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[bookmark: _Toc228900702]Abstract 
This paper discusses how the practice of flexible working can enhance the productivity of the employees in the UK retail sector and particularly Marks and Spencer (M&S). Retail industry is highly labour intensive, fluctuating in demand and is complex in terms of operations such that retaining their productivity is a constant challenge. To this end, organisations have turned towards flexible working windows including flexible shifts, hybrid working, part-time work, and job sharing to boost the engagement of employees and organisational performance.
The study is qualitative with a systematic literature review to examine the literature, industry reports, and organisational data. The interpretivist research philosophy will be used to figure out how employees perceive and managerial views about flexible working practices. The thematic analysis enables the study to derive patterns in three vital areas which include the outcome of employee productivity, how employees perceive the theory, and the challenge that the managers face in implementing flexibility.
The results have shown that usually flexible working practices influence the productivity of employees positively. High motivation, engagement and efficiency are increased because of growing autonomy, better work life balance and less commuting. There is also lower absenteeism and better employee retention that goes with flexible working which is vital in retail performance. The study however also reveals the so-called flexibility paradox where an inadequately flexibility might result in unclear work-life boundaries, stress, and decreased long-term productivity.
Employee perception comes out as a prime mediating variable. They also suggest that positive attitudes towards flexibility as organisational support will increase commitment and performance, whereas negative attitudes concerning fairness, career advancement, and communication lapses will be able to restrain the effectiveness of flexibility. Moreover, the study identifies major management issues, such as complexity of schedules, monitoring performance, fairness at work and effective communication in the context of flexible work set-ups.
The study concludes that flexible working does not always work but it works well in cases when it is planned, with good management backing together with definite policies and good technological infrastructure. In the case of M&S, flexible working is consistent with more general organisational objectives, including sustainability, employee welfare, and future productivity. The study can be applied to the existing body of knowledge by filling the gap of sector-specific research on flexible working within the retail sector in the UK and offer a practical implication of how managers should manage to move matters between operational efficiency and the needs of their employees. 
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[bookmark: _Toc228900706]Chapter 1: Introduction, Background and Research Problem
[bookmark: _heading=h.gsw2tfbotw0e][bookmark: _Toc228900707]1.1 Introduction
The UK retail market is considered one of the greatest employers in the nation, and it offers employment to more than 3 million people and makes a huge contribution to the national gross domestic product (GDP) (Statista, 2026). It is typified by high employee turnover, labour-intensive services, irregular working hours and a persistent worry to sustain productivity despite the cost and changing employee demands. These issues are also aggravated by the changes in digitalisation, post-pandemic changes in work norms, and the increasing attention to the well-being of employees. To address these issues, flexible working has been introduced as a strategic human resource management (HRM) instrument, which should enhance employee engagement, satisfaction, and productivity, especially at large retail companies like Marks and Spencer (M&S).
Flexible working arrangements are diverse under arrangements that allow the employee flexibility on the nature, place and time of work. Examples are flexible schedules, work part-time, job shares, compression, hybrid models, and remote working for qualified jobs. Even though flexible working has traditionally been related to the knowledge-driven industries, it has become increasingly applied to the retail business over time because of workforce diversity, digitalisation, and changing employee demands. M&S has introduced a flexible working structure of shifts, a corporate hybrid scheme and work-life balance programmes, which indicate that the organisation has a strategic interest in the welfare and sustainability of its employees (Chen, 2025).
In spite of these, the problem of productivity remains in the retail sector as a result of absenteeism, employee burnout, and operational intricacies. The studies on the connection between work flexibility and productivity yielded inconclusive results, especially when it comes to large retail organisations. The presupposition of the current research is to analyse how flexible working practice can help the company to improve employee productivity at M&S, filling both academic and managerial gaps in industry-specific knowledge.
[bookmark: _heading=h.ml316qc3mo5j][bookmark: _Toc228900708]1.2 Background of the Study
The UK retailing business is very competitive and dynamic, and the performance of employees is very important to the success of organisations. Statista (2026) indicates that the share of retail in the UK employment is significant, which emphasises the socio-economic significance of the sector. Marks & Spencer is a major retail brand with more than 65,000 employees in the stores, distribution centres and corporate offices (Statista, 2026). Companies have taken a responsible employment policy as part of their global sustainability strategy, which has been focusing on the welfare of their employees, ESG goals, and long-term value creation of the organisation (Chen, 2025).
The concept of flexible working in retail has received prominence as a viable and strategic instrument. Such benefits have practical implications, such as an enhanced balance of work and life, attendance and turnover. Flexible working also plays a strategic role in employee engagement, employee satisfaction, and employee retention, which are essential in the sectors typified by labour intensity and unpredictable demand trends (Sanders et al., 2025). At M&S, flexible working arrangements are part of a wider sustainability campaign, as the welfare of its workforce is connected to the social and environmental responsibility of the company (Chen, 2025).
The relevance of flexible working in the UK is supported by industry-level data. According to Statista (2026), there has been a growing trend of flexible working practices in all sectors, due to the changing demands of employees for autonomy, balance, and well-being. These trends suggest that the implementation of flexible work practices is neither an operational change nor a strategic initiative to adjust organisational practices to societal and workforce changes. The combination of these practices into human capital management will enable M&S, as well as other retailers, to enhance productivity in the environment of meeting sustainability goals (FitzRoy and Nolan, 2025).
[bookmark: _heading=h.gvfnqzvnex1p][bookmark: _Toc228900709]1.3 Research Problem
Although the idea of flexible working is gradually being accepted as a possible way to enhance both productivity and the well-being of employees, the current studies are not consistent in their results. There is some research that proposes using autonomy, supervisory support, and employee engagement as positive influencing factors on performance. Other challenges mentioned include blurred boundaries, self-exploitation, and heightened stress when flexibility is managed inadequately, which is referred to as the flexibility paradox.
The connection between flexibility of working and productivity has not been investigated fully in the context of retail. The retail business is also very reliant on staffing ratios, changing consumer demand and shift working, making it difficult to adopt flexible structures. In addition, organisational commitment and strategic alignment play a key role since flexible working will only bring beneficial results when justified by consistent HR policies and management controls. Flexibility working in M and S is one of the long-term sustainability initiatives of the company, which connects the employee welfare to the long-term social responsibility objectives of the company (Chen, 2025). However, this has not been empirically evaluated to determine the impact of the practices on both employee and management productivity in the UK retail sector.
There is a practical implication of this research gap. The large organisations have dependable operational efficiency as well as employee well-being, which requires balancing between the operational efficiency and the employees (retention and engagement) by the retail managers. Moreover, the perception of flexible working by employees and the issues involved in implementation are important in coming up with policies that contribute to increased productivity without unintended effects.
[bookmark: _heading=h.z08uiws02pcr][bookmark: _Toc228900710]1.4 Research Aim and Objectives
Aim:
This research is conducted with the purpose of investigating the effect of flexible working on the productivity of the employees at Marks and Spencer.
Objectives:
· To determine the flexible working practices used by Marks and Spencer.
· To examine the impact of flexible working on the productivity of employees.
· To measure how employees feel about flexible working practices.
· To evaluate the management issues regarding the introduction of flexible working.
Research Questions:
RQ1: What are the flexible working policies employed at Marks & Spencer?
RQ2: What is the effect of flexible working on employee productivity?
RQ3: What is the perception of the employees towards flexible working policies?
RQ4: What are the problems that M&S experiences in adopting flexible working?
[bookmark: _heading=h.ixxxevwg5w9d][bookmark: _Toc228900711]1.5 Significance of the Study
The study can help in adding to academic literature as well as applied HR management within the retail industry. It is scholarly in the sense that it deals with a gap in the literature in terms of sector-specific research, determining the effect of flexible working on productivity in the retail organisations of the United Kingdom. In a practical sense, it gives lessons to managers on how to balance the flexible working concept and efficiency in operations, as well as the welfare of employees.
The empirical strength of the study is increased by the use of statistical and organisational data. Statista (2026) is a good source of information about employment patterns, workforce size, and flexible working trends, which will give an objective ground to compare the practices implemented by M&S to the industry trends. In the same manner, organisational reports and sustainability disclosures present company-specific information that helps in placing flexible working arrangements in the strategic priorities of M&S (Statista, 2026).
[bookmark: _heading=h.6okua9vmzi7c][bookmark: _Toc228900712]1.6 Literature Review Summary
Flexible working is widely known as a solution to the better performance of employees and a balance between work and life. Flexibility enhances job performance by increasing autonomy and trust between the supervisor and the employee. Flexible working is most valuable to younger and middle-aged employees, as it relates to work-life balance and contextual performance. Likewise, Taibah and Ho (2023) note that there is a better performance outcome in the Generation Z employees who have the flexibility in work arrangements.
This is supported by cross-sector research that shows flexible working has a negative impact on absenteeism, engagement and job satisfaction. In the case of manufacturing, there is the flexibility of hours and job rotation, which makes people more productive as they match the needs of the operations with their preferences. Work-from-home in the service industry enhances participation and lower turnover rates, whereas flexible work hours in the hospitality industry enhance employee satisfaction, which mediates the results in productivity (Sanders et al., 2025).
However, challenges exist. The paradox of flexibility is that flexibility, when uncontrolled, can cause stress and overworking. Productivity gains can only be achieved with the help of organisational commitment and strategic alignment. Flexible working at M&S is sustainable to deliver on the sustainability goals, which serve as a factor in employee welfare and the long-term organisational performance (Chen, 2025). However, the empirical gap that exists in the evaluation of these effects in big UK retail organisations has been recognised, and this study intends to fill this gap.
[bookmark: _heading=h.9ocdiqag3j3j][bookmark: _Toc228900713]1.7 Research Methodology 
The present research is a qualitative case study because it aims to explore flexible working at M&S through a case study approach to study complex organisational phenomena (Durugbo and Al-Balushi, 2025). The study is premised on the interpretivist philosophy of research because the research aims to comprehend the perceptions of employees and managers towards flexible working and their influence on the productivity outcomes.
The secondary qualitative sources will be used to gather data, such as peer-reviewed journals, organisational reports, industry publications, and Statista datasets (Statista, 2026). To determine the patterns and trends of the types of flexible work, its effects on productivity, workers' feelings, management issues and organisational limits, thematic analysis will be used. Triangulation of data will increase validity and reliability by comparing multiple sources and reducing bias in the company reports.
[bookmark: _heading=h.c7nnakcruco6][bookmark: _Toc228900714]1.8 Ethical Considerations
Ethics will also be upheld by giving due credit to all materials used and ensuring that the principle of academic integrity is upheld and also reviewing the organisational publications to ensure they are not biased. It will be the study that will embrace transparency and objectivity, where conclusions are drawn out of evidence-based research and not promotional stories. The ethics committee of the UWTSD will be contacted to ensure that both ethical standards are adhered to at the institution.


[bookmark: _heading=h.o41ulga08yu5][bookmark: _Toc228900715]Chapter 2: Literature review
[bookmark: _heading=h.yt3wcwc3fxla][bookmark: _Toc228900716]2.1 Introduction
Flexible working has become a widely discussed concept in contemporary human resource management as organisations attempt to improve the productivity, involvement, and health of their employees without compromising the efficiency of their operations. Flexible working covers the ideas of flexible scheduling, part-time employment, job sharing, distant work, and hybrid work, which are more permissive in letting employees have a higher degree of autonomy in the situations, place and time of how they execute their duties (Ridzuwan, Fakhri and Tenny, 2025). Flexible working has become a strategic process in the UK retail industry, which employs more than three million people and makes a significant impact on the national economy because it helps overcome the problem of high workforce turnover, inconsistent schedules and dissatisfied employees (Statista, 2026). Although flexible working has increasingly gained use, academic sources provide inconclusive evidence on how this practice affects productivity among employees, and little information on how it affects the performance of specific sectors. Although the research in the manufacturing, service, and knowledge-based sectors indicates that flexibility may decrease absenteeism, enhance involvement, and increase the overall production, there is limited evidence on the matter in the context of UK retail (Ridzuwan, Fakhri and Tenny, 2025). The objective of the chapter is to critically analyse the literature on flexible working in the retail industry and to analyse how it can influence the productivity of employees. 
2.2. Theoretical frameworks for Flexible Working
2.2.1 Job Demands–Resources (JD-R)
Schaufeli (2017) highlights that job demands, according to JDR theory, are defined as aspects that require both physical and mental effort constantly, and so physical and psychological costs associated with their outcome. The theoretical perspective also clarifies the need for both job demand and resources simultaneously. In terms of flexible working, the theoretical perspective clearly indicates that job demand leads to physical and psychological stress. If job demand is high and power is low, then it is more likely that workplace stress exists, dominantly impacting performance and productivity. So, the need for flexible working is very relevant to reduce the level of psychological and physical cost invested in performing a job. The theory also indicates balancing resources and demand for effective working. 
2.2.2 Social Exchange Theory
Berkery et al. (2020) point out that social exchange theory, in practice, when considered in terms of flexible working, provides high rates of attrition or attendance at work depending on the premises and effectively balances conflicting demands. Social exchange theory favours the exchange between organisation and employees as a crucial part of the balancing relationship. In terms of flexible working, it is the offering of an organisation that helps employees to maintain balance and also reduce psychological and physical stress. So, flexible working is highly positive in creating employee-organisation relationships and is also relevant to understanding the strategic advantages of flexible working in practice. In this respect, flexible working as an offering of an organisation increases the rate of employee retention and engagement as a return gift from the employees. 
[bookmark: _heading=h.9s9bfmz7oyf0][bookmark: _Toc228900717]2.3 Examine the impact of flexible working on the productivity of employees
The concept of flexible working has become a major contributor to employee productivity in modern organisations, especially in areas like retailing, where operational pressure is very intense, and employee turnover is an issue that cannot be ignored. Such flexible work practices as flexible scheduling, hybrid work, part-time jobs, and job sharing enable employees to organise their time and work and achieve more engagement, motivation, and performance (Ridzuwan, Fakhri and Tenny, 2025). The flexibility and productivity connection is supported by the assumption that workers who enjoy more influence over their work environment tend to demonstrate better attention, effectiveness, and dedication to organisational objectives.
[image: Impact Of Flexible Working On Employees Performance Scheduling Flexible Work  Arrangements PPT Presentation]
[bookmark: _Toc228396417]Figure 1: Productivity of employees
(Source: Ridzuwan, Fakhri and Tenny, 2025)
Some examples are flexible scheduling, whereby employees can set their schedule in accordance with their needs without compromising the needs of the business. It has been documented that in organisations where employees are allowed to opt for their shifts, there is no absenteeism, high involvement or engagement, and work is done more efficiently, and this all boosts overall organisational output (Ridzuwan, Fakhri and Tenny, 2025). Balancing between personal and professional life lowers stress and fatigue, which are the biggest contributors to lower performance in a retail setting. Although the advantages of the increased absenteeism rates, enhanced concentration, and enhanced efficiency of the operations are obvious, the results depend on the attentive implementation, support by the management, and concern about the personal needs of the employees. The problems, such as the flexibility paradox, unpredictable retail demands and generational differences, involve strategic management of challenges so that the flexibility will be translated into actual productivity improvements. The communication of employees on the topic of the preferences related to scheduling and the hybrid arrangements contributes to the fact that the policies will be sensitive to the needs of the workforce and will be rooted in the cultural context of the organisation (Cholden-Brown, 2025). The participatory manner aids in the enhancement of trust between the management and the employees, enhances compliance with the guidelines of flexible working procedures, and supports a positive organisational environment that facilitates productivity and job satisfaction.
Working remotely and spending a part of the time at the physical location, employees will gain the advantages of not only dedicated work in a comfortable environment but also teamwork in a face-to-face situation. As Farooq and Mohammadnazari (2026) highlight, hybrid models will enable better performance of the employees by offering them flexibility and maintaining organisational control and guidance. Working at home eliminates the stress of commuting and also enables employees to work at their optimum work hours when work requires concentration, creativity, or strategic planning. In addition, cross-functional collaboration can be facilitated by the hybrid work because it allows planning the interaction with employees efficiently and managing workloads with the help of digital tools that also enhance the overall performance of operations.
The productivity is also affected through flexible working because it influences employee motivation and engagement. Workers who understand flexibility as an advantage are more likely to have greater organisational commitment and be willing to go over and above the minimum requirements (Taylor and Perkins, 2026). Engaged employees in retail offer better chances of service quality at the frontline (especially in retail, where high-quality service is a key selling point and customer service is widely regarded as a priority), flexibility to meet more needs, and proactive problem-solving (which is also highly valued in retail). In the same line, part-time employment and job-sharing models enable the employees to be focused during working hours because they are assured that their personal engagements will be taken care of, which minimises distraction and improves the quality of their output.
Nevertheless, the effect of flexible working on productivity is not always beneficial and is mediated by organisational practices, managerial support, and characteristics of employees. Ridzuwan, Fakhri, and Tenny (2025) warn about the so-called flexibility paradox that can cause employees to have a lack of distinction between professional and personal life, which leads to overwork and reduced productivity. As an illustration, when the retail environment is unpredictable, like in terms of demand, the flexible schedules should be well-timed to be adequately staffed at the peak times; otherwise, the productivity can be undermined regardless of the flexibility advantages. Moreover, personal factors, such as age, experience, and personal preferences, determine the reaction of the employees to flexible arrangements. Adhikari et al. (2026) note that elderly workers can find it hard to adjust to a flexible and technologically mediated work setting, and this can influence their productivity in relation to younger and more digitally savvy workers.
Organisationally, flexible working can only succeed in improving productivity with effective planning, monitoring and coordination with the overall human resource strategies. Managers are also instrumental in enabling flexible work, giving employees direction, and making sure that flexible provision is in line with business goals (Farooq and Mohammadnazari, 2026). Digital technologies, including time management software and performance monitoring tools, also allow the organisations to keep productivity within themselves and provide freedom. According to the evidence provided by several studies, when done in a strategic manner, flexible working enhances efficiency, decreases absenteeism, and builds a culture of trust and accountability, which are all ways of increasing the level of productivity in a retail environment.
[image: Top 7 Types of Flexible Work Arrangements | Top Advantages]
[bookmark: _Toc228396418]Figure 2: Flexible work
(Source: Farooq and Mohammadnazari, 2026)
[bookmark: _heading=h.scg48polyqoo][bookmark: _Toc228900718]2.4 Measure how employees feel about flexible working practices
The perception that employees have towards flexible working practices is very important in explaining whether this practice is effective in improving job satisfaction, engagement and productivity. Flexible work offers freedom in the time, place, and arrangement of doing work, which has been reported to affect the psychological well-being of employees as well as commitment to the organisation (Ridzuwan, Fakhri and Tenny, 2025). Research shows that employees usually believe flexibility to be a good source of their work-life balance. Flexibility will enable the employees to balance personal and professional schedules, thus eliminating stress and contributing to their overall satisfaction (Alotaibi, 2023). An example is in the retail setting, where the irregular shift patterns can be changed, meaning employees can switch shifts or select the desired working hours, which gives employees the power and a feeling of control over their work life. This sense of control is directly connected to motivation, engagement, and organisational loyalty since employees think that their needs are heard and addressed by the management (Hong, 2024). Flexible working is available in various forms according to the operational needs of both the store-level employees and the corporate office workers. Flexible scheduling of shifts is one of the most prevalent practices, and it allows employees to have some control over the time when they should work. As the retail businesses are usually marked by uneven and peak-season tasks, the flexibility of the schedules offers an opportunity to balance the workforce and the organisational requirements, as well as to adapt to the personal preferences (Ridzuwan, Fakhri and Tenny, 2025). Indicatively, workers can demand shorter hours, alternating shifts with their coworkers or changing the start and finish time within the working parameters and hence, improve the work-life balance and minimise absenteeism. This strategy not only helps employees in pursuing their personal cause but also enhances employee retention and lowers the expenses incurred due to high turnover, as witnessed in the retail market.
Moreover, the sentiment of the employees regarding flexible working depends on demographic and generational aspects. Flexibility is highly appreciated by younger employees, especially those who belong to Generation Z, as they prefer to think of it as a sign of autonomy, job satisfaction, and the possibility to meet many different life-related needs (Le, Bishop and Macrae, 2024). On the other hand, older workers or those who are less conversant with the digital technologies can find it difficult to cope with a flexible or hybrid working model, whereby they might view such practices as disruptive or unjust (Ridzuwan, Fakhri and Tenny, 2025). Those differences imply that the perceptions of the employees are not homogeneous and should be taken into account when developing and applying flexible working policies.
The more the workers are accommodated with the work schedules that they prefer, the more they will be engaged and committed. This is consistent with the results of other industries, where perceived fairness and openness in the implementation of flexible working practices play an important role in affecting employee attitudes and behavioural consequences (Alotaibi, 2023). The employees tend to view flexible working as positive and in improving work-life balance, autonomy and job satisfaction. Nonetheless, the perceptions are subject to demographic, managerial support, implementation practices and the perception of fairness of the flexible arrangements. These differences in perceptions are crucial to the fact that it is important to comprehend the experiences of employees in examining the effects of flexible working on productivity, engagement, and overall organisational performance.
But not all the perceptions are positive. Workers also complain about career growth, visibility, and involvement in decision-making processes due to flexible work. Ridzuwan, Fakhri and Tenny (2025) have emphasised the so-called flexibility paradox, where employees have the advantages of being autonomous, but they might experience overworking or a lack of organisational culture if flexibility is not properly managed. Flexibility in working is especially applicable in retail shops where the nature of operations, the change in customer demand, and the labour-intensive activities pose serious difficulties to the achievement of consistent performance results. In addition, the perceptions of employees towards flexible working and managerial issues in adopting this practice have not been examined in depth, especially in large organisations. The review will be based on the following research objectives: determining the flexible working practices, how they influence productivity, how they are perceived by employees, and what managerial concerns there are in the implementation.
Moreover, the perceived effect of flexible working on productivity may have an impact on the attitude of the employees to such arrangements. Employees who believe that flexibility gives them more time to properly conduct their work are likely to perceive it in a positive manner, but those who experience scheduling challenges, overworking, or lack of support by the administration may perceive flexibility as a stressor and a particularly ineffective factor (Ridzuwan, Fakhri and Tenny, 2025). Thus, the perception of the employees is directly connected with the quality of the implementation, communication, and alignment of the flexible practices with the individual and organisational goals.
[image: 6 Types of Flexible Work Arrangements with Examples]
[bookmark: _Toc228396419]Figure 3: Work arrangement  
(Source: Ridzuwan, Fakhri and Tenny, 2025)
[bookmark: _heading=h.g4mjrqrmebht][bookmark: _Toc228900719]2.5 Evaluate the management issues regarding the introduction of flexible working
Although flexible working has certain advantages, such as better engagement, lower absenteeism, and increased productivity, its implementation is a complex process that involves planning, coordination, and constant supervision (Ridzuwan, Fakhri and Tenny, 2025). The role of managers is to develop systems that meet the needs of the diverse employees with the required performance levels, as well as balancing the practises with the organisational goals. Ensuring operational coverage and productivity is one of the main management challenges related to flexible working. The retail market is a field where there is always uncertainty over customer demand and the period of maximum sales, and thus, there is a need to manage staffing well. Even though flexible working hours are good for employees, they may leave loopholes in coverage when they are not properly managed. Managers should therefore consider the needs of the employees and the demands of the business to maintain proper staffing at the time of need, in case of a weekend, holiday, and the promotion weekends (Singh et al., 2025). Otherwise, it may lead to a decrease in the quality of customer service, the overload of other employees, and the loss of profits.
Another important challenge is that the performance of employees during the flexible arrangements should be monitored and evaluated. The process of traditional management typically depends on physical attendance as an indicator of productivity, which is less applicable to hybrid or remote work. It states that the new strategies that managers should implement are the use of output-based performance measurement, goal setting, and digital monitoring systems to keep a check on productivity without controlling employees (Ridzuwan, Fakhri, and Tenny, 2025). Another management issue is consistency and equity in the implementation of the policies. Flexible working should be put into practice in a fair manner, in various work positions, departments and the demographics of the workforce. The difference in the availability of flexible options may create the perception of favouritism, low morale, and even conflicts. In particular, employees at stores might not be able to work remotely or in a hybrid format as frequently as corporate workers due to their perceived unfairness, which the management has to resolve with the help of clear policies, good communication, and an inclusion procedure (Tipton, Aarfin and Carpentier, 2025). The implementation of flexible policies should be maintained with consistency to ensure that employees and the organisation remain on track. In general, the introduction of flexible working shows that such practices are a useful resource in improving employee performance, coupled with ensuring organisational sustainability and employee wellbeing when well designed and supported. The concepts of flexible work policies, such as hybrid work, flexible working hours, and part-time employment, are intended to support the needs of the diverse workforce, yet the perception of the values of these policies and the outcome of productivity of such working models can greatly differ depending on how these policies are implemented.
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[bookmark: _Toc228396420]Figure 4: Work flexibility and job satisfaction
(Source: Tipton, Aarfin and Carpentier, 2025)
The issue of communication and coordination also comes up when flexible working is introduced. To keep employees who might be operating outside the office or at different hours on track, managers need to be in constant communication with them to keep them in tune with organisational objectives. This involves strong internal communication, computerised work collaboration tools, and organised meeting times to avoid misalignment, mistakes or repetition of work. Singh et al. (2025) point out that ineffective communication is capable of overturning the productivity advantages of a flexible work environment, which emphasises the role of competence at the managerial level in ensuring the smooth flow of information.
Also, training and development of managerial capability is a crucial concern in the introduction of flexible working. Managers should be equipped with the ability to develop flexible working schedules, promote the well-being of workers, eliminate conflicts, and control performance. Lack of training can make managers fail to apply flexible policies in a manner that can benefit the employees as well as the organisation, which can diminish the desired gains in productivity (Chen et al., 2025). Continuous education of managers and their provision of resources is hence the key to successful flexible working adoption.
Technology has opportunities and challenges for management. Workforce scheduling software, digital performance dashboards, collaboration platforms and other tools make it easier to operationalise flexible work. Nevertheless, managers should make sure that technology is affordable, easy to use, and facilitates and does not substitute managerial supervision (Tipton, Aarfin and Carpentier, 2025). The incompatibility of technological solutions with the operations of the management may cause inefficiency, confusion, and frustration among the staff, and decrease the overall workability of the flexible working.
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[bookmark: _Toc228396421]Figure 5: Technology
(Source: Chen et al., 2025)
Lastly, the nature of flexible working may bring cultural and behavioural issues that the manager should address. When working remotely or with fluctuating schedules, employees can be socially isolated, have a less cohesive team or have a problem sharing informal knowledge. Managers ought to be active in creating a culture of inclusion, cooperation, and trust in order to reduce such problems (Ridzuwan, Fakhri and Tenny, 2025). Marks and Spencer encourage frequent staff interaction, appreciation of employee input and mentoring programs to ensure a sense of belonging and alignment towards organisational values that in turn encourages prolonged productivity. Introduction of flexible work practices within big organisations has a number of managerial issues that need to be handled strategically to ensure that not only efficiency in the operations of an organisation is achieved, but also that the employees are satisfied. Technology is also important to be able to monitor operations and organise the schedule effectively, but, at the same time, the use of digital monitoring as the means to do it makes one wonder about the privacy and confidence of the employees.
Although flexible work has operational and managerial issues associated with its implementation, a participatory and technology-based strategy can bring real gains both to the employees and the organisation. The practice of flexible working has not only been geared towards improving employee satisfaction but also ensuring customer efficiency and effectiveness in the operations of the company stores and corporate offices.
To sum up, flexible working practices will have several issues that should be addressed, such as operational cover, performance monitoring, fairness, effectiveness in communication, managerial development, the effective use of technology and a company culture. Although flexible working has proven to be very beneficial to the well-being and productivity of employees, the success of this concept depends on the competency and strategic decisions of the managers. Successful flexible work management necessitates the co-existence of policy transparency, technological sustenance, fair usage, and cultural reinforcement to equalise employee needs and organisational goals. These managerial issues can help an organisation to achieve the maximum benefits of flexible working and reduce the risks of this practice, which will contribute to sustainable productivity and employee satisfaction in a complicated retail setting.
[bookmark: _heading=h.g8pk0r8az22s][bookmark: _Toc228900720]2.6 Literature gap
The review of literature shows that there are multiple gaps in the research on flexible working in the UK retail market. To begin with, though studies in manufacturing, service, and knowledge-based sectors show that there are positive relationships between flexible working and productivity, there is a paucity of research on UK retail specific to flexible working. The operational peculiarities of the industry, such as changing customer demand, shift work, and high turnover, demand a context-based study, for which the available literature is still insufficient (Ridzuwan, Fakhri and Tenny, 2025).
Second, the flexible working perception of employees in the retail sector is not fully explored. Current literature mostly deals with either general workforce satisfaction or cross-sector studies, ignoring the experiences of employees in large retail organisations with flexibility and its effects on engagement, motivation, and perceived productivity (Alotaibi, 2023). It is important to understand such perceptions, since the attitude of employees is the basis of whether flexible work arrangements will be effective or not, and what impact they will have on organisational performance.
Third, issues of flexibility in the working practices by managers are ineffective. The examples of the advantages of flexibility are widely discussed in literature without the critical analysis of the challenges involved in flexibility coordination with staffing, fair policy implementation, performance measurement, and alignment with organisational culture (Singh et al., 2025). Unless these issues are dealt with, organisations will depreciate the productivity gains that flexible working is aimed at realising.
Lastly, there are a few case-study examples of large-scale UK retailers, specifically Marks and Spencer, as to whether flexible working is aligned with strategic goals, ESG and employee welfare programs. As a result, empirical studies of sector- and organisation-specific contexts are needed to address them and offer practical implications to scholars and practitioners.
[bookmark: _heading=h.w7bflent4nps][bookmark: _Toc228900721]2.7 Conceptual framework
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[bookmark: _Toc228396422]Figure 6: Conceptual framework
Source: (Developed by the author)
The study's conceptual framework is formulated to describe the connection between flexible working, employee perception, management problems and employee productivity. Flexible working is the independent variable in this model, and the practices that fall under this category are hybrid working, flexibility in shifts, and part-time jobs. The practices directly affect the productivity of the employees as well as employee perception. Employee perception is the way people assess flexible working on the level of job satisfaction, motivation, engagement, and work-life balance. Meanwhile, management issues have a moderating effect in the sense that they affect the effectiveness of flexible working practices. The consequences of flexibility can be reinforced or undermined by factors which include scheduling, communication, performance monitoring and fairness. Thus, management problems indirectly influence the productivity of the employees by influencing the nature of the implementation of flexible working. In general, the framework shows that not only is productivity a direct consequence of flexible working, but also the perception of employees and the effective control of managers in the organisation.
[bookmark: _heading=h.swimwzaxps0z][bookmark: _Toc228900722]2.8 Summary  
This chapter has examined the literature review on the concept of flexible working practices and its effects on the productivity of employees, especially in the UK retail and Marks and Spencer. The review pointed out that flexible working is a multifaceted approach, and it may be considered to include flexible schedules, hybrid, job sharing, and part-time working, which are meant to improve autonomy, work-life balance, and employee engagement (Ridzuwan, Fakhri and Tenny, 2025). Among the positive effects relating to flexible working, there is a decrease in absenteeism, an increase in motivation and organisational performance in several industries, yet little is known about its effects in the retail industry (Farooq and Mohammadnazari, 2026).
The perception of flexibility among employees is very crucial in making or breaking flexibility. Positively, flexing employees are more likely to show an increased level of engagement, job satisfaction, and commitment, and negatively, perceived flexing, based on inequitable practice, inadequate managerial encouragement, or vague policies, can have a detrimental effect on the overall benefits (Alotaibi, 2023). In the same way, managerial issues, such as performance control, operational planning, communication, and technology integration, should also be taken very seriously to make sure that adaptable practices are aligned with the business goals and the needs of the staff (Singh et al., 2025). In general, the chapter offers a conceptual framework uniting the flexible working practices, perceptions of employees, and managerial issues with the productivity results. This structure serves as an informative basis for the further research design and methodology, as it will be the basis of the investigation of flexible working at Marks and Spencer and will allow us to understand the practical and theoretical implications of this issue comprehensively.


[bookmark: _heading=h.36ip6a799z1p][bookmark: _Toc228900723]Chapter 3: Methodology
[bookmark: _heading=h.pzgir6x8r9vr][bookmark: _Toc228900724]3.1. Introduction 
The chapter presents an overview of the methodologies conducted for the study. The methods selected for the study are intended to provide a structured and systematic approach to the whole process. The discussion starts with a research philosophy in which interpretivism is chosen for identifying assumptions. After that, a qualitative research design using a systematic literature review is implemented with an inductive approach or reasoning. After that, secondary data is collected using the systematic literature review process and analysed by identifying different themes from the research objectives and questions. Each of the methods adopted is justified to create credibility for the study. The methodology is focused entirely on answering the research questions. 
[bookmark: _heading=h.azzfvxe3mdgm][bookmark: _Toc228900725]3.2. Research Philosophy
The study is based on interpretivism research philosophy because the purpose of the study is to explore the way employees perceive flexible working and its influence on productivity. Interpretivism research philosophy focuses on understanding human experience, perception, and social realities (Pervin and Mokhtar 2022). The study is focused on the assumption that reality is subjective and very dependent upon experience and perception. In this respect, the focus is not only to identify numerical output related to flexible working or employee productivity, but also perception reactions and experience. However, interpretivism as a philosophy may limit generalising outcomes as it is subjective in nature. Despite this, interpretivism is suitable for gaining different perspectives on the context and concept of this study. 
[bookmark: _heading=h.fn7trem9p3zd][bookmark: _Toc228900726]3.3. Research Design 
A Qualitative Research Design is adopted through the study using the approach of case-specific analysis of Marks and Spencer. Qualitative design helps in in-depth exploration of consequences and outcomes related to a concept and its variables (Lim, 2025). For this study, it simply allows identifying the relationship between flexible working and employee productivity and Organisational performance. The specific case study design is useful in understanding the real-life practice of flexible working in a well-known global organisation like Marks and Spencer. One disadvantage of a case study-specific qualitative design is that it focuses on a single organisation and its contextual conditions. Despite this, it provides a contextual and concept-specific insight. 
[bookmark: _heading=h.btha3irfhhrz][bookmark: _Toc228900727]3.4. Research Approach
The inductive research approach is followed for this study. An inductive research approach allows conclusions to be drawn from existing literature or data by identifying specific patterns or themes (Vears and Gillam, 2022). From general experience perspectives and existing theories related to flexible working and employee productivity of Marks and Spencer, the study focuses on concluding different justified relationships and patterns. An inductive approach has helped you create flexibility in using different perceptions and experiences available in existing data sources. It is useful in identifying the different interrelationships and Pacific pattern from a large number of existing data implications human experience perception and Organisational performance. 
[bookmark: _heading=h.f68ftaa0tgdo][bookmark: _Toc228900728]3.5. Data Collection Methods
The study uses a secondary qualitative Data Collection method using a systematic literature review. The data is collected from existing industry reports, peer-reviewed journals, and publications specific to the organisation, Marks and Spencer. For a Systematic Literature Review, the first stage is selecting the research topic. After that, different strategic planning and development are done, such as the use of a keyword strategy for data collection. Keywords like employee product activity at Marks and Spencer, flexible working techniques, etc., are used. Then, the selection criteria for data, such as peer-reviewed journals, Marks and Spencer-specific reports and theories, and articles, start from 2019, are considered. Irrelevant and outdated data are explored, and key findings are extracted. Then the data is grouped into themes such as flexible working practices of Marks & Spencer, etc. The data is synthesised to identify patterns, then relationships to justify each theme. The Systematic Literature Review method allows comprehensive analysis without primary data collection (García-Peñalvo, 2022). But it depends on the quality and availability of the existing literature. 
Inclusion and exclusion categories
Inclusion:
In order to guarantee the relevance, quality, and reliability of the chosen literature, the study employs specific inclusion and exclusion criteria. The Inclusion criteria are confined to peer-reviewed journal articles, industry reports, and acceptable organisational publications strictly related to the concept of flexible working practices, employee productivity and the retail sector. The articles published since 2019 will be prioritised as they can reflect recent tendencies, particularly the changes in work trends that have occurred after the pandemic. Moreover, the sources that are specifically focused on the UK context or large retail companies like Marks and Spencer are prioritised as they allow preserving the contextual relevance.
The search strategy involved the use of keywords such as flexible working, employee productivity, retail sector, hybrid work, work-life balance and Marks and Spencer. These terms facilitate a systematic search of appropriate literature in both academic databases and industry.
Exclusion: 
The exclusion criteria eliminate studies that are not in line with the objectives of the research. Articles that are not written in English will not be included to prevent misinterpretation and to ensure a similarity in analysis. Moreover, the publication date of the study has to be prior to 2019 to ensure that the study is up to date. Any irrelevant research, non-academic and records that are duplicated are also left out in order to benefit the overall quality and the focus of the review.
Prisma Table
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[bookmark: _Toc228900729]3.6. Data Analysis
	2nd-order thematic analysis
	1st-order thematic analysis
	Exemplary verbatim

	Employee perception

	Work-life balance improvement
	“Flexible working allows employees to better manage personal and professional responsibilities, reducing stress and improving satisfaction.”

	
	Increased motivation and engagement
	“Employees with flexible schedules show higher commitment and willingness to perform beyond expectations.”

	Productivity outcomes

	Improved efficiency and focus
	“Reduced commuting time enables employees to concentrate more on tasks, enhancing productivity levels.”

	
	Reduced absenteeism
	“Flexible shift arrangements lead to lower absentee rates and better attendance consistency.”

	Management issues

	Scheduling and coordination challenges
	“Managing flexible shifts in retail is complex due to fluctuating customer demand.”

	
	Performance monitoring difficulty
	“Managers find it harder to track employee performance in hybrid or remote settings.”


Table 1: Thematic Table
[bookmark: _Toc228900730]3.7. Ethical Considerations
Ethical consideration is not very visible as it is secondary research. But focus is given on data interpretation to maintain the originality of the existing data and prevent any biased perception from being included. The sources of data are evaluated to maintain the integrity of the research, and the findings are kept restricted for accessibility to ensure confidentiality and authenticity of the study. This research will pay a lot of attention to the ethical considerations, although it will be based on secondary data entirely. The research is academically sound as all sources of information are credited accordingly through proper referencing and citation. This can prevent plagiarism and ensure transparency with regard to using existing literature. The data employed in the study are all attained through credible and reliable sources like peer-reviewed journals, industry reports, and official organisational publications, which makes the study authentic and valid. Objectivity is also taken into consideration in the interpretation of data in the research. Organisational reports can be biased and, to prevent it, critical evaluation is used to ensure a reasonable point of view. There has not been any manipulation or selective use of data to affect the results. The ability to maintain a sense of confidentiality is ensured since it utilises only publicly available information, not personal or other sensitive data. During the research process, the guidelines of the institution, which are related to ethics, are adhered to. Moreover, the study also makes sure that no findings are misrepresented in any way. In general, ethical considerations have been upheld by observing transparency, credibility and judicious utilisation of information throughout the research process.
[bookmark: _heading=h.lgy01lbemer][bookmark: _Toc228900731]3.8. Conclusion 
To conclude, it can be said that interpretivism has provided a focus on experience and perspective, in which qualitative design has added flexibility in identifying theme patterns and relationships among different variables of the concept under study. The inductive research approach created flexibility in collecting secondary data using a systematic literature review and thematic analysis. The chapter has described the methodology of carrying out the research. The study is grounded in the interpretivist philosophy, which aims at comprehending the perceptions and experiences that involve flexible working. To bring profound insights into Marks and Spencer, a qualitative study design with a case study has been taken up. An inductive approach enables patterns and themes to crop up out of existing data. A systematic literature review has been adopted to gather secondary data, which will ensure that a systematic and open analysis of pertinent sources is performed. To determine the relationships among the variables, thematic analysis is applied to determine the main relationships between flexible working, employee productivity, employee perception, and management challenges. On the whole, the selected methodology is suitable for considering the research questions and objectives. It gives an in-depth overview of the subject whilst being flexible and comprehensive. Nevertheless, constraints like the use of prior foundations are recognised. Nonetheless, the methodology ensures viable and valuable findings.
[bookmark: _Toc228900732]Chapter 4: Findings and discussion
[bookmark: _Toc228900733]4.1. Presentation of Findings  

	No
	Authors, Year
	Title
	Method
	Findings
	1st order theme

	1
	Sekhar and Patwardhan (2023)
	Flexible working arrangement and job performance: the mediating role of supervisor support
	Quantitative survey, mediation analysis
	The study finds that flexible working arrangements significantly improve job performance when supported by strong supervisory relationships. Supervisor support acts as a key mediator by enhancing communication, trust, and employee motivation, enabling workers.
	Supervisor support enhancing effectiveness of flexible work

	2
	Ferdous et al. (2023)
	Flexible work practices and employee outcomes
	Quantitative study (survey), regression analysis
	Findings indicate that flexible work practices improve employee outcomes such as satisfaction and commitment through enhanced work–life balance. The study also highlights age differences, showing younger employees benefit more from flexibility, while older employees value stability, suggesting tailored HR strategies are necessary.
	Work–life balance improving satisfaction and commitment

	3
	Tewari et al. (2026)
	Flexible work and learning organisations
	Bibliometric analysis
	The research identifies growing academic interest in integrating flexible work with learning organisations. It concludes that flexibility enhances knowledge sharing, innovation, and adaptability. The study proposes future research directions, emphasising strategic alignment between organisational learning systems and flexible work models to improve long-term organisational performance.
	Flexibility driving knowledge sharing and organisational learning

	4
	Taibah and Ho (2023)
	Flexible work option and Gen Z performance
	Quantitative analysis, moderation model
	The study reveals that flexible work options strengthen the relationship between structural empowerment and contextual performance among Generation Z employees. Flexibility enhances autonomy and engagement.
	Flexibility increasing autonomy and employee engagement (Gen Z)

	5
	Azeem and Kotey (2023)
	Flexible work and SME innovation
	Empirical study, regression analysis
	Findings show that flexible work arrangements positively influence innovation in SMEs by improving employee creativity and responsiveness to market changes. However, competitive pressure moderates this relationship.
	Flexible work enabling innovation and creativity in SMEs

	6
	Chatterjee et al. (2022)
	Remote work flexibility and organisational performance
	Quantitative study, structural modelling
	The study concludes that remote work flexibility enhances organisational performance, particularly when supported by strong policies and top management commitment. Organisational support systems ensure effective communication and accountability.
	Organisational support strengthening flexible work outcomes

	7
	Ateeq (2022)
	Hybrid working method: integrative review
	Literature review
	This review highlights that hybrid working models combine the benefits of remote and office work, improving flexibility, productivity, and employee satisfaction. Effective hybrid strategies require technological support and clear organisational policies to ensure consistency and performance.
	Hybrid work improving productivity and satisfaction

	8
	Kossek and Kelliher (2023)
	Advancing work-life equality through flexibility
	Conceptual paper
	The study argues that flexible work should be collectively managed to promote work-life equality rather than individual negotiation. It highlights that unequal access to flexibility can reinforce workplace inequalities, suggesting organisations must design inclusive policies to ensure fairness and equal opportunities for all employees.
	Inequality in access to flexible work arrangements

	9
	Chung and Booker (2023)
	Flexible working and household division
	Quantitative longitudinal analysis
	Findings indicate that flexible working arrangements influence the division of housework and childcare, but do not automatically ensure equality. Occupational roles and gender norms still shape responsibilities, suggesting that flexibility alone cannot address domestic inequality without broader societal and organisational changes.
	Gender norms influencing outcomes of flexible working

	10
	Crnogaj et al. (2022)
	Agile work environment model
	Conceptual framework
	The study proposes a model for developing agile work environments supported by flexibility, digital tools, and adaptive leadership. It concludes that flexible work practices are essential for organisational agility, enabling firms.
	Flexibility enabling organisational agility

	11
	Gunduz and Scott (2026)
	Innovation, productivity and diffusion of know-how in British retailing
	Historical analysis, archival research
	The study shows that innovation and knowledge diffusion significantly improved productivity in British large-scale retailing. Adoption of new management practices and operational techniques enabled efficiency gains. Knowledge sharing across firms accelerated sectoral development, highlighting the importance of learning and innovation in sustaining competitive advantage.
		


Knowledge diffusion improving productivity and innovation


	12
	Shail (2022)
	Film in the Workplace: Marks and Spencer Archive
	Archival analysis
	Findings reveal that workplace films were used as communication and training tools to shape employee behaviour and corporate culture. Visual media enhanced employee understanding of organisational values, contributing to workforce alignment, engagement, and productivity within retail environments.
	Communication tools shaping employee behaviour and engagement

	13
	Jones (2023)
	UK retailers and plant-based alternatives
	Literature review, secondary data analysis
	The study finds that UK retailers are increasingly promoting plant-based alternatives due to rising consumer demand and sustainability concerns. Retailers adopting these products improve brand image and attract environmentally conscious customers, though challenges remain in pricing, supply chains, and consumer acceptance.
	Sustainability trends influencing retail strategy

	14
	Jones (2025)
	Sustainability and UK clothing retailers
	Secondary research analysis
	Findings highlight that leading UK clothing retailers are adopting sustainability strategies such as ethical sourcing, recycling, and carbon reduction. These initiatives enhance brand reputation and regulatory compliance, but inconsistencies in implementation and transparency limit their overall effectiveness in achieving long-term environmental goals.
	Ethical and sustainable practices shaping brand reputation

	15
	Parsons (2022)
	Plastic packaging in food retailing
	Literature review
	The study shows that plastic packaging has transformed food retailing by improving product preservation, safety, and convenience.
	Operational efficiency through packaging innovation

	16
	Jones (2024)
	Modern Slavery and UK retail supply chains
	Conceptual analysis, policy review
	Findings indicate that modern slavery statements have improved transparency in retail supply chains, but effectiveness varies across firms. While some retailers actively address ethical sourcing, others treat compliance as a formality, highlighting the need for stronger enforcement and accountability mechanisms.
	Ethical compliance and transparency in supply chains

	17
	Parsons (2022)
	Plastic packaging in food retailing
	Literature review
	The research reiterates that plastic packaging plays a vital role in retail efficiency and food safety. However, growing environmental awareness is pushing retailers towards innovation in biodegradable and recyclable materials to reduce ecological impact while maintaining product quality and shelf life.
	Sustainability-driven innovation in materials

	18
	Jaman et al. (2022)
	Employee engagement and productivity in retail
	Quantitative study, survey analysis
	The study finds a strong positive relationship between employee engagement and workforce productivity in retail companies. Engaged employees demonstrate higher motivation, efficiency, and customer service quality, contributing to improved organisational performance and competitive advantage in a dynamic retail environment.
	Employee engagement driving productivity

	19
	Kearney et al. (2023)
	Physical work environment in retail
	Empirical study, survey
	Findings show that the physical work environment significantly influences employee satisfaction, wellbeing, and performance.
	Physical work environment affecting employee wellbeing and performance

	20
	Nguyen et al. (2022)
	Employee retention and psychological ownership
	Quantitative research, moderation analysis
	The study concludes that psychological ownership strengthens employee retention in retail organisations. Employees who feel a sense of belonging and responsibility are more likely to stay, while this relationship is influenced by organisational support and job satisfaction, highlighting the importance of fostering an ownership culture.
	Psychological ownership enhancing retention

	21
	Ridzuwan et al. (2025)
	Flexible working hours: opportunities and challenges
	Literature review
	The study highlights that flexible working hours improve employee autonomy, satisfaction, and productivity. However, challenges such as work intensification, blurred boundaries, and coordination difficulties persist. Effective management strategies and clear policies are essential to maximise benefits while minimising negative impacts on employee wellbeing and organisational performance.
	Flexibility improving autonomy but creating boundary challenges

	22
	Hesselbarth et al. (2024)
	Technology-driven work arrangements
	Systematic literature review
	Findings indicate that technology-driven work arrangements create complex, dynamic work systems influenced by digital tools, organisational structures, and employee behaviours. The study emphasises the need for adaptive management approaches and future research to understand how technological advancements reshape work flexibility, performance, and collaboration.
	Technology shaping flexible work systems

	23
	Broadbridge et al. (2026)
	Future of work and inclusivity
	Conceptual research agenda
	The study identifies persistent inequalities in the future of work, including access to flexible arrangements and career opportunities. It suggests that inclusive policies, leadership commitment, and organisational change are necessary to address diversity challenges and create equitable work environments in evolving labour markets.
	Inclusivity challenges in future flexible work models

	24
	Lee et al. (2022)
	Job satisfaction and two-factor theory
	Quantitative study, regression analysis
	The findings support Herzberg’s two-factor theory, showing that hygiene factors (salary, conditions) prevent dissatisfaction, while motivators (recognition, achievement) drive job satisfaction. The study highlights that improving both sets of factors is essential for enhancing employee engagement and retention in organisational settings.
	Job satisfaction driven by motivators and hygiene factors

	25
	Handke et al. (2025)
	Hybrid work and work characteristics
	Longitudinal empirical study
	The study reveals that work characteristics such as autonomy and task interdependence both influence and are influenced by hybrid work adoption. Hybrid work creates a reciprocal relationship where job design and flexibility continuously shape each other, impacting employee performance, satisfaction, and collaboration outcomes.
	Reciprocal relationship between job design and hybrid work

	26
	Ferdous et al. (2023)
	Flexible work practices and outcomes
	Quantitative survey
	The study finds that flexible work practices improve employee satisfaction and commitment through enhanced work–life balance. It also highlights generational differences, with younger employees benefiting more from flexibility, suggesting organisations should adopt differentiated approaches to workforce management.
	Work–life balance improving satisfaction and commitment

	27
	Tewari et al. (2026)
	Flexible work and learning organisations
	Bibliometric analysis
	Findings show that integrating flexible work with learning organisations enhances innovation, adaptability, and knowledge sharing. The study identifies research gaps and proposes a strategic agenda, emphasising the importance of aligning flexibility with organisational learning processes to improve long-term competitiveness.
	Flexibility supporting learning, innovation, and adaptability

	28
	Kossek and Kelliher (2023)
	Work-life equality and flexibility
	Conceptual paper
	The study argues that flexible work arrangements must be collectively structured to ensure fairness. Individualised flexibility can create inequalities, while inclusive policies promote work-life balance for all employees. Organisations should adopt equitable flexibility frameworks to reduce disparities and support diverse workforce needs.
	Need for equitable and inclusive flexibility policies

	29
	Abendroth (2022)
	Flexible work and parenthood transitions
	Longitudinal study
	Findings indicate that flexible working can reduce work-to-family conflict during transitions to parenthood. However, gender differences persist, with women experiencing greater challenges. Organisational culture and supportive policies are crucial in ensuring that flexibility effectively supports work-family balance for both men and women.
	Flexibility reducing work–family conflict with gender variation

	30
	Thaichon et al. (2024)
	Omnichannel retailing technologies
	Literature review
	The study highlights that omnichannel retail technologies enhance customer experience, integration, and operational efficiency. However, challenges include technological complexity and organisational readiness. Future research should focus on digital transformation strategies and how technology influences retail performance and customer engagement.
	Digital transformation enhancing retail performance

	31
	Maraziotis, 2024.
	Flexibility for equality: Examining the impact of flexible working time arrangements on women's convergence in working hours
	, empirical data analysis
	FWTA, compared to fixed shift, influences women's convergence positively, particularly those who are working full-time and aged between 30 and 45 years. An increase in overtime and childcare hours is associated with the transition of FWTA. 
	Flexible working influencing gendered work patterns

	32
	Abdel Mohty, 2026.
	Factors Influencing Employee Performance on 
Flexible Working for a Sales Function within an 
Organisation.
	Qualitative approach using interviews
	Employee satisfaction and Wellness are aligned with the factors related to employee performance, such as coaching, learning, etc., of managers. These factors are a significant indicator of the persistence of intention to avail remote working or flexible working arrangements. Employees with growth opportunities and constant learning areas demonstrate high levels of satisfaction and productivity. 
	Managerial support and development driving performance

	33
	Agnoletto, 2024.
	Flexible working and well-being: evidence from
the UK
	Longitudinal data assessment and use of Oster testing. 
	Studies show that while men consider flexible working time with mental health enhancement and improved job satisfaction, women only focus on the area of job satisfaction. It is seen that the work-from-home option is proven beneficial for women, whereas the flexible working arrangement proves beneficial for men. 
	Gender differences in wellbeing outcomes of flexibility

	34
	Acas 2024.
	Organisational case studies on flexible working: variations in practice
	Qualitative multi-case study research design 
	The study identifies that flexible working varies across organisations, shaped by sector constraints, managerial discretion, and organisational culture. Formal policies exist, but informal arrangements dominate practice. Uptake is higher in office-based sectors
	Organisational culture shaping flexible work adoption

	35
	Ajayi-Balogun, 2023.
	The Impact of Flexible Working Arrangements on Employee Job Satisfaction in the 
Irish Retail Sector
	Quantitative research using SPSS analysis
	The finding shows that there is a significant interaction between Gender and the types of flexible working arrangements in terms of determining the job satisfaction score of employees. It is seen that in the Irish retail sector, the flexible working arrangement has been successful in increasing job satisfaction, and that gender differences also impact the level of satisfaction of employees in a flexible working environment
	Gender differences in job satisfaction under flexible work

	36
	Aprilina and Martianty, 2023
	The Role of Hybrid-Working in Improving Employees' 
Satisfaction, Perceived Productivity, and Organisations' 
Capabilities
	Data collected using an online Questionnaire and SEM analysis
	The result shows that flexibility is one of those factors that is positively associated with job satisfaction and perceived productivity while working from home. These two consequences are also determinants of shaping the intention of employees to prefer hybrid working roles. So working from home seems to be one of the most convenient preferences for employees in terms of job satisfaction and productivity
	Flexibility increasing job satisfaction and productivity

	37
	Barnes et al., 2025
	Creating a healthier economy: A rapid evidence review of inequalities in flexible working arrangements in the UK
	Rapid evidence reviews
	The findings suggest that the quality of accessing flexible working arrangements depends on occupational status, based on gender, ethnicity, disability, and geography. Despite Limited focus on health outcomes, it is seen that disabled people and women are highly influenced by flexible working arrangements. Different systemic issues also contribute to persistent inequality in flexible working accessibility. 
	Structural inequalities in access to flexible work

	38
	Berber et al., 2025.
	Flexible Work Arrangements in Central and Eastern Europe: Effects
on Organisational Outcomes
	Cranet survey data analysis
	Results highlight that remote work and flexible timing, as well as part-time jobs, are directly related to increasing innovation, absenteeism, and reducing turnover practice in the retail sector. It also shows that shift working does not associate with any of these factors in practice. The results highlight the significance of flexible working arrangements in enhancing employee innovation, turnover, and rate of presence in an organisation. 
	Flexible work improving innovation and reducing turnover

	39
	Berkery et al., 2024.
	The impact of flexi-time uptake on organisational outcomes and the moderating role of formal and informal institutions across 22 countries
	Curvilinear modelling of study design
	The significance of the cultural and legislative aspects in the adoption of flexible working time arrangements in an organisation is vital, according to the results. MS alignment in formal and informal Institutions upon adoption of strategies related to enhancing flicks civil working practices also determines employee turnover and absenteeism. 
	Institutional factors influencing flexible work adoption

	40
	Boltz et al., 2023
	How Does Working-Time Flexibility Affect Workers'
Productivity in a Routine Job? Evidence from a Field
Experiment
	Real experiment for data collection and analysis
	The results highlighted that all forms of flexible working arrangements reduce workers' break time visibly. For part-time work, those consequences are globally counterbalanced. But it is also significant that the autonomy 2 start or stop a job rests with the employee, which induced Global productivity. The result shows that flexible working enhances productivity and engagement. 
	Autonomy in flexible work increasing productivity

	41
	Çivilidağ and Durmaz, 2026.
	The relationship of flexible working arrangements on work-family conflict, work-life balance and organisational commitment: a systematic review and meta-analysis
	Systematic review and meta-analysis
	Flexible working arrangements are considered a strategic tool for enhancing work-life balance and organisational commitment. But the role of flexible working in decreasing work-family conflict remains inconclusive and highly sensitive to contextual aspects. Flexible working arrangements are encouraged because they increase employee trust and loyalty for an organisation. 
	Flexibility enhancing commitment and work–life balance

	42
	CPID, 2025.
	Flexible and 
hybrid working 
practices in 2025
	Industry report
	Working flexibility had a positive impact on quality of life and career prospects. The results highlighted that people remain more satisfied with flexible working arrangements, while women and disabled people experience negative effects in terms of physical and non-physical issues, etc. So flexibility in working is associated directly with aspects like work-life balance and the well-being of the employees. 
	Flexibility improving wellbeing and quality of life

	43 
	Chung, 2024.
	National family policies and the association
between flexible working arrangements and work-
to-family conflict across Europe
	Existing survey analysis of European  working conditions of 2015
	Working time is highly associated with work-to-family conflict, with working time autonomy being worst for men and teleworking being worst for women in terms of work-to-family conflict levels. Flexibility of working time tends to lower work-to-family conflict, especially for women. Work-family time conflicts are also regarded as highly associated with the mental satisfaction of the employees. 
	Flexible work influencing work–family conflict dynamics

	44
	Petitta and Ghezzi, 2025.
	Disentangling the Pros and Cons of Flexible Work Arrangements: Curvilinear Effects on Individual and Organisational Outcomes
	Anonymous survey for data collection and curvilinear analysis
	 The result shows that the attitude towards flexibility determines the effectiveness or outcome of flexible working arrangement practice in organisations. Flexible workers showing a positive attitude towards flexible working practice enhance performance and engagement areas. Organisational support in creating a positive attitude towards flexible working is crucial to ensure effective and purposeful outcomes. 
	Employee attitudes shaping flexible work effectiveness

	45
	Fellnhofer et al., 2025. 
	A large-scale dataset for analysing remote working in urban and rural areas across Europe
	Literature review of existing datasets of a survey across Europe. 

	Disparity is seen in the accessibility of flexible working among the employees of rural and urban areas. It also means that there are differences in experience and challenges faced by employees in a remote working environment, indicating well-being, flexibility, and perceived productivity
	Geographic disparities in flexible work access

	46
	Gašić et al., 2024
	[bookmark: _heading=h.o6fl3xqm9h5j]The Key Role of Employee Commitment in the Relationship Between Flexible Work Arrangements and Employee Behaviour
	Literature review and (PLS-SEM) analysis
	The study highlights that flexible working arrangements have an indirect impact on innovative working behaviour. It also has a partial Association with employee engagement and commitment. So employee commitment became a crucial factor for the organisation in developing flexibility policies and techniques. The result also highlights the role of flexible working arrangements in HR sustainability and ensuring work-life balance. 
	Employee commitment mediating flexible work outcomes

	47
	Lee, 2023. 
	Working from home as an economic and social change: A review
	Extensive literature review
	The results highlight the role of work from home in initiating economic and social change instead of just being an advanced working mode in terms of shaping areas like job amenity and shaping environmental criteria and mental behaviour of employees. 
	Remote work driving socio-economic and behavioural change

	48
	Kostadinova and Vladkova, 2022.
	THE ROLE OF FLEXIBLE WORKING TIME AS A FACTOR FOR WORK CONDITIONS
	Statistical analysis of existing data
	Working time management has been significant for organisations in practice. Flexible working practice has been implemented in the evolution of working time management efforts of organisations to align with the expectations of the employees, as well as addressing the employees' well-being. Flexible working hours also help in the adaptability of an individual to a flexible working shift or schedule in terms of living preferences at each stage of life. 
	Flexible working supporting adaptability across life stages

	49
	Mutebi,
and Hobbs, 2022
	The impact of remote and 
hybrid working for workers 
and organisations
	Review and synthesis of existing data
	The impact of remote working that has expanded during the post-pandemic is associated with productivity, well-being, and work-life balance in creating inclusive practice. Both the benefits and challenges related to remote working are highlighted in the discussion, emphasising the significance of the practice. 
	Remote work influencing productivity and wellbeing

	50
	Wang and Cheng, 2024.
	Opportunity or exploitation? A longitudinal dyadic analysis of 
Flexible working arrangements and gender in household labour 
inequality
	Literature review using longitudinal didactic data
	The study highlights a gender-based perspective on work from home in creating job satisfaction and enhancing engagement and productivity. The results show that women employees in flexible working arrangements have to get a significant increase in responsibilities to manage work as well as child care and household, while men do not see any alteration or change of responsibilities. In this respect, women tend to be negative and mainly tend to positively pursue flexible working arrangements.
	Gender inequality in flexible work outcomes


Table 2: Details of the articles used
	1st Order Themes
	2nd Order Themes

	Flexible shift scheduling in retail operations
	Types of Flexible Working Practices in Retail (RQ1)

	Part-time employment and job sharing
	

	Hybrid working for corporate roles
	

	Remote work in non-customer-facing roles
	

	Role-based flexibility adoption
	

	Work-life balance improvement
	Impact of Flexible Working on Employee Productivity (RQ2)

	Increased motivation and engagement
	

	Reduced absenteeism
	

	Improved efficiency and focus
	

	Reduced commuting time benefits
	

	Employee autonomy in scheduling
	

	Positive perception of organisational support
	Employee Perceptions of Flexible Working (RQ3)

	Increased job satisfaction
	

	Improved organisational commitment
	

	Concerns about career progression
	

	Reduced visibility in flexible roles
	

	Generational differences in perception
	

	Scheduling and coordination difficulties
	Managerial and Operational Challenges (RQ4)

	Performance monitoring issues
	

	Inequality in access to flexibility
	

	Communication and coordination gaps
	

	Staffing issues during peak demand
	

	Technology dependency and limitations
	


Table 3: Order of the themes
[bookmark: _Toc228900734]4.2. Analysis of Results
Theme 1: Types of Flexible Working Practices in the Retail Sector
The 50 industry and Academy-based articles have provided an overview of identified flexible working practices in the retail sector. The findings indicated that flexible working in a multi-dimensional concept encompasses a variety of arrangements like part-time, flexible time scheduling, job sharing, hybrid working and remote work. One of the studies highlighted that a flexible shift schedule is the most prevalent practice in detail due to fluctuating customer demand and long operating hours (Ridzuwan et al., 2025). For instance, it is seen that swiping ships among multinational organisation employees is prevalent to fulfil personal and operational needs and commitments. In another study, the aspect of part-time and job-sharing arrangements is seen to be highly prevalent for supporting employees in caregiving responsibilities, improving inclusivity of the workplace (Sanders et al., 2025). Difference in adoption of hybrid or remote work is seen in retail, especially in the HR or marketing, etc. sector (Farooq and Mohammadnazari, 2026). Overall, the evidence points to a blended and role-specific adoption of flexible working in retail organisations.
Theme 2: Impact of Flexible Working on Employee Productivity
Considering the 50 identified articles, it is seen that the majority of studies have reported a positive relationship between flexibility and productivity. For instance, one of the studies suggests productivity is increased in flexible arrangements primarily due to increased autonomy, motivation, and improved work-life balance (Taylor and Perkins, 2026). Employees control our schedule to improve engagement and motivation at work. For example, in a study, reduced commuting hours in terms of flexible working arrangements allow employees to allocate more time to be productive and maintain positive mental well-being (Nguyen, 2025). Flexibilities have also been associated with lower absenteeism rates and improved retention in terms of the performance of organisations. But the evidence also shows that the effective outcome of flexible working needs managerial support and structured policies with monitoring mechanisms. Therefore, flexible working is most effective by integrating into organisational strategies that support employee performance and well-being simultaneously.
Subtheme 2a: The Flexibility Paradox: Negative Outcomes of Flexible Working
Flexibility paradox can be defined as a negative consequence of flexible working arrangements, which can be considered a significant theme that emerges from the evidence from 50 articles. Study Revenge that flexibility in working arrangement can lead to unintended consequences such as overtime stress or blurred boundaries (Kossek et al., 2023) . For instance, employees who work remotely can feel an obligation to maintain availability all the time, which may reduce productivity in the long term. Some studies also highlight the lack of clear expectations and structure, leading to poor performance. Psychological stress and pressure can also be an implication of flexible working that is seen in the retail sector. These findings suggest that while flexible working offers benefits, it must be carefully managed to avoid negative outcomes that can undermine both employee well-being and organisational productivity. Studies show that the impact of excessive working hours is negative on mental health, inducing fatigue and stress (Kostadinova and Vladkova, 2022). 
Theme 3: Employee Perceptions and Attitudes Towards Flexible Working
The evidence of 50 articles also highlighted employee perception towards flexible working arrangements. Literature demonstrated that positive perceptions are strongly associated with increasing job satisfaction, organisational commitment, and employee engagement (Alotaibi, 2023). Employees perceive flexibility as an indicator of organisational trust and support that increases motivation and engagement. For example, in a study, it is seen that workers who can adjust their time or schedule reported improved work-life balance and reduced stress (Hong, 2024). Negative perceptions are also very visible in the evidence demonstrating concern over career progression or visibility in flexible or remote roles (Le et al., 2024). Some evidence shows that the limitation of physical presence also limits opportunity dimensions in a career. Both aspects of perceptions are justified and equally prevalent. 
Theme 4: Managerial and Organisational Challenges in Implementing Flexible Working
As identified across 50 articles, there are different challenges related to operation and management that are visible in relation to flexible working. Singh et al. (2025) provide peak demand coverage issues, staffing challenges and the need for workforce planning in retail. These challenges are highly related to the performance and commitment of an organisation. Ridzuwan, Fakhri and Tenny (2025) highlight blurred boundaries, operational coordination issues and the need for structured flexibility management. Communication and coordination challenges occur when employees have different shifts or locations. It potentially leads to inefficiencies and misunderstandings. Kossek and Kelliher (2023) identify inequality concerns, fairness, and policy consistency in flexible working access. Overall, the discussion suggests that managerial competence, strategic and structured planning for policy and intervention, and effective communication are significant to overcoming these challenges.
Theme 5: Role of Technology and Organisational Support in Flexible Working
Significance of digital analytic system collaboration and monitoring tools is seen according to the study as effective for efficient management of shift allocation and maintaining service coverage even in demanding Times (Ridzuwan, Fakhri and Tenny, 2025). Evidence suggests that clarity of guidelines and policies, and consistent procedures are essential to address fairness in flexible working and animal practices (Acas, 2024). The Other evidence of the discussed articles aligns with the same fact that structured and defined guidelines for practice are essential, for which digital tools are potential solutions that enhance efficiency, reduce operational cost and increase management opportunities and constant evaluation of the flexible working arrangements. Support of an organisation in building employee trust is also seen as a crucial aspect for the effective outcome of flexible working arrangements (Petitta and Ghezzi, 2025). So, it is seen that the need for technology and organisational support is crucial for effective outcomes of FWA. 
The result showcases that the following fifth theme which is technology and organisational support which is directly connected to RQ4: managerial and operational issues surrounding implementing flexible working. The results suggest that digital solutions, including workforce analytics tools, scheduling systems, and collaboration tools are vital in facilitating successful organizational of flexible work arrangements. The technologies help in the real-time allocation of shifts, enhance communication among scattered teams as well as ensure that there is sufficient service cover during busy retail times. These systems, as noted in the study, minimize operational inefficiencies and increase managerial management and decisions.  Moreover, organisational support is seen as important as well. Flexible work needs to be applied with clear policies, uniform procedures, and open systems of communication to be fair and minimize ambiguity. Lack of order may result in an uneven distribution of perception and lack of order in coordination. More so, organisational support leads to the establishment of trust among employees and enhances their engagement and acceptance towards flexible working. This theme could be placed in the data structure on a second-order category that is new (Technology and Organisational Enablers of Flexible Working (RQ4)). The first-order themes are the existence of digital scheduling systems, performance monitoring tools, communication platforms, understanding policies, and organisational support mechanisms. Overall these results support the hypothesis that technology and organisational support are not the integrative factors but the cornerstone towards the effectiveness and sustainability of flexible working in the retail setting.
Alignment with Research questions 
· The evidence identifies key flexible working practices like job sharing, part-time working, shift working, work from home, hybrid working, etc., to justify the range of policies adopted by M&S as a retail organisation. 
· The findings indicate that flexibility generally improves productivity through increased autonomy, reduced absenteeism and enhanced engagement, while the outcome is dependent on structured implementation and support of the organisation. 
· Employee perception in terms of gender experience is mixed, showing both the positive and negative outcomes of flexible working arrangements. 
· Finally, findings address managerial challenges and areas to be considered for ensuring that flexible working arrangements outcomes are positive and align with employee productivity, engagement and performance for the long term. 
[bookmark: _Toc228900735]4.3. Discussion of Results
4.3.1 Overview of Findings in Relation to Marks & Spencer
The literature suggests that flexibility has become an important part of the strategic practices of HR, particularly due to workforce changes and increasing employee expectations for work-life balance. As the findings suggest different types of flexible working arrangements like part-time job sharing, shift working, work from home and hybrid working (Ridzuwan, Fakhri and Tenny, 2025). Marks and Spencers not only use flexible working arrangements for employee benefits but also as a strategic approach to strengthen workforce engagement and employee productivity. However, the effectiveness of flexible working depends on the fairness of access, managerial support, and strong operational planning (Kossek and Kelliher, 2023). Therefore, it is seen that Marks and Spencer, as a global organisation, utilises flexible working arrangements for a long-term strategic approach to enhance productivity, well-being and engagement in the workplace. 
4.3.2 Flexible Working and Employee Productivity Outcomes at M&S
According to the discussion in the literature review, flexible working is widely linked with improved productivity as it supports autonomy and reduces absenteeism and enhances well-being. The finding reflects similar aspects for global organisations like Marks and Spencer, which employs over 65000 people globally (Statista, 2026). In other evidence in the finding, it is seen that flexible working arrangements enhance focus and motivation of employees, which implies that flexible working arrangements are a strong strategic aspect for employee management in terms of retention and performance for the organisation. It is also seen that commuting hours and working control have been a significant aspect for which preferences toward flexible working arrangements are visible in the literature review section. This makes the hybrid working arrangement of Marks and Spencer's a relevant and effective approach.
4.3.3 Discussion of Findings using the Job Demands–Resources (JD-R) Theory
The JD-R theory, as discussed in the literature review, explains that high job demand includes time pressure, workload and emotional labour that can reduce productivity unless it is balanced by job resources. The finding aligns with this theoretical perspective by identifying the job resources as autonomy, flexibility and support of the organisation. As a global organisation, Marks and Spencer is facing the challenge of increasing work pressure to address competitiveness, which also enhances job demand (Smith, 2025). The finding shows that flexible working is a significant resource that addresses stress reduction and increases work-life balance. Shift flexibility and part-time arrangements allow employees to manage personal responsibilities better. As highlighted in the JD-R theory, increased engagement is directly linked with improved productivity outcomes.
4.3.4 Discussion of Findings using Social Exchange Theory
The reciprocation of organisational support to employees is reflected through increased productivity, engagement, loyalty and positive performance. This finding suggests that the motion of social exchange theory, as discussed in the literature review section, is justified and relevant to flexible working practices. That theory propagates that when an organisation supports employees, they reciprocate positively (Tsen et al., 2022). Here, flexible working arrangements and their related strategies can be considered as the support of the organisation provided to the Employees of Marks and Spencer. It therefore shows that, as a global organisation, such strategies have helped the organisation to stay competitive with a stable workforce. Here, investment toward flexible working arrangements of Marks and Spencer, aimed at enhancing the well-being of employees, is valuable and justified, but only when employees actively participate in making it positive and fair in practice. 
4.3.5 Employee Perceptions of Flexible Working Practices in M&S
Employees who perceive flexibility as support report a higher satisfaction rate and improved work-life balance, besides a reduction of stress (Hong, 2024). Considering this result of the finding, it is justified to say that employee perception strongly shapes the success of flexible working arrangements, as discussed in the literature review section. Both show the delivery of flexible working arrangement practices in Marks and Spencer and also highlight the significance of implementing employee feedback to identify the effectiveness of the process. In both the literature review and the findings section, certain negative sides of the perspective of employees are also highlighted, like lack of visibility of boundaries, reduced networking opportunities, etc. Therefore, employee perception acts as a key mediator between flexible working and productivity (Loh and Cheng, 2024). It is seen that when employee perception is positive about flexible working, productivity and outcome are also likely to be positive, and when it's negative, there is an existing gap or issue in strategic deployment.
4.3.6 The Negative Productivity Risks  and Management and Operational Challenges for M&S
Flexibility paradox is one of the major aspects that is both highlighted in the literature review discussion and highlighted in different articles presented in the findings. Flexibility Paradoxes are negative risks like work intensification, blurred boundaries, and employee burnout arising out of flexible working practices that can negatively impact productivity, engagement and retention of employees (Chung, 2022). In terms of Marks and Spencer, strategic consideration needs to acknowledge these flexibility paradox areas to create long-term value through flexible working practices. It is mainly because the organisation phase has high job demand in the peak period, which requires employee satisfaction and a high level of productivity. Scheduling complexity, coordination issues, and performance monitoring difficulties are also some visible managerial and operational risks that impact the flexible working outcome of global organisations like Marks and Spencer. 
4.3.7. Role of Technology and Organisational Support in Enhancing Flexibility at M&S
In the literature review section, it is seen that technology is a key enabler of flexible working because it supports communication, enhances efficiency and increases workforce coordination. Digital tools help to reduce the disruption of operations and ensure staffing coverage. Marks and Spencer, as an organisation, has implemented technology in performance management, employee monitoring and evolution. However, the finding suggests that clear guidelines and consistent procedures are required to ensure effective outcomes (Petitta and Ghezzi, 2025). This highlights the significance of organisational trust and employee perception to the practice, even in the implementation of Technology. So, clear policy frameworks and appropriate use of technology are vital for Marks and Spencer's to ensure effective outcomes of flexible working practices. 
[bookmark: _Toc228900736]4.4. Conclusion to the chapter 
To conclude, it can be said that the findings have highlighted significant areas of flexible working practices, like resource risk, employee perception, autonomy and control, etc., that align with the political perspective discussed in the literature review of the research. In terms of answering the research questions, there is no clear understanding of the policy that Marks and Spencer have employed to ensure flexible working practices. But the findings have highlighted the effect of flexible working on employee productivity, strategic areas, and aspects that are linked to motivation, engagement, well-being, etc. Both the positive and negative perspectives of employees related to the policies, as well as flexible working practices, are also discussed, but no specific employee perspective on Marks & Spencer's flexible working efforts can be gained. The organisation-specific risks and challenges related to flexible working are also highlighted. 


[bookmark: _Toc228900737]Chapter 5: Discussion
[bookmark: _Toc228900738]5.1 Introduction
This section will provide an understanding of the discussion of the results in terms of answering the research questions. The purpose is to highlight the key perception aspects and theoretical alignment related to flexible working practice and its role in Marks and Spencer. Discussion includes a summary of the key findings and their alignment with the literature review discussion, especially in terms of the identified theoretical foundations and framework. The discussion also focuses on understanding whether the existing findings have appropriately answered the Research question or have provided certain gaps and scopes for future research. The chapter discusses both the generic and company-specific data that help in understanding the concept of flexible working arrangements in the retail sector practices. 
[bookmark: _Toc228900739]5.2 Flexible Working Practices Implemented in Marks & Spencer
Marks and Spencer, as a global organisation, highly emphasises flexible working practices by implementing initiatives like Worklife to provide opportunities for managers as well as store employees in terms of opting for job sharing and flexible working hours (Corporate Marks and Spencer, 2026). As seen in the findings, the organisation working with a huge workforce always needs to consider productivity and engagement areas. The literature review section suggested that flexible working implies an arrangement in which the staff has greater control over working time patterns and, in some cases, location also. Findings highlight that different forms of flexible working practices are prevalent in the retail sector, including job sharing, part-time, hybrid work, and work from home. So the findings, as well as the literature review, have justified the approach of implementing flexible working practices of Marks and Spencer. 
Evidence from the findings suggests that Marks and Spencer currently has 65000 employees working globally, indicating that workforce planning and scheduling are key to achieving operational efficiency in practice. It is also to be noted in this context that the data in the findings has not directly provided any initiative of the organisation related to flexible working. But it has provided certain statistical data which ensures that flexible working practice is a potential and prevalent solution for enhancing engagement and productivity in the workforce. In a generic context, a flexible working arrangement can be called a strategic tool that provides autonomy, ensuring work-life balance and motivation to the Employees (Mahardiko and Wahyuningtyas, 2025).
Other findings related to Marks and Spencer highlight that hybrid working is mainly applicable to corporate departments of the organisation, like HR, finance, and marketing. In the literature review, it is also highlighted that hybrid working after the pandemic has improved employee satisfaction and autonomy. But concerns over fairness in accessing hybrid roles are yet challenging for organisations in global retail in terms of flexible working (Doughty, 2025). There is equal opportunity within retail organisations, where maybe store employees get the least opportunity for hybrid working, and managers get more opportunities. 
So the insights have passively highlighted the prevalence of flexible working practices through the articles of the findings, but do not mention specific initiatives like Worklife of M&S. The first research question is partially answered. 
[bookmark: _Toc228900740]5.3 Influence of Flexible Working Practices on Employee Productivity in Marks & Spencer
The findings prominently highlight the aspect that flexible working practices have a positive influence on employee productivity. In the literature review section, it is also seen that flexible working arrangements are likely to reduce mental stress and enhance the well-being of employees. In this context it is to be noted that policy frameworks related to employee Wellness of Marks and Spencer highly indicate that they emphasise physical and psychological enhancement of the employees (Corporate Marks and Spencer, 2026a). In such a context, the evidence also shows that Marks and Spencer's faces challenges of high job demand during peak time, mainly among the store employees. So flexible working practice can be considered as the most justified and potential approach to strategic deployment from the organisation that can lead to an increase in productivity and consistent performance. Aspects like shift flexibility and part-time working have been highlighted in the findings as a crucial aspect of flexible working arrangements that increases productivity of employees.
In retail, if employees can adjust shift timings or swap shifts, they are more likely to remain committed. This aligns with the theoretical perspective of JD-R, explained in Chapter 2, in which flexibility can be regarded as the resource that ensures the reduction of job demand, such as fatigue and time pressure. As a result, it can be said that employees are more likely to show higher engagement if Marks and Spencer provide clear and defined flexible working implementations. It is also to be noted that flexible working arrangements like remote working, part-time working, and hybrid working also address broader organisational commitment and reduce administrative, managerial and economic burden (Ngonini, 2025). The hybrid working practices of Marks and Spencer are also highly relevant to reducing commuting hours and enhancing the focus of the employees. But both the findings and the review highlighted the effectiveness of managerial support and organisational coordination for the positive outcome of flexible working arrangement practices. 
The role of flexible working practices in employee productivity is explained in detail with both practice-based evidence and theoretical justifications, and so the second question of the research has been answered effectively. 
[bookmark: _Toc228900741]5.4 Employee Perceptions of Flexible Working Practices in Marks & Spencer
Findings suggest that employee perception related to flexible working depends upon perceived benefits of the implementation in retail organisations like Marks and Spencer. As discussed in the literature review, flexible working is often valued by employees because they can conduct personal responsibilities alongside work, improving work-life balance and well-being (Alotaibi, 2023). Marks and Spencer, as a global organisation, needs to consider high customer pressure leading to long working hours and workloads (Morton, 2022). In this respect, the approach of the organisation in implementing flexible working policies and practices is significant for enhancing employee engagement and performance. But employee perception related to flexible working at Marks and Spencer is not understood directly from the available articles in the findings. This can be a major scope for future research. 
Findings also highlight that employees respond positively to flexible working arrangements when there is visible managerial support (Sekhar and Patwardhan, 2023). It indicates a very significant factor that employee perception related to flexible working is not only based on the availability of flexibility but also on the way it is implemented. This notion also points out the practical effectiveness of social exchange theory, which is discussed in the literature review section. The perception of employees towards flexible working is the implication of increased support and commitment from the organisation. So, starting implementation areas of Marks and Spencer of flexible working practices can be a potential scope for future research to understand its outcome, enhancing the stability of the workforce, loyalty performance, etc.
Therefore, the findings have identified the drivers of employee perception that determine the outcome of flexible practice, but do not directly provide the perspectives of employees related to flexible working in the available articles. So this question is partially answered
[bookmark: _Toc228900742]5.5 Challenges Faced by Marks & Spencer in Implementing Flexible Working Practices
In terms of managerial and operational challenges, the most unique aspect identified in the findings is the flexibility Paradox. Flexibility paradoxes occur when flexibility practices lead to work intensification and blurred work-life boundaries (Ridzuwan, Fakhri and Tenny 2025). It shows that the structured policies related to flexible working are significant, along with awareness related to guidelines and clarity of boundaries (Brega et al., 2023). Without such guidelines and structure, organisations may face adverse situations for the employees, like burnout or lower productivity. It is also a line with another challenge highlighted in the findings regarding the availability of staff during peak hours when work pressure is high. Poor coordination is also identified, leading to service disruption and understaffing.
Fairness and inequality in access to flexibility are considered one of the significant challenges for implementing flexible working arrangements in retail organisations (Barnes et al, 2025). Different systemic issues lead to inequality of access to flexible working based on gender, ethnicity, geography and age (Barnes et al, 2025). In most of the evidence, it is seen that women and disabled people are highly influenced by flexible working compared to men. Apart from this, the evidence also shows disparities in access in urban and rural areas related to remote working. This issue is relevant for M&S because corporate employees may access hybrid working while store employees rely mainly on shift adjustments. This challenge can also have social and economic implications concerning the transparency and reliability of the practice. It may lead to lower trust, loyalty and retention of the employees if not mitigated. 
[bookmark: _Toc228900743]5.6 Gaps and Scopes for future research
One of the major limitations or gaps that can be recognised from the existing literature is the small number of studies conducted on marks and sensors, flexible working practices, and their effectiveness. Evidence highlights a few statistical data showing flexible working prevalence justifications and implementation, but especially in areas of employee perception, policy framework, and implementation outcomes and challenges. Flexibility working arrangement practices vary in terms of the contextual environment of different retail organisations (Signoretti, Pederiva and Zaninotto, 2022). So this gap needs to be considered for future focus of study to ensure that a specific organisation-based understanding of flexibility arrangement will strengthen the practical relevance of FWA in the retail sector. 
Another limitation is that the 50 articles selected for the findings have inconsistent research methods. Focuses on longitudinal study, others focus on Real Experience, and many focus on literature review based on diverse measurement methods. Relying on a wide range of designs and approaches to data collection and analysis also creates overlapping concepts and contradictory areas. Different sample sizes and Research approaches can also limit drawing a general perspective in research (Hennink and Kaiser, 2022). So there is a need for implementing both quantitative and qualitative approaches combined for future research to emphasise both general and organisation-specific aspects that define flexible working practices.
[bookmark: _Toc228900744]5.7. Summary of Key Findings
The finding related to flexible working practice in Marks and Spencer does not highlight any significant initiative that has affected most but has passively identified different areas of flexible working practice test, like types of flexible working arrangement prevalent in the organisation, significance of flexible working practices in the context of facing challenges and enhancing quality of workforce performance, etc. The evidence in the findings has provided different dimensions in which flexible working practice can be considered as a strategic tool and not just an advanced working mode in terms of Corporate business practices. Evidence also shows that working with a huge amount of work for Marks and Spencer understands the need for stability of employees in terms of motivation, engagement, etc., to achieve quality performance. The discussion presents comparative aspects of theoretical motion, identifying flexible work as a significant resource that addresses the challenge of increasing workload or job demand, which is very common for the organisation, Marks and Spencer, as a retail business. Theoretical notions also identify that this resource needs strategic implementation for effective and desirable outcomes. The findings have suggested that flexible working practices are a potential solution for organisations like Marks and Spencer to enhance employee motivation, retention, engagement, and protection for longer-term positive performance and addressing competitiveness. 
The relation of flexible working arrangements with employee productivity is highly associated with retail organisational practice. The finding suggests one of the significant aspects for which flexible working is practised. Work-life balance has been considered as a positive offering of flexible working that ensures a positive perspective of employees in retail Organisations in terms of productivity and engagement. Findings also show that flexible working types like job sharing or hybrid working are seen to reduce the rate of absenteeism, break workplace stress and support constant availability of the workforce. Reduction of commuting time and increasing quality spending time with family or in personal responsibilities is highly valued by employees to respond positively to flexible working practices. But in terms of productivity, flexible working practice availability is not sufficient, as its poor implementation can lead to passive negative impact, like the flexibility paradox, due to intensification of work and lack of boundaries. Findings also ensure the need for workforce planning and policy implementation for the effective outcome of flexible working. In terms of Marks and Spencer, employee productivity is seen as inconsistent, with the financial performance of the organisation, which shows that the implementation of flexible working is likely to provide a positive outcome in terms of long-term performance. 
[bookmark: _Toc228900745]5.8. Scope for Future Research
Considering the discussion, there are a few scopes that can be potentially beneficial in enhancing the knowledge dimension of the relevant topic under study. Firstly, the evidence has not directly provided any understanding of Marks and Spencer's specific initiative related to flexible working practice. It also does not clarify the employee perception related to flexible working in terms of review or feedback. Considering analysis combining both primary and secondary research approaches is needed to understand the fruitfulness of flexible working practices in the organisation. Secondly, in terms of challenges, there is also a more generic approach related to flexible working. It is more limited to the context of the articles identified in the findings. Challenges related to the implementation of flexible working and its perceived risks faced by Marks and Spencer can also be considered a significant scope for future study. 
[bookmark: _Toc228900746]5.9. Practical Recommendations
· Review and strengthen fair and consistent flexible working policies in practice: despite the fact that Marks and Spencer as an organisation has an existing policy for people management and flexible working, it needs to ensure that the policies are aligned with the practices. It is also to be noted that evaluation of the policy Framework is essential, and the organisation can conduct surveys to understand challenges and perceived outcomes of employees related to flexible working practices. Accordingly, the modifications in policies need to be implemented at frequent intervals.
· Introducing alternative flexible working options for in-store employees: flexible working options like job sharing, fixed shift preferences, compressed working hours, and part-time flexibility can be introduced to the store employees. Providing alternative flexibility options can reduce mental stress during peak hours when job demand is high and work pressure is increased. It will also help in creating equal access to flexible working options for employees and managers in practice. In this context, Marks and Spencer also need to assess the balance of store employee capacity so that Service Delivery is not compromised and disrupted. 
· Reducing flexibility Paradox: the organisation can reduce the risks of the flexibility paradox by setting clear boundaries for remote and hybrid working in terms of working hours, communication, expectations, and workload pressure. Clear and defined work distribution among employees of a hybrid culture will ensure efficiency, productivity, and engagement with proper accountability and reporting areas. In this respect, the organisation also needs to ensure that implementation of the boundaries is regularly monitored and modified in terms of ensuring employee well-being in the workplace. 
· Improve the schedule system for store-level workforce: the schedule system of store employees needs to be modified through structured shift-swapping, predictable rota planning, and demand-based staffing. Store workforce planning is essential to maintain focus, motivation, and stability of Service Delivery. This will also reduce the understaffing issue during high job demand or work pressure periods. It will also ensure that the work-life balance of the store employees is maintained. Schedule planning of store employees is significant because they are vulnerable to work pressure and poor mental health conditions during the peak period in retail organisations like Marks and Spencer.
· Invest in technology annabelle workforce planning tools: technologies like digital scheduling platforms, real-time staffing dashboards and communication systems can be implemented by the organisation to ensure strong coordination and systematic monitoring. Investing in technology is highly beneficial to integrate different operations and areas, reducing costs and enhancing efficiency with minimal labour efforts. The organisation system monitoring and digital audit to ensure that selected Technologies provide long-term benefits and effective outcomes in flexible working arrangements.
· Monitoring the well-being of employees and satisfaction related to flexible working practice: a survey and feedback mechanism needs to be implemented on a regular basis by the organisation to identify challenges and positive outcomes faced by the employees in terms of flexible working practice. It will ensure that employee involvement in the modification of the practice is ensured, and on the other hand, it also helps the organisation to identify changing challenges, expectations, and issues that need to be considered for strategic interventions. 
[bookmark: _Toc228900747]5.10. Theoretical recommendation
Based on the JD-R perspective, the results imply that flexible working cannot be assessed as a job resource but as a dual-impact construct that can be either a resource or a demand. Although the flexibility improves the autonomy, work-life and engagement, it might also lead to other work-related pressures like role ambiguity, boundaries and intensified work, as presented by the flexibility paradox. Theoretical development in the future should thus be an enhancement of the JD-R model to include context-reliable resource demand interactions, especially in those sectors that are labour intensive such as the retail industry where the pressure of operations are extreme. Managerial support and organisational policies should be in addition conceptualised into buffering resources moderating the adverse impact of the flexibility related demands, enhancing the explanatory power of the model. 
As far as the Social Exchange Theory is concerned, the results support the concept that flexible working can be defined as a kind of organisational investment which is able to influence the attitudes and behaviours of the employees. Nevertheless, this theory is furthered in the study through demonstration of how the exchange relationship is contingent and perception based. Only when employees feel that flexibility is not only acceptable but also supportive and available, positive results like commitment and productivity can be obtained. In case of inequalities or lack of communication, the relationship of exchange is affected and the involvement is less. Therefore, perceived fairness and inclusiveness should be considered in the future as a main process of exchange to be refined within theories.
Overall, this study proposes a more coupled approach to theory in which JD-R describes the processes of performance, and the Patterns of Social Exchange Theory characterizes the nature of relationships that impact employee reactions. Scholars’ ought to design hybrid frameworks that reflect both structural and psychological aspects of flexible working within an organisational environment that is largely complex.
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