since the beginning of the economic downturn, whilst a significant increase in unemployment was observed in
the first quarter of 2009 (Internet 5). With financial pressures fueling d emands in many ar eas of em ployees
lives, he nce a flexible w orking e nvironment and m aintenance of t he c orrect w ork/life b alance i ncreases
employee e ngagement overall. B y redesigning j obs a nd r estructuring w ithout s ignificantly influencing
workloads, and by o ffering v arious oppo rtunities, employee morale will be increased, giving rise to a better
work-life balance. This, in turn, can have positive financial implications for the business. It can, however, be
difficult to instill e ffective w ork/life ba lance initiatives, and this is di rectly related to how well toda y's
employers can state an d offer t he r ight m ix of adva ntages w hich are ex tremely v alued by t he w orkforce

(Internet 5).

3.4.5 The preservation of work/life balance: policy and practice

Moore (2007) considers the way in w hich c ompanies, e mployees and s upervisors w ere treated in w ork/life
balance. However, evaluating the best group of organisations will allow employees and employers to balance

commitments both within and outside the workplace.
Managers

As managers of companies profit from the organisation’s work/life balance policies, they also perceive it very
difficult to preserve a s uitable work/life balance in practice, because of 1ong working hours rule from British

decision-making, coupled with a competition between the British and the Germans (Moore, 2007).

Within the organisation, there were certain rules and plans in place to allow confident employers to maintain a
good stability between job and private commitments. Arrangements that had been set up include child care and
flexible work practices; proposals that incorporated changes to extended work and to take an extended break on
a weekly basis, amongst others. During Moore’s research, teamwork had been chosen to deal with the matter of
work/life balance. T he results showed that e mployers are well provided for by the or ganisations’s w ork/life

balance rules (Moore, 2007).
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According to Frame and Hartog (2003, p.360), managers in the HR department confessed that the organisation
was in a similar circumstance as: “the long working time from British industry’s culture which is linked with
employees’ dedication to their efficiency. Work time is perceived as a product, meaning that those who offering
more time are expected to be appreciated more than others who do their work in fewer hours. They are seen to
be less innovative and dedicated to their work. Related literature indicates that HR specialists have confirmed
with the company that there is an antagonism between employers in terms of how many hours each worked.

Furthermore, employees are on leave when they are wanted, which gives them a thought to be more needed.

According to Moore (2007), the aim is to get work/life balance programs acknowledged. Also, they have to be
understood in various stages. With regards to the method of work/life b alance, the argument is whether the
fundamental difficulty will be dealt with by these plans. Moore (2007, p. 391) continues to explain that different
opinions on time had become something important: “as previous studies in banks suggested that the Germans
are likely to be better than their British generation to preserve a great work/life balance, here there appeared to

be rivalry between the team as to who could work the best”.

However, it also appeared to be a growth of pressures between the two teams within the company with freedom
of national cul ture. The work/life balance matter w as therefore de teriorating due to the separation within the
organisation. However, some rules have been established to support the managers to sustain a good work/life
balance. The method of working long hours and experiencing internal competitions showed that the plans have
been a chieved with little vi ctory. Flexible w orking ha s t herefore accomplished far m ore i ssues i n ke eping

managers’ work/life balance.
Workers

In the e mployees’ field, t he ¢ ondition w as di fferent t o the m anagers’. As few o fthe companies’ w ork/life
balance rules were used in practice with this team of personnel, they were more cap able of ke eping a gr eat
work/life balance t han t he s upervisors due to the use o fthe shift t echnique, and, in the 1 ast i nvestigation,
through ¢ hoosing s uitable w ork f or t heir s tandard of 1iving. A ccording t o M oore ( 2007), i n t hat field of
employees, there were few legal rules applied in terms of work/life balance maintenance. The major policy was
one which allowed some employees to work on a regular day-shift instead of irregular day and night shifts as
most employees did (which was unusual, and those who had completed this agreement were open to charges of
laziness). The ex pression work/life balance was rarely present at that line of employees. The temporary work

force was at the centre of almost no legal policies in order to improve their work/life balance.
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The situation was different, on an informal level. However, employees were rather experienced to improve and
develop their own means of retaining a work/life balance, even if this irregularity came into disagreement with
the supervisors. For example, an illegal prayer place had been arranged for Muslim employees (Moore, 2007).
Although, Moore (2007) stated that employees who were incapable of obtaining a legal break to be involved in
private interests would simply stop working; which means unjustified absenteeism would consequently involve
punishment. T he m aintenance of w ork-life ba lance be came p aramount i n the or ganisation, especially an

employee’s choice of work. A lthough, a fter salaries, one of the major motivations e mployees m entioned for
working at the place, was the shift arrangement that allowed for an extra break day per week than is usual in the
region’ companies, where they were capable of spending time to take care of their children. Also, the option to
get or quit a job at this place may be observed as a type of work/life balance protection. With that information,
cases o f employees who left the ir w ork duet o incongruence w ith family ¢ ommitments w ere f requently
accounted. According to Moore (2007, p. 391) there were a number of employees who were only working at the
company for a short time, intending to leave when conditions changed, such as students working during their
summer holiday, ex-refugees, and artists going through a lean period, housewives wanting to make “Christmas
present money” and s o on. W orking t emporary c ontracts c ould consequently b e pe rceived as a m ethod of
preserving work/life balance over time and was taken as such by the employees in their explanations of their

existence.

Therefore work/life balance is more of a significant priority for employees than it is for employers. Employees
have far less legal support from the company in their attempts to uphold this stability. Conversely, judged by
their explanations of their life needs, employees have performed better than employers in terms of keeping an
optimistic work/life ba lance i ncluding: s etting t heir opt ions of w orks, t heir s election of e mployer and t heir

external commitments.

3.4.6 Work /life balance benefits

The aim is to balance employees’ life style and work needs; Bird (2006) has affirmed the benefits for them as

well as for the organisation. These benefits include:
To the organisation

e With a greater work/life balance workers will be much more responsible and confident in their job and the

organisation may consider the increase in his/her personal output.
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e With a best work/life balance, the organisation will build a better collaboration in the workplace with good
communication.

e When there is a greater work/life balance employees’ morale is raised which is important because it w ill
allow the organisation to be more productive.

e With a work/life balance plan, the organisation will have less negative organisational stress.

To the employees

e With an excellent w ork/life ba lance; e mployees a re mor e valued in workplace and that he Ips the m to

balance their life style and work needs.

It is important for employees to know why it is important to get a good work/life balance.

With better work/life balance, employees will be able to improve their productivity.

Best work/life balance will allow an excellent relationship between employers and e mployees w ithin the

workplace and also outside of work.

Employees will be less stressed with a great work/life balance.

3.5 Employee Commitment

3.5.1 What is employee commitment?

Employee commitment is a link between an organisation and employees which, in the constructive type, makes
them mor e r eady to commit to the or ganisational g oals. However, f rom t he pe rception of t he e mployer;
employees can also feel removed from the positive connection with the organisation. There are three types of

commitment;

e Affective commitment: an employee continues to work in the organisation because he/she desires it; he/she
trusts it and feels familiar with it.

e Normative commitment: An employee keeps on working for an organisation, because he/she feels forced to
carry on with his/her job.

e Continuance commitment: an employee continues to work with an organisation, because he/she feels that
the individual costs of leaving are excessively more than staying, such as time limits associated with the

probability of getting a new job.
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It is impor tant tha t a n organisation only retains e motionally ¢ ommitted employees. The ma intenance of
employee commitment is also in organisational collaboration. It is vital to distinguish and limit this collection
and to pay the right attention to the first set that feels a positive link in order to increase their numbers. When
employee commitment is affective this increases his/her value to the organisation. This is practical and raises

productivity and quality (Internet 6).

3.5.2 General Model of Workplace Commitment

In this form, commitment is signified by c oncentric circles. The int ernal c ircle de picts w hat is de fined as
commitment which is a force which impasses an employee to develop behaviour which is important for the

achievement of one or more goals.

Commitment i s e vident f rom ¢ hange ba sed on t ypes of i1nspiration a nd from a pproach, a nd c an i nfluence
performance even without an extrinsic incentive or affirmative thoughts. The core essence of commitment is a
feeling of being elevated to a way of achieving a specific objective. The external circle depicts the diverse ways
of thinking which may describe any commitment. The way of thinking associated with commitment could take
diverse forms such as wishes, perceived cost, or compulsion to carry on a way of achievement. These mind-sets
reflect discernible c onstituents of the fundamental commitment creation. T he power of each way of thinking
could be considered and, jointly, these events replicate an employee's “commitment profile” (Internet 7). These

ways of thinking reproduce desire, perception of cost and feelings of responsibility.

According to Figure 3.1, a commitment can reflect varying degrees of all three of these mind-sets.
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Figure 3.1: Illustration of Workplace Commitment
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3.5.3 Well-being and employee commitment

Employee safety has been identified as a vital issue in organisations mostly in cases of stress related illness at
work ¢ ontinues to rise (Cooper & C artwright, 1996 c ited in M cGuire & M cLaren, 2009). T he c omforts of
employees de pend on t he s tability b etween t he corporal, emotional, intellectual and spiritual f eatures of a
person (Seaward, 1994 cited in McGuire & McLaren, 2009). According to Sutherland and Cooper (1993 cited
in McGuire & McLaren, 2009), employee comfort does not necessarily need to be in a space, the presence or
absence change in the atmosphere involves how an employee will proceed or respond to the circumstances.
Investigations ha ve de monstrated a n obvi ous relationship be tween employees' working ¢ limate a nd t heir
knowledge of w hat constitutes bot h ps ychological a nd ph ysical fitness. G enerating a pl easing and he Ipful

working climate may therefore improve an employee’s feeling of well-being.

Cunha and Cooper (2002 cited in McGuire & McLaren, 2009) conclude that the cost of a stressful climate may
include physical ill h ealth symptoms (for instance: cardiovascular and gastro-intestinal problems) cerebral ill-

health symptoms (for example: pressure, nervousness and despair) and less work approval. Guest and Conway
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(2004 cited i n M cGuire& M cLaren, 2009) de scribed e mployee w ell-being i n six cat egories: a conve nient
workload; a certain individual control over the work; caring co-workers and employers; positive relations at
work; a | ogically obvi ous f unction a nd a f eeling of s upervision or p articipation i n m odification a t t he

workplace.

Both Spreitzer and Bandura (1996 cited in McGuire & McLaren 2009) maintain that employees’ consciousness
of the working situation is extremely important. This forces a win situation regarding the aptitude of employees
to take over their job and level of pressure in the workplace. The two major reasons behind employee well-
being are received control and social hold up. Guarantying an employee is not imposed and is in control of work
is c ritical to employee w ell-being a nd t o dr iving e mployee pe rformance a nd or ganisational p roductivity.
According to McGrath (1976 cited in McGuire & McLaren, 2009): there is a possibility that stress can present
the w orking conditions w ith strain which threatens the employee’s c apacities and inc omes for gathering it.
Research has shown that perceived control guides to reduce stress levels and enhanced staff fitness (Heaney et
al; 1993, c ited in McGuire & McLaren, 2009, p. 37) . As ar esult, employee e mpowerment and contribution
enhance an employee’s sense of control and increase employee health and well-being. Sustaining staff in the
workplace can have a positive result on employee well-being. Employees who get a sense of being supported in
the w orkplace h ave be en identified to have e xcellent commitment (Wayne et al., 1997, ¢ ited in M cGuire &
McLaren, 2009) and are more likely to be excellent performers (Eisenberger et al., 1990 cited in McGuire &
McLaren, 2009 ). H eaney et al. (1993 cited in McGuire & M cLaren, 2 009) s tate t hat w ithin or ganisations,
employee support may enhance their comfort in three ways: firstly, it may assist an employee to deal with a
stressful circumstance; secondly, it may facilitate workers to develop a new, positive perception of a stressful

condition and thirdly, it may reduce the emotional distress connected with a difficult situation.

3.5.4 Physical environment and employee commitment

According t o S tatt ( 1994 cited i n M cGuire & M cLaren, 2009) , t he ¢ ontemporary w ork e nvironment i s
characterised b y e lectronic s ystems a nd furniture, w hich t hrough c onstant i nteraction, t ack our br ains w ith
sensitive i nformation ( Kornhauser, 1965; Sutherland & C ooper, 1990 cited in M cGuire & M cLaren, 2009).
They have also agreed that in order to achieve high levels of employee commitment, organisations must ensure
that the physical condition is conducive to organisational desires to assist interaction and privacy, formality and
informality, functionality a nd c ross-disciplinarily. C onsequently, t he ph ysical e nvironment i s an i nstrument
which can influence both parties (organisation and employees) to enhance business results and employee well-
being ( Huang, Robertson & Chang, 2004). T o e nsure t hat s ufficient s ervices are given to e mployees,itis

important t o c reate a great c ommitment t o € mployees. T he pr ovision of 1 nsufficient € quipment a nd a n
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unfavourable work environment has been found to negatively affect the commitment of employees, intention to
stay with the organisation, levels of job satisfaction and the perception of equality of remuneration (Bockerman

& Ilmakunnas, 2006).

From a s afety pe rspective, Gyekye (2006) i ndicates t hat e nvironmental ¢ onditions a ffect e mployee s afety
perceptions, which impa cts e mployee commitment. According to S tallworth a nd K leiner (1996 cited in
McGuire & M cLaren, 2 009) the notion w ith i nnovation and c reativity can be shaped t hrough alteration or
redesign of w ork s ettings h as i mportant i mplications f or bus inesses and or ganisational ¢ hange c onsultants.
Hedge (1982 cited in McGuire & McLaren, 2009) argues that open workplaces offer better levels of flexibility
and promote bigger team contact as they provide interpersonal permit and ease of communication contrasted to
confidential enclosed offices. Nenonen (2004 cited in McGuire & McLaren, 2009) states that the environment
conditions can maintain a sense of space permitting for the formation of unspoken information and better social
contact among persons. An extra inventive working atmosphere is also linked with improved employees
teamwork and higher efficiency also more optimistic employment approach and enlarged job satisfaction (Lee,

2006; Lee and Brand, 2005 cited in McGuire & McLaren, 2009).

3.5.5 Management implications in employees’ commitment

Fisher (2002) and Muse, Harris, Giles and Field (2008) have suggested that employees affective commitment is
vital f or e ndorsing e mployees a nd or ganisational f itness. A Ithough, or ganisations a nd s upervisors m ay

encourage that connection if they devote in employee pleasure at the workplace.

Also, to promote performance, an asset of management implications may create not only committed employees,
but a more creative one. Encouraging a psychologically happy employee is a precious objective in itself. To
show the insights of organisational asset to predict emotional commitment, either openly or by an arbitrating
role of c ontentment pr ovides pr actitioners w ith possible w ays t o t ake a ction in s upport of a ha ppier, m ore

committed and productive personnel.

According t o G raham ( 2005), t o c onstruct a good ps ychological environment a nd or ganisational f itness,
managers should take care how employees recognise the organisation and its managers, also they have to pay

attention to these features:

e agood sense of purpose in the organisational procedures and strategies;

e apositive perception headed for challenges, complexities and occasions;
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e arespectful and trustful method to allow performance;
e ahigh level of sincerity and openness at each organisational level;
e interpersonal relationships distinguished by kindness and sympathy;

e the mixture of high values of performance with a culture of forgiveness and learning from mistakes.

3.6 Improving employee morale

According to Kartha (2010), when employees have a secure job where they are paid well, valued by their
supervisors and where their contributions are considered important, employee morale is expected to be elevated.
This should influence the value and competence of the other employees. The increase of employee morale may
reduce absenteeism, e mployee a brasion, a nd di sasters at t he w orkplace. N evertheless, s upervisors tend t o
frequently forget that employee morale is important for the development and progress of the company. Issues
such as absenteeism, tardiness, moping, and an increase in errors and decrease in quality are rather common in
organisations where employee morale is very low. This can create a ne gative result in the development of the

company. Therefore, it is vital for managers to be aware of methods of increasing employee morale.

3.6.1 Advice to enhance employee morale

Before seeking techniques for increasing employee morale, it is vital to find out the fundamental reasons for the
issue. This means, managers must detect particular causes which influence a | ow morale amongst employees.
However, the reason for poor morale amongst workers will not necessarily be the same in each organisation, but
there are certain issues which may be shared by all organisations. Although, a meager wage can be one of the
causes for poor employee morale, an organisation that pays high salaries to its employees doesn’t necessarily
have a high morale. In some cases, for ex ample, when an employee is di smissed, this can be a s ource of
discontent among his or her colleagues. O ccasionally, when s omeone in the or ganisation is promoted, w hile
others are overlooked, this may also be a cause for reduced morale among workers. Besides these influences,
other e ffects t hat m ay cause poo r e mployee m orale a re: i ntensive w ork, una cknowledged w ork, uns table
working conditions, uncooperative supervisors, etc. When the cause of the issue is discovered, it can contribute

toward the enhancement of employee morale within certain divisions that are specified below (Kartha, 2010).
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3.6.1.1 To be grateful to the employee

All employees desire to be respected for the effort they have contributed and this is a great method to enhance
their m orale. M anagers need to understand that when their em ployees are valued by them, that raises their
confidence and this assists them to perform b etter in future e ndeavours. A ppreciativeness can be de fined as
‘good job', 'well done', etc. or can be achieved through financial encouragements or bonuses. The best method
of recognising a good job completed by employees is by implementing 'employee of the month' awards. The
person who is the employee of the month can receive a small gift for example, a bouquet of flowers and a card

(Kartha, 2010).
3.6.1.2 To show some respect to the employee

Certain managers are impatient with their workers or assistants to finish their work. However, this technique
can be ineffective for the achievement of work, when they do not understand that it may be a source of
discontent among workers. They have to understand that employees need to be respected. Employees who are

treated with admiration

and consideration by their supervisors increase morale.

3.6.1.3 Open the channel of communication

The gr eatest ¢ ontributor t oward a poor m orale among e mployees i s t he pe rception t hat t heir t houghts and
contributions do not m atter t o t he or ganisation. T his i s m ostly due to ineffective c ommunication be tween
workers and managers on a consistent basis. It is important for managers to request criticism on a new rule
enforced by the company on workers. They must be requested to give their participation on various significant
problems. If workers perceive that their thoughts are appreciated in the organisation, it will assist in improving

their output (Kartha, 2010).

3.6.2 Additional tips for improving employee morale

Kartha (2010) has given s ome m ore a dvice r egarding w hat an e mployer s hould do t o e nhance employees’
morale. These include:

e An arrangement for an easy life for employees is one of the good methods of improving morale.

e Implementing flexible work practices or the possibility of working from home will be appreciated by the

employees.
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e Organising celebrations for employees once a yearisa great technique of achieving excellent employee
morale.

e The organisation could organise small outings or picnics for the employees and their families.

It is important to i dentify factors within the w ork s etting that m ay have an influence on excellent j ob and

employee pe rformance. Creating various modifications in the workplace such as restoring it, the addition of

certain good images and introducing a break room are some good ideas that an employer should implement in

order to satisfy employees (Kartha, 2010).

3.7 Conclusion

Several c ritical ar eas ha ve be en explored in this cha pter. Stress is perceived asa person’s reactionto the
environment. In addition, common causes of stress in the workplace have been developed in this chapter which
may be either or ganisational or personal. Insecurity, harassment and a ggression at the workplace have been
perceived also as reasons of stress. Clearly, stress in the workplace has contributed to high levels of absenteeism
and employee tur nover. Identification of s trategies and actions a ssists e mployees to deal w ith their s tress.
However, s tress r eactions ¢ an be good or bad depending on t he ¢ ircumstances. S tress is va luable when it
protects employees in terms of risk or a cha nge situation. Hence, employees are motivated and stimulated in
their work, allowing them to be productive and creative. Stress becomes an issue when it continues over a long
period, or when it occurs regularly. Furthermore; employee health can be affected. When stressors persevere for
a long time, the body's defenses can no longer cope. Therefore, it is vital to provide solutions for these stressors
which a ffect employees and or ganisations. S ome of these s olutions have been given in this chapter such as
assistance to the employees to overcome their stress, assist them to become more committed to their work and
also it has to be some management implications regarding their motivations, that is, in order to perform in good

conditions.
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Chapter 4

Research Methodology

4.1 Introduction

In this chapter, the research methodology is described and explained. The research outlined the objectives of the
study and the hypotheses that the researcher wishes to test. Information of target population, sample size and
sampling methods are provided. Discussions focus on data collection methods and data analysis techniques for

the study.

4.2 Objectives

» To determine w hether flexitime as a t ool can reduce the stress of administrative employees in a tertiary
institution.

» To determine the influence of biographical variables (age, gender, marital status, educational qualification,
job category and number of years in company) on flexitime.

» To determine the influence of biographical variables (age, gender, marital status, educational qualification,
job category and number of years in company) on stress.

» To determine t he e xtent t o w hich t he s ub-dimensions of flexitime ( benefits of flexitime, work flexible
practices and drawback of flexitime) and the sub-dimensions of employee stress (stress reduction, work/life

balance and employee commitment) influence the key dimensions.

4.3 Hypotheses

» There exists significant int er-correlations amongst the sub-dimensions of flexitime (benefits of flexitime,
flexible w ork practices and dr awbacks of f lexitime) a nd s ub-dimensions of e mployee s tress ( stress
reduction, work/life balance and employee commitment) respectively.

» There is a significant difference in the level of employees’ perception on flexitime varying in biographical
profiles (age, gender, marital status, job category, academic qualification and year in company) respectively.

» Thereis a significant d ifference in the le vel o f employee perceptions on e mployee s tress va rying i n
biographical pr ofile ( age, gender, marital s tatus, academic qua lification, job category and yearsin the

company).
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» The sub-dimensions of flexitime (benefits of flexitime, flexible work practices and drawbacks) significantly
account for the variance in determining the perceptions of flexitime.
» The sub-dimensions of e mployee s tress ( stress reduction, work/life balance and employee commitment)

significantly account for the variance in determining perceptions of employee stress.
4.4 Sampling technique and descriptive of the sample

4.4.1 Sampling technique

Polit and Beck (2004) define sampling as a selection of elements within a popul ation that are measured to
precisely reflect the population studied in relation to the variables under investigation and other factors that may
influence those variables. The sample is a s eparation of popul ation elements. There are two ways to sample

individuals from a population: probability sampling and nonprobability sampling:

e Probability sampling
Probability sampling is a sampling technique in which each member of the population has an equal chance of

being selected to be part of the sample (Jackson, 2009).

e Nonprobability sampling
Nonprobability sampling is used when the individual members of the population do not have an equal chance of
being selected to be a member of the sample. Nonprobability sampling is typically used because it tends to be

less expensive; it is easier to generate samples using this technique (Jackson, 2009).

In this study, the sample random sampling technique was used to select the sample. Simple random sampling is
a sampling process that gives the same chance of choice for each part in the population, and the sample is a fair
representation of the larger population (Bless & Higson-Smith, 1995).

A sample of 103 e mployees was utilised. Questionnaires were distributed to 103 administrative employees at
the U niversity of K waZulu-Natal ( Westville a nd H oward C ollege C ampuses), a nd 97qu estionnaires w ere

returned which represents 94 % of the sample and that represents over 50% of the population.
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4.4.2 Description of the sample

The following de scriptions w ere provided from the biographical data: age, gender, marital s tatus, a cademic
qualification, job category and number of years in the company. A tabular illustration of biographical data is

provided in Tables 4.1. to 4.6 below with brief comments:

Table 4.1: Frequency and Percentage of Age Groups

Variable Frequency (N) Percentage
20-29 years 13 13%
30-39 years 27 28%
40-49 years 37 38%
+50years 20 21%
Total 97 100%

Table 4.1 and Figure 4.1 illustrates that the largest percentage of the sample 38% (n =37) is between the ages
40-49, followed by the age group 30-39 with 28% (n= 27), and 50 years and over with 21% (n = 20). The
smallest percentage are those in the 20-29 with 13% (n = 13). Hence, it shows that most of the employees in the

organisation, and for the sample that was taken, fall mainly into the 30-50 years and over age category.

69



Figure 4.1: Sample composition by Age

38%

W 20-29 years m 30-39 years ™ 40-49 years W +50years

Table 4.2: Frequency and Percentages of the Gender Group

Variable Frequency (N) Percentage
Male 45 46 %
Female 52 54 %
Total 97 100%

Table 4.2 and Figure 4.2 illustrate the composition of the sample in terms of gender. Of the total sample of 97

individuals, 52 (54%) were female and 45 (46%) were male.

70



Figure 4.2: Sample composition by Gender

M Male ®Female

Table 4.3 Frequency and Percentages of the Marital Status

Variable Frequency (N) Percentage
Never married 37 38%
Married 45 46%
Divorced 13 14%
Widowed 2 2%
Total 97 100%

Table 4.3 and Figure 4.3 illustrate the composition of the sample according to marital status. It is evident that
46% (n = 45) are married, 38% (n= 37) never married, 14% (n= 13) are divorced. Only 2% (n= 2) were

widowed in this organisation.
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Figure 4.3: Sample composition by Marital Status

2%
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Table 4.4 Frequency and Percentages of academic qualification

Variable Frequency (N) Percentage
Standard 8-10 11 11%
Diploma/certificate 28 29%
Undergraduate degree 24 25%
Postgraduate 34 35%
Total 97 100%

Table 4.4 and Figure 4.4 show that the sample composition in terms of academic qualifications. O f the total
sample, 35% (n =34) have pos tgraduate qua lifications, w hilst 29% (n = 28) have diplomas or c ertificates,
followed by undergraduate degree 25% (n = 24), and only 11% (n = 11) of the respondents have Standard 8-10.

The majority of the administrative employees have qualifications.
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Figure 4.4: Sample composition by academic qualification

11%

m Standard 8-10 m Diploma/certificate = Undergraduate degree m Postgraduate

Table 4.5: Frequency and Percentages of job category

Variable Frequency (N) | Percentage
Manager 3 3%

Supervisor 10 10%
Employees 84 87%
Total 97 100%

Table 4.5 and Figure 4.5 illustrate the composition of the sample in terms of job category. Of the total sample of
97 individuals, the majority were employees 87% (n = 84), followed by supervisors 10% (n = 10) and then by

managers with 3% (n = 3). Hence, the majority of the sample comprises employees.
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Figure 4.5: Sample composition by job category
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Table 4.6: Frequency and Percentages of length of service

Variable Frequency (N) Percentage
0-5 years 23 24%
6-10 years 19 20%
11-15 years 20 21%
16-20 years 17 17%
+20 years 18 18%
Total 97 100%

Table 4.6 a nd Figure 4. 6 illustrate t he c omposition of the sample according to 1 ength of service. It can be
established that the highest percentage of newcomers were 24% (n = 23), followed by those who have 11-15
years of experience 21% (n = 20), then followed by those who have 6-10 years of service 19% (n= 19) and
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those have more than 20 years were 18% (n = 18). In last place are those who have 16-20 years of service 17%

(n=17). It is evident that a greater percentage of employees 24% (n = 23) have 0-5 years of service.

Figure 4.6: Sample composition by length of service

W 0-5 years B 6-10vyears m11-15years W 16-20years m +20 years

4.5 Data Collection Method

According to Kumar (1996), certain techniques can be applied to collect data. Data collection method comprise
dialogues; questionnaires personally administered, transmitted throughout mail or electronically. Although the
observation of individuals and actions with or without videotaping or audio recording, and a diversity of other
motivational process, such as p rojective investigations ( Sekaran, 2000). The que stionnaires w ere pe rsonally
administered to the respondents also indicating the purpose of the study. The respondents were informed about
their rights and duties. They were informed that participation is voluntary, and only completed questionnaires

will be used. Respondents were requested to sign the informed consent document, which was attached.
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4.5.1 Description of Questionnaire

According t o Babbie a nd M outon ( 2001), t he t erm questionnaire suggests a s et of que stions; a t ypical
questionnaire w ill pos sibly ha ve m any s tatements a s que stions, particularly i f t he r esearcher is involved in
determining the range to which respondents hold a certain position or perception. Babbie and M outon (2001)
state t hat t he fundamental pur pose of a que stionnaire is to get e vidence and views about e xperiences from

persons on a particular matter. Generally, questionnaires are mainly the instrument used the most.

4.5.1.1 Construction of the Questionnaire

The questionnaire applied in this study comprised four parts, which are:

Section 1: Biographical identification
The bi ographical information r equests s ubjects t o pr ovide da ta on: a ge, gender, material s tatus, academic

qualification, job category and professional experience in the organisation.

Section 2: Perception of Flexitime at the workplace
1) Questions 1 to 5 tapped benefits of flexitime,

2) Questions 6 to 10 tapped flexible work practice

3) Questions 11 to 15 tapped drawbacks of flexitime

Section 3: Stress scale with 15 items
1) Questions 1 to 5 tapped stress reduction,
2) Questions 6 to 10 tapped work/life balance

3) Questions 11 to 15 tapped employee commitment

All responses of the questionnaire are made on a five-point Likert scale ranging from Strongly Disagree (SD),
Disagree (D), Neutral (N), Agree (A) and Strongly Agree (SA). The respondents need to indicate the level in
which they agree or disagree by marking the block. A high score shows a stronger respondent perception with
flexitime in their workplace and a low score shows that respondents are not attracted by flexitime.

The questionnaire used in this study are instruments, and was adapted from Brien & Hayden (2008) and from

Wickramasinghe & Jayabandu (2007). This was for perception of flexitime and stress scales respectively.
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4.5.1.2 Psychometric Properties of the Questionnaire

An instrument relates to any device that is used for the measurement of data and in this study the questionnaires

are instruments. There is an important criterion that instruments must fulfill, that is reliability

4.5.2 Reliability

Reliability refers to the c apacity o f me asurement to produce c onsistent r esults. Reliability is e quivalent to
consistency. Therefore, a method is reliable if it produces the same results whenever it is repeated, and is not
sensitive to the researcher, the research conditions or respondents. Reliability is also characterised by precision
and objectivity. In reliability, there are two major aspects, which are internal reliability and external reliability
(Sarantakos, 2005). Internal reliability means consistency of results within the site, and that data are plausible
within that site. External reliability refers to consistency and replicability of data across sites. The purpose of
reliability testing is to ensure that the instruments in que stion are robust and not sensitive to changes of the

researcher, the respondent or the research condition (Sarantakos, 2005).

In this study, Cronbach’s coefficient alpha was computed to determine reliability of the data.
4.5.3 Administration of the questionnaire

A pilot test was conducted to ascertain that the respondents were able to understand the questionnaire without
any ambiguity and to complete it correctly. The pilot study was tested for appropriate wording and to check

whether it was meaningful to the respondents, or whether the questions asked are appropriate (Sekaran, 2003).

After the pilot study, the questionnaires were distributed to the administrative employees at two campuses of the
target or ganisation. E very questionnaire w as a ccompanied w ith a 1etter of consent outlining t he na ture and
purpose of the research project. The respondents w ere informed a bout t heir rights and duties. F urthermore,
respondents w ere requested to sign the informed c onsent doc ument. The respondents with the questionnaire
identified no inconveniences. However, certain respondents were reluctant to complete the questionnaire. It has
taken a bout 3 w eeks t o r eceive t he q uestionnaires. From t he 103 qu estionnaires, 97 qu estionnaires w ere

completed with; a response rate of 94 %.which is statistically acceptable to conduct a research with that sample.
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4.6 Analysis of Data

Data analysis procedures can be divided into quantitative and qualitative techniques. Quantitative techniques
employ a v ariety of s tatistical ana lyses t o make s ense of da ta, whereas qua litative t echniques be gin by
identifying themes in the data and relationships between these themes (Blanche, Durrheim & P ainter, 2006).
From a design perceptive, it is important to ensure that the type of data analysis, which is employed, matches

the research paradigm and data, and can answer the research question.

In this study, quantitative techniques were used. In addition, descriptive and inferential statistics are used in this

study to analyse the data obtained.

4.6.1 Descriptive statistics

They include frequencies, m easures of central tendency and m easures of dispersion. In addition, descriptive
statistics give de tails of data and do not s how the c onclusions of data (Trochim, 2009 ). They i nform the
researcher the central tendency of the variable, significance of standard score of a participant on a specific
research evaluation. The researcher could also establish the delivery of scores on some research gauge or the
scope in which scores emerge. Furthermore, descriptive statistics can be applied to inform the researcher the

frequency with which certain answers or scores occur on a certain study measure (Trochim, 2009).

4.6.1.1 Frequency

Frequencies may be described as the number of times a response occurs within a given category. It allows the
researcher to calculate percentages of the occurrence and represent the data, such as, bar charts, pie charts and
histograms. F requencies ha ve be enus edinthis s tudyto geta s ummary o ft he s ample ( Sekaran, 2000) .

Frequencies are used in the current study to obtain a profile of the sample.

4.6.1.2 Measures of Central Tendency

Measures of central tendency include mode, median and mean:
e Mode

Strydom, Fouché¢ and Delport (2005) state that mode is the least stable and least common of the three measures

of central tendency. However, it is also the only one that is appropriate for nominal data. The mode is also the
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simplest measure of central tendency, as it is simply the significance that arises most frequently in a distribution

and can therefore be easily read from any frequency distribution.

e Median

The median is the middlemost point in a distribution of data, ordinal or interval, which has been set up in order
of size. Although, median is typical in the sense that it captures the central point rather than either extremes.
The median cuts the distribution into two equal parts. W hen there is an odd number of a measurement, the
median is the middle number on the scale; on the other hand, when there is an even number of measurements, it

is the average of the two middle observations (Strydom et al., 2005).

e Mean

Strydom et al. (2005) maintain that the mean is the addition of the measurements divided by the number of
measurements. It is influenced by both the magnitude of the individual measurements and by the numeral of
measurements pl aced. T he m ean al so specifies the cent re of gravity o r ba lance poi nt of t he d istribution.
Strydom et al. (2005) state that the mean is the most stable and versatile of measures of central tendency and it

is the most widely used for statistical inference.

4.6.1.3 Measures of Dispersion

According t o S ekaran ( 2003), m easures of di spersion r eflect how s pread out the data is. The m easures of

dispersion are the range, the standard deviation and the variance:

e Range

The range is the difference between the largest and smallest measurement of the raw scores. It is obtained by the
smallest value from the largest value. It is considered an unstable measure of variability, and it can also be
misleading. It depends entirely on the two extreme values, and does not utilise the other values in the sample.
Two data sets with the same maximum and minimum values will have the same range, regardless of the spread

of the values in between (Strydom et al., 2005).
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e Standard Deviation

The standard deviation is a measure of dispersion and can be thought of as a measure of how much, on average,
people di ffer from the s ample m ean ( Gilbert, 2 008, p. 168) . Cooper and Emory (1995) state t hat standard
deviation is the most frequently used measure of spread because it improves interpretability by removing the
variance’s s quare and e xpressing de viation in their original uni ts. Like the m ean, extreme s cores af fect the

standard deviation (Cooper & Emory, 1995).

e Variance

The variance and standard de viation are the most us eful and widely e mployed of the measure of dispersion
(Strydom et al., 2005, p. 234). The variance of a variable can never be negative. The more variation there is

between the sample values, the larger the average deviations will be, resulting in a larger sample variance.

4.6.2 Inferential Statistics

According to Trochim (2009), the inferential statistics permit the investigator to start the creation of inferences
about the hypotheses on the foundation of the data collected. Inferential statistics look for the generalisation
further than the data in the research to discover patterns th at apparently e xist in the target pop ulation. T he
different inferential s tatistical te chniques that will be used to test th e various h ypotheses in clude the t-test,

analysis of variance, multiple regression, correlation, Cronbach’s co-efficient alpha.

4.6.2.1 Correlation

According to Sarantakos (2005), a correlation is a method that examines the relationship between two variables.

More specifically, correlations examine three major aspects of relationships. These are:

e Thepr esenceor abs ence of aco rrelation, thati s, whethero rn ot there is a correlation
between the variables in question.

e The direction of correlation, that is, whether an existing correlation is positive or negative. The strength of a

correlation, that is, whether an existing correlation is strong or weak.
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Bless a nd H igson-Smith (1995) s tate t hat t he r esearch’s co rrelation is us ed to detect t he exi stence of a
relationship be tween v ariables, a nd t o a llow f or a n e stimation of t het ype and s trength of non -causal

relationship.

4.6.2.2 t-test

According to Strydom et al. (2005) t-test, which are, tests o f statistical significance have been developed to
ascertain whether t he results obt ained by da ta ana lysis a re s tatistically significant, or w hether t hey ar e
meaningful a nd not m erely the result of ch ance. Theset ests ar e ex cluded on whatisc alled al evel of

significance (Strydom et al., 2005).

4.6.2.3 Analysis of Variance (ANOVA)

This technique is used when there are more than two independent groups that need to be compared on a single
quantitative measure or score. Specially, it tests whether the groups have different average scores. (Creswell,
Ebersohn, Eloff, Ferreira, Ivankova, Jansen, Nieuwenhuis, Pietersen, Clark, Westhuizen, 2007).

ANOVA is appropriate if:

e The quantitative variable is normally distributed in each population.

e The spread (variance) of the variable is the same in all populations.

According to Cooper and Emory (1995), the statistical method for testing hypotheses is that the significations of
certain population are identical. This is recognised as analysis of variance. Furthermore, they identified that the
only way of analysis of variance uses one factor, to make e ffects model to compare effects of one factor on

incessant dependent variable.

4.6.2.4 Multiple Regression

According Sekaran (2000) multiple regression is an analysis where more than one predictor is jointly regressed
against the criterion variable. Sekaran (2000) states that multiple regression allows the understanding of how the
variance in the dependent variable is explained by a set of predictors. Multiple regression analysis is one of the

most commonly used multivariate procedures in the social sciences, and is used to build models for predicting
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scores on one variable (the dependent variable) from scores on a number of other variables (the independent

variables) (Blanche, 2006).

4.7 Conclusion

This chapter discussed the methodology and statistical methods used to analyse the data from the questionnaire.
It highlights the research design used and all procedures utilised for data collection and analysis. A statistical

analysis of the data will provide conclusions about this study. The next chapter presents the findings.
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Chapter 5

Presentation of results

5.1 Introduction

In this chapter, data was captured on M'S Excel spreadsheets and processed using both the internal function of
MS Excel as well as the Stata IC version 11. The results were obtained after applying the statistical techniques
identified in chapter 4. These statistical methods include descriptive statistics, inferential statistics and statistical

analysis for the questionnaire.
5.2 Descriptive statistics

Descriptive s tatistics ide ntifies the e ssential ¢ haracteristics of a random variable to produce a pr ofile of its
behaviour. Int his s tudy, i t w as a chieved t hrough s ummary m easures, w hich i ncluded m eans, s tandard
deviations, minimum and maximum values, which were calculated for each of the variables in the study. For
this study, responses were required to respond according to a five point of Likert scales, ranging from strongly

disagree, to disagree, to neutral, to agree and to strongly agree.

The items and the responses are related to the sub-dimensions of flexitime (benefits of flexitime, flexible work
practices and drawbacks of flexitime) and employee stress ( stress reduction, work/life balance and employee
commitment). This provides the researcher to determine the perceptions of the administrative e mployees on
flexitime and employee stress in the or ganisation. The greater the mean score value, the greater the level of
employees perceptions on flexitime and employee stress. The results were processed using description statistics

in Table 5.1 below.
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Table 5.1: Descriptive statistics of flexitime and stress

Dimensions Mean | Standard deviation | Minimum | Maximum | Critical range
Flexitime

Benefits of flexitime 3.6 0.8 1.8 5.0 30 - 42
Flexible work practices | 3.8 0.8 1.0 5.0 34 - 42
Drawbacks of flexitime | 3.0 0.6 1.4 5.0 26 - 3.2
Employee Stress

Stress reduction 3.6 0.7 1.8 5.0 32 - 40
Work/life balance 3.2 0.8 1.4 5.0 26 - 38
Employee commitment | 3.7 0.7 2.0 5.0 32 - 42

The mean score value for the sub-dimensions of flexitime (Table 5.1) is such that flexible work practice has the
highest mean (M = 3.8), followed by the benefits of flexitime (M = 3.6) and lastly, drawbacks of flexitime (M =
3.0). The analysis of the flexitime sub-dimensions as indicated in Table 5.1 reflects that there are varying levels
with the administrative employees perception. Hence, the administrative employees have a greater perception
regarding flexible work practices in the or ganisation and they support flexibility with work. This is verified

when the mean score value is compared against a maximum attainable score of 5.

In terms of the sub-dimensions of employee stress (Table 5.1) employee commitment has the highest mean with
(M =3.7), followed by stress r eduction (M = 3.6) and |l astly, work/life balance (M = 3.2). T he analysis of
employee s tress sub -dimensions in Table 5.1 reflects tha t the re a re v arying level w ith the a dministrative
employees’ perception. The analysis of the stress variables as indicated in Table 5.1 reflects that administrative
employees are ¢ onvinced m oderately in terms of w ork/life ba lance, s tress r eduction a nd e mployee

commitment.

The mean scores for key dimensions of flexitime and employee stress are reflected in Figure 5.1 and Figure 5.2,

respectively.
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Figure 5.1: Descriptive statistics key dimensions of flexitime
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m Benefits of flexitime ™ Flexible work practices  © Drawbacks of flexitime

Figure 5.2: Descriptive statistics key dimensions of employee stress
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5.3 Inferential statistics

Inor dert o m ake de cisionsont heh ypotheses of t hes tudy, i nferential s tatistics a re us ed, na mely
intercorrelations, t-test, ANOVA, and multiple regression. Inferential s tatistics enable the researcher to draw

conclusions regarding the hypotheses of the study.
Hypothesis 1

There e xists s ignificant int er-correlations a mongst t he s ub-dimensions of f lexitime ( benefits of f lexitime,
flexible work practices and drawbacks of flexitime) and sub-dimensions of employee stress (stress reduction,

work/life balance and employee commitment), respectively (Table 5.2).

Table 5.2: Inter-correction amongst the sub-dimensions of flexitime and employee stress

Sub-dimensions of flexitime Benefits of flexiti Flexible work Drawbacks of
and employee stress ehchits of Hexitime practice flexitime
Stress reduction
r 0.421 0.422 -0.090
p <0.001** <0.001** 0.379
Work /life balance
r 0.190 0.309 -0.028
p 0.062 0.002** 0.784
Employee commitment
r 0.558 0.462 0.001
p <0.001** 0.001** 0.994

**p<0.01
Table 5.2 indicates that:

The benefits of flexitime significantly correlate with stress reduction and employee commitment, respectively,
at the 1% level of significance.

Flexible w ork practice s ignificantly co rrelates w ith stress r eduction, work/life ba lance an d employee
commitment, at 1% of level of significance.

However, T able 5.2 i ndicates that there are no i nter-correlations be tween be nefits of flexitime and w ork/life
balance, and with drawbacks of flexitime and sub-dimensions of employee stress (stress reduction, w ork/life

balance and employee commitment). Hence, hypothesis 1 may be partially accepted.
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Hypothesis 2

There is a s ignificant di fference in the 1 evel o f e mployee pe rceptions on f lexitime varying in biographical
profiles (age, gender, marital status, job category, academic qualification and years in company) respectively

(Table 5.3 and Table 5.4).

Table 5.3 Analysis of variance: Difference in flexitime based on biographical profiles

Biographical profiles  [Benefits of flexitime  [Flexible work practice ~ [Drawbacks of flexitime
F p F p F p
Age 0.84 0.477 1.09 0.356 1.71 0.171
Marital status 1.18 0.321 1.67 0.178 0.35 0.792
Job category 7.23 0.001** 3.23 0.044* 1.3 0.277
)Academic qualification 1.02 0.402 0.37 0.828 3.42 0.012*
Years in company 1.02 0.403 0.86 0.494 1.2 0.316
*%p<0.01
*p<0.05

Table 5.3 indicates that there is a significant difference in the b enefits o f flexitime sub-dimensions amongst
employees va rying i n j ob ¢ ategory, a tt he 1% 1 evel of s ignificance. I n or der t o de termine w here t hese

differences lie, the post hoc Scheffe’s test was conducted (Table 5.4).

Table 5.3 indicates that there is a s ignificant difference in the flexible work practice sub-dimension amongst
employees varying in job category at the 5% level of significance. Furthermore, there is a significant difference
in the drawbacks sub-dimension of flexitime amongst employees varying in academic qualification at the 5%
level of significance. In order to determine ex actly where the di fferences lie, the post hoc Scheffe's test was

conducted (Table 5.5).
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Table 5.4: Post Hoc Scheffe's Test: Job Category

Job category Mean Standard deviation
Sub-dimensions of flexitime
Benefits of flexitime Manager 4.867 0.231
Supervisor 4.160 0.645
Employee 3.521 0.781
Flexible work practice Manager 4.733 0.306
Supervisor 4.020 0.945
Employee 3.686 0.773

Table 5.4 i ndicates that managers with the highest mean score in this or ganisation, perceived the benefits of
flexitime pos itively, followed by th e s upervisors, whereas employees with al ow m ean s core ha ve s ome

reservations and do not view the benefits of flexitime with great expectations as managers and supervisors.

Table 5.4 indicates that managers followed by supervisors support flexible work practice positively, whereas

employees with alow mean score, were t he 1 east conc erned and do not pe rceive flexible w ork practices

positively as managers and supervisors.
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Table 5.5: Post Hoc Scheffe’s Test: Academic Qualifications

Sub-dimensions of flexitime | Academic qualifications | Mean | Standard deviation

Drawbacks of flexitime Std 8-10 2.844 0.477
Dip/Certificate 2.977 0.656
Undergraduate 2918 0.435
Postgraduate degree 3.193 0.599

Table 5.5 indicates that the administrative employees with postgraduate qualification have reservations as they
have the highest level of drawbacks of flexitime. Employees with Std 8-10 have the least level of drawbacks

with the introduction of flexitime in this organisation.

Table 5.5 indicates that the other biographical variables (age, marital status and years in the company) did not
influence employee p erceptions of flexitime ( benefits of flexitime, flexible work practices and drawbacks),

respectively.

Table 5.6: t-test: Benefits, flexible work practices and drawbacks of flexitime based on gender

Biographical profiles Benefits of flexitime [Flexible work practice |[Drawbacks
t p t p t p
Gender 0.296 0.768 1.147 0.254 1.670 0.098

The r esult presented in Table 5.6 1 ndicates t hat ge nder di d not impact on the s ub-dimensions of flexitime

(benefits, flexible work practice and drawbacks) respectively.

Accordingly, hypothesis 2 may be partially accepted.
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Hypothesis 3

There is a significant difference in the level of employee perceptions on employee stress varying in biographical

profile (age, gender, marital status, academic qualification, job category and years in the company).

Table 5.7: Analysis of variance: Differences in stress based on biographical profile

Biographical profiles [Stress reduction Work/life balance  [Employee commitment
F p F p F p
Age 0.55 0.6513 1.03 0.385 1.43 0.240
Marital status 0.85 0.469 0.26 0.855 1.67 0.179
Job category 0.39 0.677 0.46 0.633 2.64 0.076
Academic qualification 0.94 0.443 0.49 0.740 0.9 0.467
Years in company 0.52 0.718 0.21 0.931 0.7 0.596

The results presented in T able 5.7 1 ndicate t hat t here is no s ignificant di fference i n t he s ub-dimensions of
employee stress (stress reduction, work/life balance and employee commitment) and biographical profiles (age,

marital status, academic qualification, job category and years in the company).
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Table 5.8: t-test: Stress reduction, work/life balance and employee commitment based on gender

Biographical profile [Stress reduction [Work/life balance Employee commitment
t p t p t p
Gender 0.863 | 0.390 0.681 0.497 -0.855 0.395

Table 5.8 indicates that there is no significant difference in the stress reduction, work/life balance and employee

commitment sub-dimensions of employee stress varying in gender. Hence, hypothesis 3 is rejected.

Hypothesis 4

The s ub-dimensions of flexitime ( benefits of flexitime, flexible work practices and drawbacks) significantly

account for the variance of determining the perceptions of flexitime.
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Table 5.9: Multiple regression for flexitime

Model R R Square | Adjusted R Std.Error of the
Square estimation
1 0.691 0.966 0.965 0.128
2 0.736 0.964 0.963 0.136
3 0.796 0.932 0.930 0.148
Model Unstandardised coefficients Standardised coefficients
B Std. Error Beta p
Benefits of flexitime 0.345 0.000 0.310 0.008**
Flexible work practices 0.340 0.000 0.309 0.014*
Drawbacks of flexitime 0.168 0.000 0.206 0.259

**p<0.01,

*p<0.05

Table 5.9 indicates that the sub-dimensions of the benefits of flexitime, flexible work practice and drawbacks of
flexitime significantly account for 96.5% of the variance in determining administrative employees perceptions
of flexitime. The remaining 3.5% are factors that lie outside the jurisdiction of the study. Hence hypothesis 4
may be accepted. However, each of the sub-dimensions impact on flexitime to varying degrees. Based on the
Beta 1 oadings in T able 5.9,1tis evident that th e be nefits of flexitime ( Beta =0.310), followed c losely by
flexible work practice (Beta = 0.309), and lastly drawbacks (Beta = 0.206) impact on flexitime at a diminishing

level. This is depicted in Figure 5.3.
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Figure 5.3: Impact of benefits of flexitime, flexible work practices and drawbacks of flexitime
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Hypothesis 5

The s ub-dimensions of e mployee s tress (stress r eduction, work/life balance a nd e mployee commitment)

significantly account for the variance in determining perceptions of employee stress.
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Table 5.10: Multiple regression for employee stress

Model R R Square Adjusted R Std.Error of the
Square estimation
1 0.761 0.959 0.957 0.137
2 0.888 0.928 0.926 0.160
3 0.697 0.968 0.967 0.126
Model Unstandardised coefficients Standardised coefficients
B Std. Error Beta p
Stress reduction 0.409 0.000 0.455 0.004 **
Work/life balance 0.095 0.000 0.092 0.555
Employee commitment 0.595 0.000 0.660 <0.001%**

**p<0.01

Table 5.10 indicates that the sub-dimensions of stress reduction, work/life balance and employee commitment
significantly account for 95.7% of the variance in determining employee stress. The remaining 4.3% are factors
that lie outside the jurisdiction of the study. Hence, hypothesis 5 may be accepted. However, each of these sub-
dimensions impa ct on employee stress to varying de grees. B ased on the B eta 1 oadings in T able 5.10,1 t is
evident that employee c ommitment ( Beta = 0.6 60), followed by stress reduction ( Beta = 0.455) and l astly,
work/life balance (Beta =0.092) impact on e mployee stress to varying levels. The level of impact of the sub-

dimensions of employee stress is graphically depicted in Figure 5.4.

94



Figure 5.4: Impact of stress reduction, work/life balance and employee commitment on employee stress
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5.4. Reliability

Cronbach’s C oefficient A Ipha measures t he reliability in this s tudy. The reliability analysis w as c onducted
separately on the dimensions of flexitime and employee stress respectively. The Cronbach’s Alpha values are

indicated in Table 5.11 for flexitime and Table 5.12 for employee stress respectively.

Table 5.11: Reliability: Flexitime

Cronbach’s Coefficient Alpha

0.850

Table 5.11 indicates that the items in the Flexitime questionnaire have consistency and are reliable.
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Table 5.12: Reliability: Employee Stress

Cronbach’s Coefficient Alpha

0.890

Table 5.12 indicates that the items in the Stress questionnaire have consistency and are very reliable.

5.5. Conclusion

This chapter presented the r esults of t he s tudy obj ectively b y using d escriptive a nd 1 nferential s tatistics.
Furthermore, tabular and graphical representations were used. Descriptive and inferential statistics provided a

description and interpretation of results by using a number of methods.
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Chapter 6

Discussion of Results

6.1 Introduction

This chapter discusses the findings of the research. Where comparative literature is available, reference is made
to previous researchers and findings of others researchers. The current research is valuable when one compares

and contrasts the findings obtained with that of other researchers.

6.2 Dimensions of flexitime

In t he or ganisation, flexible w ork pr actice ha d the g reatest i mpact on e mployees, followed c losely by t he
benefits of flexitime and lastly the drawbacks of flexitime. The discussions are based on input from the mean

for each variable.

6.2.1 Benefits of flexitime

In this study, when assessing employee perceptions on the benefits of flexitime, it was found that the benefits of
flexitime w as s econd o ut of t he t hree s ub-dimensions of f lexitime. This impl ies tha t the a dministrative

employee perceptions in this regard are at a moderate level in this organisation.

However, against a maximum attainable score of 5, benefits of flexitime (Mean = 3.6) reflect that employees
have some reluctance and are skeptical. Ridgley et al. (2005) indicate that globally, flexible work s chedules
have been increasingly accepted and provide potential benefits for both employers and employees. The authors
also indicate that the use of flexitime is extremely important and it is easy to reach agreement on it. The ability
or oppor tunity to s et t heir ow n s tart and e nd times for t heir working day i mproves e mployee morale and
productivity, as employees are able to attain a greater fit between their workplace and personal commitments.
Mondy and Noe (2005) assert that flexibility in the workplace can be an important strategic factor in keeping a
good num ber of b rilliant e mployees. T he advantages of a flexible w orkplace 1 nclude t he i mprovement of

productivity and better recruitment and retention of staff, all of which provide the company with a better image.
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6.2.2 Flexible work practice

When assessing employees’ perceptions on the introduction of flexitime in the organisation, it was found that
flexible work practice was first out of the three sub-dimensions of flexitime. Furthermore, against a maximum
attainable score of 5, flexible work practices (Mean = 3.8) reflect that these employees perceive flexible work
practice with potential value. According to Brien and Hayden (2008), over the past 20 years, there have been
several reasons why flexible work practices (FWP) have quickly emerged. Research has indicated how FWP
have emerged, as well as factors contributing to their entrenchment within organisations. Administrations which
inspire work market flexibility have certainly had a good result, as they identify methods of flexible work which
make the job easier, for instance teleworking and accessing control. Brien and Hayden (2008) have identified
five major reasons for the introduction of flexible work practices: to achieve work requirements; to attain family
friendly objectives; administrative plans; fairness program; and management with skills deficiencies, employee

retention, and prevention of a stressful workplace and to reduce absenteeism.

Drew and Murtagh (2005) state that flexible w ork options will be he Ipful to attract qua lified, e xperienced
employees who would not ordinarily join an organisation, as well as retain those who may want to leave. The
resultant e ffect w ould be de creased e mployee t urnover a nd s ecure p ersonnel. Furthermore, managers ar e

making a considerable effort in terms of work investment, training and career development.

6.2.3 Drawbacks of flexitime

When assessing employees’ perceptions on the introduction of flexitime in this organisation, it was found that
drawbacks of f lexitime s urfaced t hird out of t hree s ub-dimension d etermining employee p erceptions of

flexitime. This implies that employees are cautions in this regard.

However, against a maximum attainable score of 5, drawbacks of flexitime (Mean = 3.0) reflect a high level of
employee reservations as flexitime is non-traditional work and employees may be required to fill in for work
colleagues who are on flexible leave. Ridgley et al. (2005) indicate that flexitime can create potential difficulties
for employers when there is insufficient employee coverage during and outside core office hours. Employees
need to be careful o fhow many hours are accumulated or how much credit is built up dur ing p eriods of
increased workload, as it is possible that they may not be able to take all of the time off and will therefore have

to forfeit it. Depending on t he c ore t ime pe riod de signated b y t he e mployer, employees w ho be gin t heir
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workday very early could possibly have to work longer hours, in order to be present during this core period.
This m eans t hat t hey w ould not be ableto s tart work e arly. A further ne gative i mpact on b usinessisif
customers were to call outside of the core working hours and not be able to reach the staff member concerned.
Scheduling m eetings c ould be come m ore c omplicated, w ith di fficulties e xperienced i n s etting up of 1 ong-

standing regular meetings as a result of the unavailability of all employees at the required times.

Brien and Hayden (2008) identified possible barriers to the introduction of flexitime, which include the lack of a
definite policy regarding flexitime within the organisation, a lack of resources, excess reliance on the optional
feature of workplace flexibility, insufficient right to use the flexitime plan and a deficient understanding of the

scheme.

6.3 Dimensions of employee stress

In this or ganisation, employee commitment has the greatest impact on e mployees, followed closely by stress
reduction and lastly by work/life balance. The discussions are based on input from the mean score for each

variable.

6.3.1 Stress reduction

In this study, when assessing employee perceptions on stress reduction, it was found that stress reduction was
second out of the three sub-dimensions of employee stress. This implies that the administrative employees view
stress reduction with discretion and awareness in this organisation. Hence, against a maximum attainable score
of 5, stress reduction (Mean = 3.6) reflects that employees view stress reduction with moderation. Segal et al.
(2008) state that when an employee’s needs are supported, he or she is stronger and more resistant to stress. A
good e mployee will be able to de al with s tressful w ork w ithout be coming ove rwhelmed. T o take care o f
employees does not require a full standard of living. Employee moods can also be improved by small things,

such as increasing their energy, which makes them feel as though they are back in the driver’s seat.

Robbins and Decenzo (2001) indicate that one of the first means of reducing stress is to confirm that employees
are properly suited to their jobs and that they appreciate the extent of their authority. Furthermore, by allowing
employees to know exactly what is expected of them, role conflict and ambiguity can be reduced. Redesigning
tasks can also help ease stressors connected to working too hard. Employees should also have some input in

redesigns that affect them. This indicates that when employees are more involved, they are less stressed.
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6.3.2 Work/life balance

In this study, when assessing employee perceptions on w ork/life balance, it was found that work/life balance
was third out of the three sub-dimensions of employee stress. This implies that employees have reservations, are
not supportive and associate barriers to this sub-dimension. However, against a maximum attainable score of 5,
work/life ba lance (Mean =3.2) may address a critical is sue o f c ompatibility with certain positions in this
organisation. Williams (2010) identified work/life balance as the balance between the demands, time and effort
required by work and the workplace, and the effect that it has on a person’s individual, family and social life,
and vi ce versa. A suitable w ork/life ba lance i s a ttained when t he w ork c onstituent doe s not dominate t he

person’s life and cause harm through the effects of negative stress.

Bird (2006) shares the same sentiment as William (2010) with regard to balancing lifestyle and work needs.
Furthermore, Bird (2006) asserts that with a good work/life balance, employees will be able to improve their

productivity, and there will be less stress.

6.3.3 Employee commitment

In this study, when assessing perceptions on employee commitment, it was found that employee commitment
was the first out of the three sub-dimensions of employee stress. This implies that employees perceive employee
commitment a s a c ritical factor for a m ore ha rmonious w ork e nvironment. H owever, against a ma ximum
attainable s core of 5, employee c ommitment (Mean = 3.7) reflects that these employees perceive em ployee

commitment and stress reduction positively.

McGuire and McLaren (2009) highlight that employee commitment may enhance their comfort in three ways:
firstly, it may assist an employee to deal with a stressful circumstance; secondly, it may facilitate workers to
develop a new, positive perception of a stressful condition; and thirdly, it may reduce the emotional distress

connected with a difficult situation.

According to Wayne et al. (1997, cited in McGuire & McLaren, 2009), employees who have a sense of being
sustained in the w orkplace ha ve be en identified to have ex cellent co mmitment and are m ore | ikelyto be

excellent performers.
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6.4. The relationship between flexitime and employee stress

In terms of the s tudy, t he be nefits of flexitime s ignificantly c orrelate w ith stress r eduction and employee
commitment. Ridgley et al. (2005) assert that flexitime is trusted by employees because it has given them some
control ove r the ir w orking ¢ onditions. With flexitime, employees a re le ss s tressed w hen d ealing w ith
emergencies because they are able to work back any time taken off to deal with these situations. In addition,
employee stress levels are usually reduced, and their morale is increased as they enjoy their work more, and feel

more valued. Therefore, they are likely to be more supportive of their organisation.

According to McGrath (1976, cited in McGuire & McLaren, 2009), there is a possibility that stress can present
the working conditions with strain which threatens the employee’s capacities. However, received control guides
to reduce stress levels and enhanced employee health. Wayne et al. (1997, cited in McGuire & McLaren, 2009)
state that employee empowerment and involvement can augment an employee’s sense of control and develop

employee health and well-being in the organisation.

According Fisher (2002) has suggested that employee affective commitment is vital for endorsing employees
and or ganisational fitness. Organisations a nd s upervisors may encourage t hat c onnection i fthey support in

employee well being in a workplace.

Respondents to the study also indicated that flexible work practices significantly correlate with all the sub-

dimensions of employee stress, that is stress reduction, work/life balance and employee commitment.

Lewis (2001) states that increasing flexible work practices in the labour market have become essential, because
they have focused on the employee’s need to resolve several non-work commitments. Furthermore, from this
literature four key causes for the endurance of work flexibility practices in the company may be identified, such
as the control of variable w orkloads, e nsuring that there is of fice c over during w eekend hours, maintaining

qualified employees with experience, and meeting employees’ demands.

According to Mondy and Noe (2005), in order to prosper with a diverse workforce, the organisation needs to
develop workplace flexibility. Within a flexible workplace workers are likely to stay with their or ganisation,
and hence be productive. Flexible work practices appear to be the solution with which to achieve the job in a
climate characterised by the freedom to choose your own w orking hours, trust in the s ystem, acceptance o f
individual responsibility and assessment. It is inspiring that some or ganisations have changed their traditional

approaches to jobs and work, with the aim of reducing costs, resolving the conflict between work and family
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responsibilities, and motivating and retaining qualified employees. W hen organisations attain these objectives,

it is logical that they will become more creative and globally viable.

Muse et al. (2008) state that to show the insights of organisational asset to predict emotional commitment, either
openly or by an arbitrating r ole of contentment provide practitioners w ith pos sible w ays to take a ction in

support of a happier, more committed and productive personnel.

Thus, the study indicates that a relationship exists between flexitime and employee stress. Ridgley et al. (2005)
indicate that flexitime will help employees to deal with their stress and be more focused and conscious of their
work; this will result in higher levels of productivity and creativity within the organisation. Furthermore, with

flexitime, employees and organisations will both be able to attain their goals.

6.5 Biographical correlates and flexitime

This study indicates that there is a significant difference in the sub-dimensions of the benefits of flexitime and
flexible w ork practice amongst e mployees in the job categories. According to O’Brien and Hayden (2008),
some s upervisors, di stressed by con centrating on employees and co-worker an ger, may be w ell e stablished
through flexitime and that c ould be un affected t errors about i ntroduction of ¢ onduits and likely de structive

career results.

Lewis (2001) states that the top line or line management is a vital cover which has been taken as high meaning
to the organisation in terms of flexible work practice. With aggressive stress on the results of the end product,
flexitime is s ometimes concealed by the number o f hours that a person works. Other problems which affect
supervision and flexible work practices are connected to issues such as the supervisors’ determination, and the

lack of precision and simple understanding of rules.

This study also indicates that e mployees w ith p ostgraduate de gree have drawbacks w ith flexitime, followed
closely by those with diplomas/certificates and undergraduate de grees. Employees with an education level of
grades 8t o 10 have t he | east dr awbacks with flexitime. Reilly (2001) m aintains that flexibility be nefits
employees by enabling them to acquire more s kills. S ome e mployees have to s eek t hemselves out t hrough
education and training as more skills become necessary and to employers seek to continuously up skill their
workforce. This is due to the constant pressure from competitors and customers. For this reason, organisations
should recognise the ne ed to allow e mployees to request flexible w orking as it ¢ ould be a good return on

investment for the firm.
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Dyer (1998) identified a model of flexibility as providing a hierarchy in the labour markets between the “core”
and the “periphery” workforce. The core workforce comprises experienced staff who are able to contribute in
executive and is immediately in use by an organisation. In Dyer’s argument, the issue with this model is that
core workers are provided with job security and high salaries that reflect their skill levels and their importance
to the or ganisation. However, the tangential personnel is characterised by l1ow salaries, low job security and

having small or dependence in their work.

The study found also that there is no significant difference in the benefits of flexitime, flexible work practices
and drawbacks of flexitime sub-dimensions, and gender. According to Stennett (1994, cited in Brien & Hayden,
2008) there is an indication that 90 percent of supervisors (both male and female) think that flexitime may have
a negative 1 nfluence o n their career pr ogress. In order to ove rcome the car eer challenges or negative
consequences of flexitime, thereis ane ed to concentrate on c onsidering work a chievement and not j ust

presence in the workplace.

Other biographical variables (age, marital status and years in the company) did not influence the perception of
benefits of flexitime, flexible work practices and drawbacks of flexitime respectively. However, other studies
have found a relationship between the sub-dimensions of flexitime with gender. Casner-Lotto (2000, cited in
Sylvia, 2009) comments on E st and Y oung with regard to how they saved an estimate of $1 7 million in
turnover-related c osts b etween 1997 and 1998, w hen t hey a dopted t he f lexible w orking a rrangements. It
improved their retention rates, particularly among women, as about 65 percent of the people who were working
flexibly had initially c onsidered leaving the c ompany e arlier in the year. Hom and Griffeth (1995, cited in
Sylvia, 2009) also identified that another reason for employee turnover relates to conflicts between the demands

of work and family, which has become worse due to the number of single-parent families.

Johnson (1995, cited in S ylvia, 2009) has found that em ployees ex periencing conflict be tween t heir family
responsibilities and work are three times as likely to consider quitting their jobs, compared to those who are not
experiencing conflict. Thus, flexitime helps to reduce turnover rates. Social justice also predicts that employees
will ha ve a mor e pos itive a ttitude tow ards organisations which they p erceive as t reating em ployees f airly

(Greenberg, 1990, cited in Sylvia, 2009).

According to Taylor (2008), recent research in the United States suggests that 33 percent of women see these

conflicts as a contributing factor for quitting their jobs in contrast with one percent of men.
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6.6 Biographical correlates and stress

Although this study did not indicate that any of the biographical variables (age, gender, marital status, academic
qualification, job category and years in the company) have an influence on e mployee stress. However, other

researchers did found a correlation between specific biographical variables and stress.

Sulsky & Smith (2005) state that gender stands for a person difference, which can differentiate how persons
observe and react to stress. In addition, males and females are trained to act in a different way and to have
dissimilar outlook in life, resultant in the two sexes ex periencing stress dissimilarly. Women tend to increase
psychological stress reactions such as hopelessness and exhaustion; whereas men tend to increase physiological

or corporal stress reactions, such as high blood pressure, heart illness and diabetes.

According to Page (2001) frequently, managers intensify the burden of work for those who retain their job. The
author has also identified that social separation, for example divorce can be the main reason for stress in an

individual.

6.7 Conclusion

This cha pter focused on t he di scussion of the results w hich w as then ¢ ompared and ¢ ontrasted t o previous

research. The next chapter details recommendations and conclusions for this study.
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Chapter 7
Recommendations and Conclusion

7.1 Introduction

In t his s tudy, the lite rature on the ke y v ariables of the study, thatis flexitime and employee stress w ere
explored. In addition, e mpirical analysis using both de scriptive and inferential s tatistics was conducted. The
results of this study w ere c ompared and c ontrasted with the findings of other researchers in the area of the

study. This chapter provides recommendations and conclusions based on the findings of the study.
7.2 Major findings of the study

There is a significant relationship between flexitime and employee stress.

7.3 Recommendations for future research

In this study, a sample of 97 respondents drawn from administrative employees from a tertiary institution was
used. For the enhancement of the generalisability of the results and reliability, future research can be conducted

with a larger sample size.

The respondents surveyed in this study were limited to administrative employees from two campus sites of a
tertiary envi ronment. Future s tudies s hould focus on surveying employees from ot her s imilar in stitutions to
obtain a wider focus with results. In this regard, there is room for various comparisons with institutions. Hence,
assessments can be made on factors relating to flexitime and stress in this institution. Future research can also

focus on other related variables.
7.4 Recommendations based on results of the study

The recommendations provide guidelines for the future. Some of the recommendations also reflect the views of
authors. Of importance, the study reflects that there is a significant impact of flexitime on stress reduction in

this organisation.

In this study, a significant number of respondents indicate a level of skepticism with the benefits of flexitime. A
strong emphasis should be placed on clarity with issues concerning the benefits of flexitime for employees in
this organisation. In this regard, management needs to have clear guidelines and transparency so that employees

view the benefits of flexitime in a more positive light.
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In terms of the study, there are respondents who believe that flexible work practices may not balance their work
and family lives better than if they had to work full time. In order to nuture flexible work practices, managers
need to inform staff that flexible working also means that e mployees are under less stress and that there is
reduced absenteeism. F urthermore, flexible w ork practices are c ontributory factor in attracting and r etaining

employees, and this important information should be communicated to all staff.

In this study, some respondents have considerable drawbacks with flexitime. It is important for managers or
human r esource pe rsonnel t o e valuate t he di sadvantages of f lexitime before i ntroducingitandt o inform
employees in this regard as it affects them ne gatively. Furthermore, the introduction of flexitime s hould be
considered taking note of e mployee interests. Also, managers need to balance the ne eds of e mployees w ith

those of the organisation.

In this study, a significant number of respondents have revealed their s upport on s tress reduction. A strong
emphasis should be placed to deal with stress by introducing techniques or programmes, such as, employee
assistance and wellness programs which will assist employees to deal with stress in the workplace as this also
affects employee health. It is important that managers and employers to provide their input in terms of reducing
stress at w ork. Organisations ne ed to make ev ery attempt to reduce e mployee s tress rate es pecially w here

employees can perform to their best and their ability, and to take cognisance of core business objectives.

Employees in this or ganisation, also feel that their work schedule conflicts with their family life. In order to
create a more harmonious work environment, organizations need to practice work/life balance strategies, such
as, flexitime so that employees can balance their work and family demands. In this way, performance is at an
optimum level and productivity is evident.

The study indicates that numerous employees feel that with flexitime employee commitment to organisational
goals will be evident. Clearly, it imperative to institute flexibility for the main purpose of reducing s tress.
Organisations should take note that with the help of flexitime, employees are less stressed and it is important

that they institute work/life balance practice in their organisation.
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7.4.1 Relationships between the sub-dimensions of flexitime and the sub-dimensions of employee stress

In this study a relationship exists between the sub-dimensions of flexitime and stress.

The s ub-dimensions of flexitime, namely, benefits of flexitime, flexible w ork pr actices and dr awbacks of
flexitime impact on flexitime to varying degrees with benefits of flexitime having the greatest impact followed

closely by flexible work practices and lastly drawbacks of flexitime, respectively.

Likewise, the s ub-dimensions of e mployee s tress, namely, s tress r eduction, w ork/life ba lance and e mployee
commitment impa ct on s tress to varying de grees w ith the gr eatest impa ct be ing employee commitment,
followed by stress reduction and lastly work/life balance, respectively. The sub-dimensions of flexitime and

employee stress correlate with each other.

There a re s ignificant di fferences b etween the s ub-dimensions of f lexitime a nd bi ographical va riables ( job

category and academic qualification).

In terms of the s tudy, be nefits of f lexitime s ignificantly ¢ orrelate with stress r eduction and employee
commitment. Therefore, managers should make every effort to promote the benefits of flexitime and employee

commitment in this organisation.

Respondents of this study, also indicate that flexible work practices significantly correlate with stress reduction,
work/life balance and employee commitment. Hence, emphasis must be placed on flexible work practices and

stress reduction.

This study indicates that there is a significant difference in the sub-dimensions of the benefits of flexitime and
job category, and with flexible work practice and job category amongst employees in various in job categories
in this organisation. As a result, organisations should pay greater attention by enhancing these sub-dimensions

for employees from all job categories.

In a ddition, t here i s s significant di fference i n t he dr awbacks o f f lexitime s ub-dimension a nd a cademic
qualification. T hus, or ganisations can m ake e very effort to s hift the focusinthis area and pay attention to

employees furthering their qualifications.
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7.5 Conclusion

The overall aim of the study was to explore flexitime as a tool to reduce stress. The administrative employees in
a tertiary institution, in the KwaZulu-Natal province were the target population for this study. In this study, staff
perceptions revealed that the re is a s ignificant impa ct of flexitime on stress reduction. It s eems tha t the

introduction of flexitime is advantageous for the whole organisation. Organisations should consider flexitime
and s tress r eduction a s i mportant s trategic 1 ssues. It canr esultin a m otivated w orkforce with r educed
absenteeism. Employer-employee r elations, t rust and ¢ ommunication, amongst others ar e critical factors for

success. Of importance, co-worker support is essential.

Hence, employees can perform to the best of their ability in a supportive work environment. An awareness must
be created with tertiary managers on t he advantages of introducing flexitime to reduce employee stress in a

tertiary environment.
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QUESTIONNAIRE: FLEXITIME AS A TOOL TO REDUCE EMPLOYEE STRESS: AN
EXPLORATORY STUDY

INSTRUCTION: Please mark a cross(x) in the appropriate block (mark only in one block)

SECTION ONE: DEMOGRAPHICAL INFORMATION

6. MARITAL STATUS

1. JOB CATEGORY Never married 1

Married 2

Manager 1 Divorced 3

Supervisor 2 Widowed 4
Employee 3

2. PROFESSIONAL EXPERIENCE

0-5 1
6-10 2
11-15 3
16-20 4
21+yrs 5

3. ACADEMIC QUALIFICATION
Standard 8-10
Diploma/ certificate
Undergraduate degree
Degree

Postgraduate degree

DN AW~

4. GENDER

Female 1
Male 2

5. AGE (years)

20-29 1
30-39 2
40-49 3
50 +yrs 4
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SECTION TWO (PART A): PERCEPTION OF FLEXITIME AT WORKPLACE

INSTRUCTION: Please mark a cross(x) in the appropriate block (mark only in one block).

1=Strongly Disagree - SD

2= Disagree -D
3=Neutral -N
4=Agree -A

5= Strongly Agree -SA

SD

SA

Flexitime will at tract ex perienced and qua lified
employees in the organisation.

Flexitime may result in a lower staff turnover and a
more stable workforce in this organisation.

With flexitime, staff will be less stressed and more
focused.

Flexitime w ill a llow s taff in my or ganisation to
adjust to their time management.

Managers i nm y organisation s hould r ethink t he
structuring of t raditional e mployment t o i ntroduce
flexitime.

Employeesi nm yor ganisation w ouldha vea n
opportunity t o f urthert heir qua lifications with
flexible work practices.

With f lexible w ork pr actices, 1w ill ha vea good
work/life ba lance, he nceac commodating my
personal commitment.

Some flexible practices such as job-sharing can be a
good way to ease into retirement.

Using f'lexible pr actices, m y o rganisation will r eap
the benefits in the long-term.

10

My o rganisation s hould vi ew flexitimea sa n ew
work pattern and adopt this as soon as possible.

11

If my or ganisation fails to introduce flexitime, they
will be 1 essabl et o attract and r etain at alented
workforce.

12

Flexible w ork practices can have a negative i mpact
on teamwork in my organisation

13

My organisation may not view flexitime in a positive
light and may feel that flexitime is not ideal for this
organisation.

14

There can be less consistency in task performance if
people are not working full-time.

15

There may be little difference with output regarding
those e mployees w ho w ork normal hours and those
that work flexitime.
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SECTION THREE (PART B): STRESS SCALE

INSTRUCTION: Please mark a cross(x) in the appropriate block (mark only in one block).

1=Strongly Disagree -SD
2= Disagree -D
3=Neutral -N
4=Agree -A
5= Strongly Agree -SA

SD

SA

I feel that Ineed flexitime be cause my job is
stressful.

Flexitime is one s olution to reduce m y s tress
level at work.

I never finish my work due to high stress level
that I experience.

With r educed s tress I evels, I w ould be m ore
productive and have job satisfaction.

I would be more focused in my job with a more
relaxed work environment.

I always think about my work outside my
working hours.

My w ork s chedule of ten ¢ onflicts w ith my
family life.

With my work being demanding at time, [ am
irritable at home.

I haves om uchw orkt od o thatimpa ct
negatively with regards to my personal interests.

10

I find that extra time reduces workplace learning
opportunities.

11

With f lexitime, Iw ouldbe m uchm ore
committed with my job.

12

With flexitime, morale tow ards w ork will
increase with employees.

13

Employees’ commitment to organisational goals
will be enhanced.

14

Flexitime w ill he Ip employees to putan extra
effort to what will be required of them.

15

With flexitime, I will commit myself to all future
plans in this organization.
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SECTION FOUR:

The questions in the survey may not have allowed you to report some things you may
want to say about your job, organisation, or yourself, that may improve the research.

Please make further comments in the space provided.

THANK YOU IN ADVANCE FOR YOUR ASSISTANCE
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