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Executive Summary
This report has been completed looking at an internal employee relations issue within TUI with the focus on flexible working arrangements. TUI Group is an Anglo-German travel and tourism company headquartered in Hannover, Germany. It is the largest leisure, travel and tourism company in the world. To reduce the scope of the business, this report focused solely on the TUI Swansea contact centre. The findings of this report found employees are becoming frustrated with the attitudes towards flexible working arrangements. While there are over 400 employees in the contact centre only 14% of them have successfully been granted a flexible agreement. An alarmingly low amount compared to the 68% submitted in the annual year 18-19. Looking at a theoretical approach there is an evident link between flexible working and the motivation and engagement of employees. Linking with Dan Pink and Maslow’s theory of motivation provides a stepping stone for TUI to adapt its culture and change its work ethic. Overall the issues of not granting flexible working appears to be subjective to the needs of the business however could likely be linked to their inability to manage such an arrangement. Moving forward TUI need to focus itself on enhancing employees experience to increase engagement and organisational commitment and making TUI and employer of choice not just an employer of availability.
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[bookmark: _Toc6424037]Introduction
This report seeks to discuss an employee relations issue within TUI contact centre, specifically Flexible working which internally has recently grown in demand. Flexible working is a key contributor to business success but is often categorised by the human resource (HR) function as a “family friendly” benefit. If it is introduced strategically it can make a major contribution to the bottom line and to the credibility of HR (Thomson, 2008). While TUI globally has more than 65,000 employees to identify a specific issue, this report will focus solely on the Swansea contact centre and there 400 employees. Flexible working opportunities can benefit everyone: employers, employees and their families. Most employers now recognise that it makes good business sense to provide flexible working opportunities for their staff (UNISON, 2004). TUI as a company offer all eligible employees an opportunity to apply for an FWA however not all employees can be approved. Those who are approved are very loosely managed and this has begun causing tensions amongst individuals who have been declined their requests.
In compliance with the flexible working regulations 2014, here are only limited reasons why your employer can refuse your statutory flexible working request. The common reason provided to TUI employees is, because the business would be adversely affected. Though a more likely reasoning being They may lack experience of managing flexibility, have met difficulties with it in the past, or simply feel they have too few resources to make it work (Citizens Advice, 2018). Throughout this report it will be investigated over the reasoning behind the issue and culminate with recommendations on how TUI can proceed going forward to reduce the likelihood of any issues, of the same nature, in the future.
[bookmark: _Toc6398687][bookmark: _Toc6424038]Aims & Objectives
The purpose of this business report is to examine and critically analyse flexible working as an employment relations issue within the TUI contact centre. The following objectives have been set out to assist in achieving the overall aim.
· Evaluate why flexible working arrangements are a current employee relations issue within TUI contact centre.
· Establish the advantages and disadvantages of offering flexible working arrangements for both employers and employees.
· Identify and critically analyse flexible working in relation to theoretical models of engagement and motivation.
· Provide recommendations that will contribute to employee commitment and engagement as well as organisational level performance.
[bookmark: _Toc6398688][bookmark: _Toc6424039]Literature Review
In today's business environment, establishing a positive climate is becoming increasingly important for organisational growth and performance (Muhammad, et al., 2016). In today's climate the structure, content, and process of work have changed. a new pattern of work is emerging as the knowledge economy realizes the full potential of both new technologies and new organizational models (Heerwagen, et al., 2016).   There is substantial information available on a simple google search around flexible working arrangements and how they impact both organisations and employees. In the current climate companies need to be compliant with the law and fair to their employees, not an easy task.
[bookmark: _Toc6398689][bookmark: _Toc6424040]Organisation background 
TUI contact centre, located in Swansea operates over 400 staff members including management. The contact centre is typical of its nature operating 7 days a week 360 days a year, closing for religious holidays and New Year’s Day. TUI itself is a global brand and in the 2018 financial year the TUI Group ended with a headcount of around 70,000 (TUI Group, 2019).  
[bookmark: _Toc6398690][bookmark: _Toc6424041]Corporate Values
(TUI Group, 2019) encourage employees to embrace the corporate values of “Trusted, Unique, Inspiring” and embody them – not only by what they do within the TUI Group but also in their daily lives.
[bookmark: _Toc6398691][bookmark: _Toc6424042]Employment relations and the Law
The employment relationship is the legal link between employers and employees. It exists when a person performs work or services under certain conditions in return for remuneration (International Labour Organisation, 2007). In the UK, the Employment Rights Act (1996) defines an ‘employee’ as a person who works under a contract of employment, the tacit assumption being that ‘the employer’ is the other party to the contract (Armstrong & Taylor, 2017). The Employment Rights Act 1996, though a broad context, primarily concerns itself with the rights awarded to employee (Dusthimer, 2019). While the employment rights acts have governed the laws of employment since 1996, The flexible working regulations did not extend to all employees until 2014. In total there have been over 50 pieces of UK legislation since the late 1970s that pertain aspects of flexible working (Stredwick & Ellis, 2005). 
[bookmark: _Toc6398692][bookmark: _Toc6424043]The legislative process
Although not guaranteed it provides employees the rights to request flexible working hours from their employers after being employed for 26 consecutive weeks. Employers should be transparent and consistent in their approach to determining an employee’s request and  in considering requests, according to (Lloyd, 2014) an employer must be careful not to inadvertently discriminate against particular employees because of their protected characteristics under the Equality Act 2010 including for example, disability, sex, pregnancy and maternity.
[bookmark: _Toc6398693][bookmark: _Toc6424044]The contract of employment

A contract of employment is an agreement between an employer and employee and is the basis of the employment relationship (Acas, 2018). In the UK, they consist of express written or verbal terms in the employment contract, and implied terms which are usually not expressly stated but incorporated in some other way (CIPD, 2019).
[bookmark: _Toc6398694][bookmark: _Toc6424045]The Employment Relationship

In the current climate the employee relationship is monitored and represented by a human resource department. Today, A company’s human resource department has numerous functions when it comes to employee relations, however there are varying definitions of what employee relations actually is. The (CIPD, 2018) define employee relations as focusing on both individual and collective relationships in the workplace, with an increasing emphasis on helping line managers establish trust-based relationships with employees. (Leat, 2014) Define employee relations as a transactional process in which he believes Employee relations is a study of the rules, regulations and agreements by which employees are managed both as individuals and as a collective group, the priority given to the individual as opposed to the collective relationship varying from company to company depending upon the values of management. While both are contrasting definitions, they ultimately share the foundation that employee relations are about helping both the employee and the employer. The dimensions of the employment relationship as described by (Kessler & Undy, 1996) are shown in Table 1.
[image: ]
[bookmark: _Toc6422010][bookmark: _Toc6422501]Table 1: The Employment Relationship (Kessler & Undy, 1996)
A representation of the employment relationship indicates in order for the relationship to be successful the parties of managers, employees and employees’ representatives, must work collectively to incorporate with the ‘substance’ element of the job. This element provides the reward and career of individuals and the communications and culture of the organization as it affects them. 
[bookmark: _Toc6398695][bookmark: _Toc6424046]The Psychological contract

Underpinning the employment relationship is the psychological contract, the (CIPD, 2019) define the term 'psychological contract' as referring to subjective expectations, beliefs and obligations, as perceived by the employer and the worker.  The psychological contract is a dynamic concept that can be applied to understand varying employer-worker relationships, in the current climate it is an increasingly relevant feature of workplace relationships and wider human behaviour (Accipio, 2018).  The psychological contract is closely linked to an employers’ openness to change and the organisation’s commitment to adopting more flexible working arrangements for their employees. Willingness and action from employers are essential tools for creating a positive psychological contract, it gives employees a trust element in their organisation. Providing trust in an organisation increases employee engagement, motivation and attitude towards their daily work. Shockingly (Clifton, 2019) of Gallup commented their research discovered, 16% of employees are actively disengaged, they are miserable in the workplace, and destroy what the most engaged employees build. The remaining 51% of employees are not engaged, they’re just there. Increasing loyalty to the brand, something TUI value as part of their corporate values.
[bookmark: _Toc6398696][bookmark: _Toc6424047]Flexible Working Arrangements & TUI
Flexible working itself is defined simply by (GOV.UK, 2018) as a way of working that suits an employee’s needs, for example having flexible start and finish times, or working from home. Since the overall topic of this report is to focus on flexible working arrangements (FWAs) as an employee relations issue, this report section will look at the pros and cons for both organisations and employees. 
While in the current employee climate flexible working has become a global megatrend. With only 6% of employees are working the traditional hours of 9 to 5 according to a new poll carried out by YouGov (Huffington Post, 2018). While there are over 400 employees in the contact centre only 14% of them have successfully been granted a flexible agreement. An alarmingly low amount compared to the 68% submitted in the annual year 18-19.
 There has been large discussion amongst various bodies such as the CIPD and Acas surrounding the advantages and disadvantages of employers offering a flexible working contract. In order to understand the full scale of impact FWAs’ have on an organisation a PESTLE analysis was undertaken to. In accordance with (The National Archives, 2014) the introduction of the Flexible Working Regulations 2014, means that all employees have a right to request flexible working subject to having continuous service of at least 26 weeks prior to the application being made - and if they have not already submitted a statutory request within the preceding 12 months). 

Recent trends in the availability of flexible working arrangements have seen an increase in flexibility in the workplace. With current advances in information and communication allows employees to be able to work anytime and from anywhere. (Acas, 2017) suggest this trend in organisations have significant implications for the working lives of individuals and teams and for organisational effectiveness. Due to the nature of the TUI business many employees request and operate on flexible working policies as opposed to the standard shift rotation. Due to the size of employees it is understandable not everyone can be accommodated on an FWA, this has led to increase of complaints and displeasures amongst management and employees. 
In a mobile world, the flexibility of working in a multitude of environments--office, home, remote location, and on site isn't just a perk (Pochepan, 2017). With current technology people can set up and work from anywhere via their smartphones, laptops and tablets. These days, it is common knowledge workers want flexibility.  Research extracted from the (ManPower Group, 2017) report on the rise of individual choice, found that 35% of UK workers consider it to be an important factor when making a decision about their career. While a contact centre environment may currently demand employees be on site to do their jobs, technological advances provides access to a range of ‘homeworkers’ or ‘gig workers’. By incorporating them into the workforce they can be incentivised to work during busier times with models similar to that of Uber.
[bookmark: _Toc6424048]Competitors

While undertaking the PESTLE analysis it appears in the local area TUI have two major competitors both in the form of contact centres of BT and DVLA who actively promote their flexibility in helping obtain the best work life balance possible and openly using this as a recruitment tool advising they can offer part time, job share, flex hours,  and work from different offices or sometimes work from home (DVLA, 2017; BT, 2019). The ongoing issues could be an excellent time for TUI to look at their competitors and take advice from McDonalds who work with flexible working campaigner Anna Whitehouse (McCulloch, 2018).
[bookmark: _Toc6424049]Advantages & Disadvantages of FWAs

Flexible working can lead to direct and indirect business benefits, it has been widely touted as essential in today’s workplace, having been positively linked to a variety of individual and business outcomes (Hill, et al., 2010). The CIPD at the 2015 research conference discussed the shifting landscape of work and working lives and put together a hypothesised table of how FWA create a relationship between the employer and the employee.

[image: ]
[bookmark: _Toc6422011][bookmark: _Toc6422502]Table 2: Hypothesised relationships between perceptions of flexible work arrangements (CIPD, 2015)

Table 2 illustrates a hypothesised model. It shows that perceptions of flexible working arrangements will be positively related to and strengthened by employment security.  
Generally perceived employment security could strengthen the positive effects of perceptions of flexible work arrangements on employee engagement (CIPD, 2015).

[bookmark: _Toc6424050]Advantages
Research from the (CIPD, 2019) has shown that implementing flexible working practices can improve staff engagement and motivation. The research from the CIPD is backed up by that of Tom Neil, of Acas and the guardian, whom agree that FWAs can help to reduce absenteeism, increase productivity and enhance employee engagement and loyalty (Neil, 2017). Indirect business benefits are accomplished through improved employee job satisfaction and well-being. (Pancheri, 2017) a HR advisor for the London school of economics echoes this, explaining that for companies, offering FWAs provides advantages in attracting, retaining and developing the best possible workforce. 
While quality flexible working can also aid organisations in attracting talent, improve employee job satisfaction and loyalty, reduce absenteeism and improve well-being. It can make businesses more responsive to change (CIPD, 2019). As flexible working arrangement means employees’ have some say over how, where or when they work, whether this involves working from home, working reduced hours or flexitime arrangements. Organisations need to be adaptive to this especially in the current climate between technological advances and the demands of a generational workforce. Each generation has demanded something more from employees but the largest workforce generation of millennials are seeking a work-life balance (French, 2018; Jenkins, 2018; Kurter, 2018), something an FWA can help provide them. 

[bookmark: _Toc6398698][bookmark: _Toc6424051]Disadvantages
Though there are several advantages to offering flexibility there is always a downside, as previously mentioned not everyone can be accommodated on an FWA, this has led to increase of complaints and displeasures amongst management and employees within the TUI contact centre. If there are a large percentage of employees operating on flexible hours then many may not know their co-workers, there can be a lack of cohesiveness and the company culture can be lost. Employees may take advantage of a flexible situation and not complete tasks appointed. This results in micromanagement which can hinder an organisation (Barnes, 2015). Employers could lay themselves open to discrimination claims if they only agree flexible working requests for parents and carers, or vice versa (Mckinley, 2019).  
While there are smaller risks to flexible working the largest forms from managing a workforce that is not all at work at the same time takes greater effort. TUI have a strong management team in place however they would not have the additional time to manage employees not on site and flexible workers may be left to self-manage consistently. Which in some instance is acceptable for many employers though when it comes to tasks such as performance reviews this would be difficult to gather accurate information. 
[bookmark: _GoBack]
Although there are barriers preventing our workplaces from adopting these practices on a much wider scale. TUI should work to adopt the new practices to assist them in creating A positive employee relations climate. Which helps to build a social atmosphere, encouraging high employee involvement and an employee-centred culture (Muhammad, et al., 2016).
[bookmark: _Toc6424052]Flexible working in relation to Theory
[bookmark: _Toc6398701]The perceptions of Flexible Working Arrangements, employee engagement, and motivation can all be related to theories which could easily be adapted to work within TUIs’ own operating structure. Over the year’s organisations have adopted the term employee engagement as a way to capture the motivation needed for the workplace. 
The simplest and most relevant link for flexible working and theory proposed by Daniel Pink on motivation. It would appear the discussion on methods of motivating employees is a recurring topic, the issue of how to engage employees with the company is a common issue in HR (Mcguire, 2012).
[bookmark: _Toc6424053]Theory of Motivation
Academic theories behind employee motivation offer a number of suggestions as to factors influencing performance and keeping employees motivated and engaged is a key task for any human resources department. Over the years, psychologists and academics have come up with various theories of motivation that can be applied in the workplace (Taylor, 2006) While thinking of motivation theory many will instinctively link to Maslow’s hierarchy of needs however Pink's theory is current and applicable to the current generations in the workplace.


Dan Pink Motivation Theory
 Drawn from research undertaken by psychologists Harry Harlow and Edward Deci in 1971 (Pink, 2009). It focuses upon three Elements of Intrinsic Motivation and that the aspects of this motivation can be divided into autonomy, mastery, and purpose.
	Flexible workers are looking for that autonomy in their daily work lives, they want the ability to move around freely, direct their own lives and have a balanced lifestyle. This encourages them to also work harder to gain mastery over their role, although they may operate reduced hours, increased productivity is directly linked to increased motivation and engagement (Bakker, 2011). Finally, it provides employees a sense of purpose in which the company values and trusts them as an employee and allows the freedom in their lives. The theory runs counter to the traditional view of management which wants employees to "comply" with what is required of them (TED Talks, 2009). 
	While a simple theory, it is one which can be easily adopted by TUI, by ‘loosening the reigns’ on how they handle employees and allowing all, not just those with or wanting a flexible arrangement, the opportunity to have autonomy over their lives. Such a change would create a larger impact on the individual employees as the average person will spend 90,000 hours or 1/3 of your life at work over an average lifetime (Naber, 2009). That is a significant time to not be in control or feel trusted enough by your employer. 

Maslow’s’ hierarchy of needs
Maslow’s’ motivation theory is one of the best known and most influential theories on workplace motivation. Maslow's hierarchy of needs is a motivational theory in psychology comprising a five-tier model of human needs, often depicted as hierarchical levels within a pyramid. (Maslow, 1943) stated that people are motivated to achieve certain needs and that some needs take precedence over others. Similar to Pinks theory it depicts individuals as needing to feel secure in their roles	, have a sense of accomplishment and a make a difference to an organisation as depicted in table 3. The ‘Game Mechanics’ provide linked factors between the two theories and how employees view the hierarchal structure of Maslow and pink.
[image: Image result for dan PINK THEORY v maslow]
[bookmark: _Toc6422012][bookmark: _Toc6422503]Table 3: Comparison of Maslow & Dan Pink Motivational theory (Wu, 2014)

Transferring a theory into best practice can help motivate, recruit and retain employees if done correctly. Modern motivation has moved on from Maslow’s Hierarchy of Needs alone. But this simple motivation tool remains important and as such it can help HR professionals achieve many organisational goals (Khan, 2018).
	Again, like Pink this is something TUI could work with employees to create their own version to work alongside current structures in place. Encouraging employees to participate in voicing their needs of FWAs, providing the belonging needs of social and community in the workplace. 
[bookmark: _Toc6398702][bookmark: _Toc6424054]Conclusion
[bookmark: _Toc6398703]At this start of this report three individual objectives were set to help analyse the current issue of flexible working within TUI contact centre. They aimed to look at why the issue was occurring, what advantages and disadvantages would come from flexible working arrangements, for both employers and employees and final looked to identify a link between FWAs and current theoretical models. To conclude this report, we can examine the results from analysis information discussed and determine an outcome of each objective. 

[bookmark: _Toc6424055]Objective one outcome
Why are Flexible working arrangements an employee relations issue for TUI? – There is evidence suggesting the nature of the business for TUI as a contact centre needs to have set numbers at set times to provide customer coverage and demand. While there are over 400 employees in the contact centre, should every one of them be offered an FWA it would not be a feasible business model and therefore restrictions on the number available should continue to be restricted per team to ensure the ongoing success of the business. Throughout this report there have been common themes on the need of the employees and the business working together. Through evidence gathered it is feasible that in order for TUI to move forward and become more accepting and willing to offer of flexible working arrangements they first need to prepare themselves for a cultural change, something TUI as an organisation are capable of doing not only in the Swansea contact centre but on a global scale. Having already completed a cultural shift in their transition from Thomson to TUI in 2017. 

[bookmark: _Toc6424056]Objective two outcome
The advantages and disadvantages of offering FWAs – Overall, the advantages generally outweigh the disadvantages and a good manager can handle the disadvantages. Flexible scheduling has become part of what employees are looking for in their search for an employer of choice both due to a generational change in the workforce and increased technological advances. The benefits will provide increased engagement and motivation and can ensure a stronger work ethic for the contact centre. While also showing the company as a more appealing choice due to their flexibility and trusting culture. Ultimately It all comes down to the company and employee placing trust in each other. While everyone may not be happy a strong leadership team can help offset this through their management of teams and individuals. 

[bookmark: _Toc6424057]Objective three outcomes
The nature of this objective was to look at the connection between FWAs and theoretical models and critically evaluate them. Evidently there is a clear connection between increased motivation and engagement levels with flexible working, thus linking into Maslow’s’ theory of motivation and Dan Pinks theory of mastery, purpose and autonomy. While both look at motivation both lead to increased engagement in the workplace. An end goal for all employers to have a strong engaged workforce, willing to give themselves to the organisation to achieve their goal.

Ultimately it appears that flexible working is an easily solved issue for TUI should they take the time to understand the needs of their current and perspective employees and look towards their external environment at competitors such as DVLA and BT who openly operate a flexible schedule. While this report has succeeded in the objectives set the following chapter will look at recommendations for how to limit any future ER issues relating to flexible working.
[bookmark: _Toc6424058]Recommendations
Not all these ideas will apply to every organisation, but they have been identified as best practice fit for TUI from the information gathered in the duration of this report.  Flexible working is the way of the future—if we are not thinking about how we can embed flexibility across our organisations we will be left behind. Importantly, flexibility is a key enabler that underpins our aspirations to create inclusive and diverse workplaces. TUIs’ commitment to working flexibly needs to be reflected in the organisation’s values and strategic plans. Besides the recommendations offers below the company as a whole from employees to CEOs will need to be onboard with the shift in values and plan to work together. The following recommendations have been made alongside an action plan of timeframes and costing to provide full coverage on the best approach to implementing. Ultimately employees who are committed to their organisation generally feel a connection with their organisation, feel that they fit in and, feel they understand the goals of the organisation. 

[bookmark: _Toc6424059]Recommendation one –
Look towards Competitors 
Using the information gathered in the PESTLE a range of internal and external threats are hindering TUI. For TUI this could be an opportunity to take advice from their competition such as BT / DVLA and  McDonalds who work with flexible working campaigner Anna Whitehouse (McCulloch, 2018) to actively promote their openness to offering an FWA, this would increase perspective employees trust and engagement with the organisation. While the government has a role to play in the change across the labour market, employers also need to take charge. Actively discussing the opportunities with employees and management gives an open and honest culture in line with the TUI core values.

[bookmark: _Toc6424060]Recommendation two – 
	Monitor & Track All Flexible Working Arrangements
Tracking approved flexible work arrangements to determine if they are beneficial to the contact centre and the employee. It also gives a statistical figure of the number of employees operating in a flexible capacity. At the start of the process set expectations of the supervisor and employee up front for coverage within the team. Set a trial period of three months to determine if the arrangement is effective. Providing all is successful extend the flexibility agreement and always aim to be inclusive of employees demographic advertising flexible working options open to the widest group of people, not only those with caring responsibilities, but for those looking to enhance their studies, volunteering positions, travelling, religious commitments, and at all stages of their career. 
[bookmark: _Toc6424061]Recommendation three – 
Unlimited annual leave 
While the concept might sound crazy it would eliminate the need for flexible working arrangements. Tried and tested by Jelly Vision marketing they entrust employees’ responsibilities, deadlines, projects so long as work is completed on time (Insight, 2017). While the concept might take a long trial period to implement the motivation, engagement and loyalty of employees could increase exponentially. 

While TUI may not be able to action some of the recommendations immediately, they can be tabled for future developments. The point is, though, these recommendations are designed to explore employee engagement ways that work with the reality of the lives of your employees.
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The action plan has been designed based upon the previously discussed recommendations. Every effort has been made to reference the relevant costs of these changes, but the need for them can be justified and balanced given the proper time and care to see these changes through.
	Recommendation
	Due date
	Cost
	Timeframe
	Benefit

	Engage with competitors to determine a best fit approach for TUI

	1st April 2019

	System updates – run with monthly scheduled updates to avoid additional costs.

Cost: Hourly wage of 2 HR advisors to oversee roughly daily cost of (£70 per manager / per day)
Total: £33,600 based on 5-day week.
	3 months assessment of competitors.

3 months creating a new policy for FWAs. 

3 months trial run of implementation on dedicated teams.
3 months staggered roll out to the business.

	Although a costing of salary is presented, 2 advisors would already have been present in work therefore shifting their workload is not overly costly.  The biggest expense will be time.

	Monitor & Track FWAs. 
	1st April 2019

Completion of reviews in the financial year.
	Time: a 12- month scale to ensure all FWAs are monitored equally in the financial year to determine benefit to the company/ employee.
Costs: £20,000 (typical TM salary)

	12 months
	Management to monitor their team FWAs and review with senior management ongoing throughout the year to determine the benefit or detriment to the business and employee. 
Also provides opportunities to identify a trend in why FWAs are requested. 



	Offer Unlimited Leave 
	31st October 2019
	A 6-month trial run on selected teams, focusing on admin teams first to gather data on projects and deadlines being completed.

Cost - £15,500 per advisor (standard salary)

	6 months
	While not everyone in the contact center will initially benefit a trial run on selected teams will determine if this is feasible to continue with the contact center. 
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