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As a leading Irish business
school in a public university
system, KBS is committed to
excellence in teaching and
to fostering knowledge and
understanding of business
and society within a diverse,
research active and socially
engaged environment.

Research at KBS serves this mission.
Our goal is to cultivate excellence

in research, underpinned by our
core values including commitments
to promote learning and discovery
as well as social responsibility

and ethical behaviour; to protect
academic freedom and enhance
knowledge; to maintain a future
orientation and an international
perspective; to promote inclusive and
sustainable societies and facilitate
the involvement of industry.

Our research finds a focus in the four
academic departments of the School
as well as in active research clusters
and broad thematic descriptors.

The current research clusters are:
Accountability (ARC); Efficiency &
Productivity Analysis; Emerging Risk
Assessment & Underwriting; Human
Rights & Development Practice;
Interpretive Consumer Research;
Psychological Science in Business;
Privatisation & PPP; and Quality of
Work. Research seminars are also
regularly organised by the themes of
Work, Knowledge & Employment and
Public Policy, Enterprise, Governance
& Sustainability.

See http://www.ul.ie/business/
research for more information.

UNIVERSITY OF

LIMERICK

OLLSCOIL LUIMNIGH

Kemmy
Business School

KBS RESEARGH BULLETIN

January 2021
[ssue 89

From Start to Finish: Flexi-time as a Social Exchange
and its Impact on Organizational Outcomes

Synopsis

We employ arguments from social exchange
theory to develop a framework explicating the
relationship between flexi-time and employee
absenteeism, employee turnover, and
organizational profitability. Then, employing
data from 1,064 private sector organizations
located in France, Germany, Hungary, Ireland,
Italy, Sweden, and the United Kingdom, we
test our hypothesized model via path analysis.
We found flexi-time to have a significant
negative relationship with employee turnover
and a significant positive relationship with
organizational profitability, controlling for
organizational, industry, and country factors,
as well as other flexible work arrangements.
The relationship between flexi-time and
absenteeism did not reach significance in our
estimations.

Introduction and Background

This study contributes to the on-going debate
on the organizational benefits linked to
the use of flexi-time, one of a suite of work
arrangements which has gained renewed
significance as a result of the Covid 19
Pandemic. Flexi-time was first introduced in
Germany in 1967 and was initially seen as a
means of relieving transit and commute time
problems (Pierce & Newstrom, 1980). Shortly
after, it began to gain traction as a way of
attracting women with family responsibilities
into the workforce and allowing them to balance
their work and personal lives. Thus, while
flexi-time is a useful tool to attract workers
such as those with caring responsibilities and
those wishing to work outside the confines

of the traditional working day, employers are
however most likely to implement flexi-time
when the perceived benefits outweigh the
costs of introducing such practices (Plantenga
& Remery, 2005). It is therefore important to
build an evidence-based business case for the
implementation of flexi-time.

While a number of international, comparative
and cross-cultural studies examining flexi-
time from an employer perspective have
been conducted, both conceptual and
methodological gaps remain in the literature.
From a conceptual viewpoint, a reoccurring
issue throughout the literature on flexi-time
is the lack of a clear and concise definition,
with the result that studies employing
proximal nomenclature are not necessarily
always examining and explicating the same
core phenomenon. From a methodological
perspective, concerns have been raised with
respect to the paucity of research exploring
the relationship between flexi-time and
organizational outcomes across countries
with idiosyncratic institutional arrangements.
To address these gaps in the literature we
employ a single definition of flexi-time and
examine the relationship between flexi-time
and organizational outcomes across 1,064
private sector organizations in 7 countries with
different institutional provisions.

Issues and Questions Considered

Unlike economic exchange, which in the
employment relationship would simply be
payment for work, social exchange theory
is built on the premise of mutual exchanges
(Eisenberger et al., 1986). Therefore, the exact
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nature and extent of the return is dependent
on the discretion of the employee providing
it. In this way it is thought to be a function
of personal obligation, gratitude and trust in
the organization (Haas & Deseran, 1981), with
reciprocating behaviors going beyond mere
contractual agreements (Organ & Ryan, 1995).
The availability of flexi-time can be regarded
as an extra benefit or incentive offered by an
organization, and therefore has the potential
to generate returns for the organization.

Allowing employees to alter the starting and
finishing times of the workday, and the potential
to carryover surplus or deficit hours worked,
have the potential to act as an incentive to
reduce absenteeism (Munsch, Ridgeway, &
Williams, 2014). From an employee viewpoint,
flexi-time generates value and benefits
by allowing employees flexibility around
when work is completed, making it easier to
coordinate their work/non-work commitments
(Nord, Fox, Phoenix, & Viano, 2002). The
desire to return this benefit (in this instance
perceived levels of autonomy) should lead to a
decrease in absenteeism as employees would
be incentivized to attend work if at all possible
(Latorre et al., 2016). Therefore, we posit that
flexi-time will reduce employee absenteeism.
H1. Flexi-time will have a negative relationship
with employee absenteeism.

In an attempt to attract and retain talented
employees, employers worldwide have
increasingly adopted HR practices such as
flexi-time. From a social exchange perspective,
we argue that organizations offering flexi-time
create a positive employment relationship as
flexi-time can be seen a means to address
work/non-work conflict, thus creating a
benefit and incentive for employees to remain
with the organization. Such benefits have the
potential to create a positive employment
relationship that is likely to result in lower
levels of employee turnover. Thus, we propose
the following hypothesis: H2. Flexi-time will
have a negative relationship with employee
turnover.

On the whole there is a dearth of evidence
on the relationship between flexi-time and
organizational profitability (Lee & DeVoe,
2012) but where it does exist the empirical
evidence suggests that flexi-time can have a
positive impact on overall profitability. Based
on the premise of social exchange theory,
if an organization offers flexi-time, which
is perceived as a positive incentive by its
employees, it will in turn result in employees
displaying positive behaviors, offering the
possibility for productivity gains along with a
diminution in absenteeism. This will ultimately
influence performance and lead to financial
outcomes such as increased profits. Therefore,
as our final hypothesis we propose that: H3.
Flexi-time will have a positive relationship with
organizational profitability.

Methodology

To test our hypotheses, we draw on
comparative data from 1,064 private sector

organizations, provided by the CRANET survey.
The CRANET survey is the largest and most
representative independent survey of HRM
policies and practices in the world and focuses
on factual questions about HR practices in the
organizations (Morley & Heraty, 2019; Parry,
Stavrou & Morley, 2011). Descriptive statistics
were used to summarize organization
characteristics, flexi-time, employee turnover,
absenteeism and organizational profitability.
Bivariate linear relationships with flexi-time
were summarized using Spearman’s rank
correlation. A path analysis using Mplus
7.4 was used to examine the relationship
between flexi-time and the outcome variables
(employee absenteeism, employee turnover,
and  organizational  profitability)  while
controlling for organizational, industry and
country characteristics, as well a suite of other
flexible working arrangements.

Outcomes and Findings

Controlling for organizational, industry, and
country level factors, as well as the use of
other flexible work arrangements (weekend
work, shift work, overtime, annual hours
contracts, part- time working, job sharing,
temporary/casual contracts, fixed-term
contracts, homebased working, teleworking
and compressed working week), we found a
significant negative relationship between flexi-
time and employee turnover (supporting H2),
and a significant positive relationship between
flexi-time and organizational profitability
(supporting H3). We did not find support
for the postulated negative relationship
with absenteeism in H1. Our results indicate
that flexi-time as a standalone intervention
can yield significant organizational returns.
However, despite the potential benefits of
flexi-time documented in the literature, the
implementation of flexi-time is often seen
to be problematic, with many organizations
confining flexi-time to specific areas/jobs
within the organization (Clutterbuck, 2003;
Mayberry, 2006; Powers, 2004). Commonly
cited difficulties associated with flexi-time
include: the coordination and management of
flexi-time; difficulties with implementing flexi-
time in teams and work groups; the possible
stigma or career penalties associated with
using flexi-time; and the relinquishing of a
degree of management control ( Akyeampong,
1993 ; Dancaster, 2006; McDonald, Bradley, &
Brown, 2008). Despite some of the challenges,
real or imagined, our results indicate that it is
in an employer’s best interest to promote and
encourage the uptake of flexi-time throughout
the organization in order to secure the returns
identified. By controlling for other flexible
work arrangements in our analysis, this study
focuses on the independent impact of flexi-
time on employee turnover and organizational
profitability. While previous studies have
focused on the employee benefits associated
with flexi-time policies, our study focuses
on the business case for flexi-time and
the potential standalone gains that may be
secured from implementing this particular
work arrangement.
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About the KBS Research Bulletin
The purpose of the KBS Research
Bulletin series is to make our
research more readily accessible
to a wide range of interested
stakeholders, and so to allow our
work to have a useful impact on the
society in which we operate. We
regard this as an important part of
our stakeholder engagement. The
dissemination of these bulletins
aligns with both the UL focus on
excellence and impact in research,

and on the KBS strategic goals of

cultivating excellence in research
while contributing to our community
of stakeholders in a responsible and
sustainable manner.

UNIVERSITY OF | Kemmy

LIMERICK Business

oLLSCOIL LUIMNIGH | Schoo



https://www.sciencedirect.com/science/article/pii/S0263237320300244?via%3Dihub
https://www.sciencedirect.com/science/article/pii/S0263237320300244?via%3Dihub

