
A) Introduction to the Proposed Research

     

(i) Title

An Analysis of the Effects of Hourly-paid, Temporary Employment Contracts on Employee Morale within Higher Education Institutions.

(ii) Research aim 

Labour flexibility emerged as a major issue in the 1980’s, as the western European economies were forced to respond to increased competition and change. Increased market uncertainty means that organisations need to be able to vary the size and deployment of their workforces to meet demand as effectively and efficiently as possible.  The model of the ‘flexible firm’, first developed by Atkinson in 1984, identifies the different forms of labour flexibility that might be sought by organisations: numerical, functional, outsourcing and pay flexibility (see appendix 1).

The proposed study is concerned mainly with numerical flexibility, defined by Atkinson and Meager (1986, pp 3-4) as ‘the ability to adjust the level of labour inputs to meet fluctuations in output’. Numerical flexibility is achieved by using alternatives to traditional, full-time employees, such as temporary, short-term, part-time and other non-standard employment contracts, to respond to fluctuations in demand.  This results in a ‘core’ group of permanent workers – those supplying essential, firm specific skills – and a ‘peripheral’ group of temporary workers who:

“will supply skills that are easily obtainable in the external labour market, and their co-operation in the production process is not critical to organisational performance”.

Beardwell and Holden (2001, p. 105)

Atkinson and Gregory (1986, p. 13) suggest that it amounts to:

“a reorganisation of firms’ internal labour markets and their division into separate components, in which the worker’s experience and the employer’s expectations of him/her are increasingly differentiated”.

This implies that different human resource management (HRM) policies will be applied to different groups of workers within the organisation. The model predicts that policies of co-option based on ‘soft’ HRM will be directed at the core workforce designed to foster loyalty, commitment and enhanced performance.  However, peripheral workers will be presented with the ‘hard’ face of HRM: they will be treated as disposable resources, often employed under inferior terms and conditions compared with the core group. Atkinson and Gregory, (1986, p. 13) predict that peripheral workers will be ‘exposed more and more to raw market forces’.  In other words, there will be a growing divergence in the work experience of core and peripheral workers in terms of pay and other benefits, access to training, career progression and employment security. However, while employers may gain in terms of cost-savings and the ability to respond to changes in markets and technology, the divergence of treatment between core and peripheral workers will be counterproductive in many cases; there may be negative effects on employee morale and job satisfaction, and hence productivity and quality of output.

The aim of this research, therefore, is to evaluate the strategic management of peripheral workers. The perceived inequities in the treatment of core and peripheral workers will be identified, the effects of such inequities on employee morale and performance will be explored, and recommendations proposed for enhanced individual and organisational performance.

(iii) The research context 
Flexibility in the Higher Education Sector

The UK has a relatively high proportion of part-time workers (24.9% of total employment), but is one of the lowest users of temporary and fixed-term contract workers in Europe (7.4% of total employment) (European Commission, 1999, pp. 46-47).  However, according to the National Association of Teachers in Further and Higher Education (NATFHE, 2001a), the further and higher education sector has the highest employment levels of part-time staff in the UK, (45%, a joint ranking with the hotel and catering sector). The Bett Report (1998) stated that 23,000 academic staff members in post-1992 Higher Education Institutions (HEI’s) are employed on part-time contracts.  Of these, 15% are employed on pro-rata contracts and 85% are employed on part-time, hourly-paid, fixed-term contracts.  Thus, the higher education (HE) sector uses fixed-term employment contracts much more extensively than other organisations in the UK. The proposed study will extend the work of Gallie et al, (1998) - who found that similar proportions of temporary workers as of permanent workers were employed in managerial and professional roles – by investigating the use of the core/periphery model in professional occupations.

Flexible labour as a strategic employment method

An external environmental analysis of the HE industry (see appendix 2) reveals that HEI’s now operate in an extremely dynamic, competitive environment. In such an environment, HEI’s need to make full use of modern and flexible work organisation and adopt patterns of work that will fit challenges in the future.  However, and just as importantly, they need to treat all their employees fairly and to offer opportunities for staff to develop their careers. The aim must be to achieve a proper balance between flexible working and organisational efficiency, on the one hand, and security of employment and fair treatment of employees on the other (NATFHE, 2001c).

The idea that British firms might be acting strategically in their changing use of labour has been viewed with scepticism.  A large body of research has found British management to be reactive and pragmatic in its approach to the management of employees (Hunter and MacInnes, 1991; Sisson and Marginson, 1995; Storey, 1992;).  These characteristics have been attributed to a preoccupation with short-term financial pressures rather than longer-term plans (Blyton and Morris, 1993; Lane, 1995; Nolan, 1989; Sisson and Marginson, 1995). Although a more strategic approach to labour flexibility, emerged in the 1990’s, Culley et al (1999) believe it to be a strategy of cost-minimisation based on cheap labour.

“We are convinced…that there is scope for many HE institutions to reduce their use of fixed-term and casual employment.  Whilst they will need to retain sufficient flexibility to react to changes in funding and student demand…we believe that significantly more staff could be offered ‘permanent’ (i.e. open-ended) contracts.”



The Bett Report (1998, paragraph 217)

The Chartered Institute for Professional Development (CIPD) has long argued that an employer should use temporary contracts only where there is a clear business need to do so (see appendix 3).  Furthermore, Sinclair, (2001) highlights the fact that fixed-term contracts are much more prevalent in the public sector.  Beardwell and Holden (2001) suggest that, from a radical perspective, the further segmentation of the workforce represents an extension of divide-and-rule strategies for extending managerial control and increasing the effective exploitation of labour.  The proposed research will investigate whether HEI’s use peripheral workers as part of a long-term, strategic plan to better meet customer demand, or simply as a cheap, exploitable resource.

Equity between core and peripheral lecturers

The core-periphery concept is central to the flexible firm model, but it ignores the possibility that workers who are numerically flexible carry out core functions. Much of the flexibility literature (Atkinson, 1984, 1985; Beardwell and Holden, 2001; Dex and McCulloch, 1997) describes numerically flexible jobs as those that are secondary to the primary purpose of the organisation, tending to require low skill levels ‘ that are…not critical to organisational performance’ (Beardwell and Holden, 2001, p. 105). This is the view often put forward by employers to justify different treatment of the core and peripheral groups of workers. Yet, the use of hourly-paid, fixed-term lecturers in HE repudiates this view. HE lecturers are described by NATFHE (2001a) as the highest qualified workers in the UK economy (an average of seven years education within HE), with the vast majority of temporary staff employed on a regular basis, for many years, delivering substantially the same core function to customers as permanent staff.  Nevertheless, within HE, hourly-paid, fixed-term staff are treated differently to their permanent counterparts; they are lower paid, they receive no annual incremental progression, nor equivalent contractual benefits such as sick pay, maternity pay or redundancy payments.  A further concern is Dex and McCulloch’s, (1997) claim that numerically flexible jobs reflect gendered patterns of discrimination because they are occupied disproportionately by women. The proposed research will seek to establish the nature and extent of the inequities between core and peripheral employment terms and conditions. 

Employee morale and commitment 

The concept of employee commitment is one of the central tenets of the HRM movement.  Legge (1995) describes commitment in employees as involving loyalty to the employing organisation, a belief in the values and goals of the organisation, and a willingness to supply high levels of effort. The HRM literature suggests that commitment is generated by: the provision of employment security; opportunities for training and promotion; opportunities to exercise discretion, responsibility and control over work; and the involvement of employees in decision-making.  The majority of non-standard workers are disadvantaged in most of these respects compared with full-time, permanent workers. Blyton and Morris (1993, contend that flexibility is likely to undermine employee commitment, and that temporary workers are seen to be less committed and reliable than permanent staff. Hunter and MacInnes, (1991, 1992) found that some organisations  abandoned the use of fixed-term contracts because the initial cost savings from hiring temporary workers were seen to be outweighed by additional costs arising from lower commitment.  

Geary’s (1992) study found that the use of temporary staff in core functions led to comparisons between permanent and temporary workers, generating feelings of inequity and vulnerability, and resentment and conflict between the groups. Geary’s study substantiates Adams (1965) Equity Theory of Motivation, which describes the employment relationship as an exchange process whereby an employee will expect an outcome in exchange for an input. The way in which an individual will perceive the equity of the exchange is affected by the treatment received by other employees. Perceived inequity causes tension between employees and the organisation.   Secondly, Geary’s study found that employing temporary workers on inferior terms and conditions undermines the credibility of management’s claim to be following enlightened HRM policies for all workers, and damages employee relations. 

Mant (1995) describes the individual expectations and needs that are embedded within Schein’s (1988) ‘psychological contract’ between employer and employee: the need for equity and justice; the desire for security and relative certainty in return for loyalty to the organisation; the need for fulfilment, satisfaction and progression. Mant (1995, p. 48) suggests that the above factors affect morale, which he describes as: 

“the satisfaction that is obtained from what you do (the job itself), enjoying the people you are working with (the work group), trusting the people you work for (management practices) and, finally, economic rewards”.

Non-standard contractual relationships disturb these satisfactions.  Indeed, Greenlaugh and Buch’s (1990, pp. 431-44) ‘threat rigidity’ thesis suggests that the outcome is bound to be fear. Fear, in turn, influences the behaviour of employees, who revert to the safest, narrowest, and most conservative modes of behaviour available to them, rather than innovating for competitive advantage.  The proposed research will analyse the effect that perceived inequities of treatment between core and peripheral lecturers have on employee morale and commitment, and the implications for employee performance.

(iv) Specific research objectives

The proposed study, and especially the data collection process, will be guided by the following research objectives:

1. To identify the organisational benefits and limitations of using of hourly-paid, temporary lecturing contracts within Higher Education Institutions.

2. To analyse employee perceptions of equity between core and peripheral lecturers.

3. To evaluate the effects of hourly-paid, temporary employment contracts on employee morale and commitment. 

4. To analyse the implications of hourly-paid, temporary employment contracts for the future organisational performance of Higher Education Institutions, making recommendations for change where necessary.

(v) This study’s contribution to knowledge

A preliminary search of the literature has failed to identify studies that have examined numerical flexibility in the HE sector.  The use of peripheral workers in the HE sector is markedly different to most other industries. Firstly, HE institutions employ massively above the national average number of temporary workers. Secondly, and contrary to the concept of the core/periphery model, the lecturers are ‘professional’, ‘primary’ employees who contribute directly to organisational performance, rather than low-skilled, ‘secondary’ labour. The proposed research, therefore, represents a substantial and original contribution to the knowledge of the management of core and peripheral workers in the professional context. Furthermore, this study will integrate theory and findings from several areas of research, particularly numerical flexibility, Adams’ Equity motivational theory, employee commitment and morale. The outcome of the research will be an original set of recommendations aimed at enhancing the work experience of ‘peripheral’ employees and maximising their performance. Although the recommendations developed from this research are primarily intended for those in the educational environment, they will be applicable in a variety of professional contexts.

B) Research Design and Methods





(i) Research philosophy and approach

A phenomenological research philosophy will be adopted for the proposed study as there is a necessity to discover what Remenyi et al (1998, p. 35) call ‘the details of the situation to understand the reality or perhaps a reality working behind them’.  This is vital in the ever-changing world of business organisations, in which the circumstances of today may not apply in the future – not only are business situations complex, they are often unique.  The phenomenological paradigm ‘is concerned with understanding human behaviour from the participant’s own frame of reference’ (Hussey and Hussey, 1997, p. 52). Such a paradigm tends to produce rich and subjective ‘qualitative’ data, appropriate for the exploration of participant perceptions of worker equity. As the study aims to explain the relationship between temporary employment contracts and morale rather than simply describing the characteristics of the issues, the research will have an ‘explanatory’ purpose (Hussey and Hussey, 1997). The logic of the research approach will be ‘inductive’ - it will extend and develop existing theory, but within a new context. Easterby-Smith et al (1991) suggest that the inductive approach is most appropriate when the study involves qualitative research; it also facilitates the use of a variety of data collection methods to establish different views of phenomena. The inductive approach also emphasises: a close understanding of the research context; a realisation that the researcher is part of the research process; gaining an understanding of the meanings humans attach to events; and less concern with the need to generalise (Saunders et al, 2000).

(ii) Research strategy

This research will use a ‘case-study’ strategy (see appendix 4). Eisenhardt (1989, p. 534) refers to a case study as ‘a research study which focuses on understanding the dynamics present within  a single setting’, while Robson (1993, p. 40) adds that it allows ‘the development of detailed, intensive knowledge about a single “case”’. A number of the characteristics of case study research make it an appropriate method for this study: the research aims not only to explore certain phenomena, but to understand them within the particular HE context (Morris and Wood, 1991); the study will focus on a single unit of analysis, a company, with a view to obtaining in-depth knowledge (Hussey and Hussey, 1997); the research uses multiple methods for collecting data which will be both qualitative and quantitative (Yin, 1994). 

(iii) The study population and sample 
The population for this study will be all temporary (fixed-term), hourly-paid lecturers in UK HEI’s – The Bett Report (1998) estimated that there were 23,000 such employees.  The sample for the study will be all fixed-term, hourly-paid lecturers within the case study organisation - Swansea Institute of Higher Education (SIHE) -which currently employs 112 fixed-term lecturers (see appendix 6 for an outline of SIHE). This organisation/purposive sample has been chosen on the judgmental basis of accessibility and convenience, and within the restraints of cost and time. Hussey and Hussey (1997) contend that it is not essential to find a representative case where statistical generalisations will not be attempted, i.e. to show that the sample represents a larger population.  However, a theoretical generalisation may be attempted, where the flexibility theory applied in HE can be generalised to other professional contexts.  As Remenyi et al (1998, p. 168) contend, case studies ‘can be generalisable and used to develop theoretical propositions, even if they do not represent a subsample of a particular population’. Furthermore, fixed-term contractual terms and conditions within HE are relatively homogeneous; the cluster of lecturers within the case study organisation should receive similar treatment to lecturers in other HEI’s.  Thus, purposive sample selection bias is minimised, and the sample should reflect what is generally happening within the HE context.

(iv) Data collection methods
Eisenhardt, 1989, (p. 534) argues that it is best to

 ‘combine data collection methods such as archive searching, interviews, questionnaires and observations.  The evidence may be qualitative (e.g. words), quantitative (e.g. numbers) or both’.  

Therefore, methodological triangulation - using both quantitative and qualitative methods of data collection in the same study - will be used to overcome the potential bias and sterility of a single-method approach. The objectives of the study will be met with the following methods:

Objective One: To identify the organisational benefits and limitations of using of hourly-paid, temporary lecturing contracts within Higher Education Institutions.  This will be achieved through a literature review of academic texts, journals and published statistics, and a review of SIHE’s policies, procedures and organisational literature pertaining to the research topic. Key informant interviews with SIHE’s Personnel Director and senior management will identify the corporate, strategic viewpoint.  Saunders et al (2000) and North et al (1983) suggest that managers are more likely to agree to be interviewed, rather than complete a questionnaire, especially where the interview topic is relevant to their own work.

Objectives Two and Three: To analyse employee perceptions of equity between core and peripheral lecturers. To evaluate the effects of hourly-paid, temporary employment contracts on employee morale and commitment.  All 112 fixed-term lecturers within SIHE will be surveyed via postal questionnaires (see appendix 7 for survey methods). A questionnaire is defined by Hussey and Hussey (1997, p.161) as 

‘a list of carefully structured questions, chosen after considerable testing, with a view to eliciting reliable responses from a chosen sample.  The aim is to find out what a selected group of participants do, think or feel’.  

A questionnaire survey is cheaper and less time consuming than conducting interviews, and, therefore, more appropriate for the relatively large sample size.  Secondary data collected in the review of literature will inform the content of the questionnaire to ensure its validity. The questionnaire will contain a mixture of open- and closed-ended questions (including ‘scaling’ questions) designed to discover temporary employees perceptions of the treatment they receive from the organisation compared to permanent lecturers.  This contextual data will help establish the types of issues that are seen to be important. To compare the attitudes of different employee groups, some classification questions which ask about the respondent’s age, gender, length of service, etc., will be included (see appendix 8 for factors to be incorporated into questionnaire design). The questionnaire will be piloted to a minimum of ten fixed-term lecturers at HEI’s other than SIHE, (Fink, 1995). Each lecturer will be invited to comment on the pilot questionnaire in terms of: completion time; clarity of instruction; unclear or ambiguous questions; ‘sensitive’ questions; major omissions; and layout (Bell, 1999).  To minimise cost and effort of response, the revised questionnaires will be distributed and returned via internal mail. A covering letter will be attached to the questionnaire to explain the purpose of the survey and highlight the importance of the individual’s contribution. This should stimulate interest and participation, and help overcome the low response rate associated with postal questionnaires. To minimise non-response bias, ‘reminder’ letters requesting questionnaire return will be issued one week after initial questionnaire distribution, as promoted by Wallace and Mellor (1988). 

As advocated by Wass and Wells (1994, p. 34), semi-structured, in-depth interviews with fixed-term lecturers will ‘validate, clarify and explore the themes that emerge from the questionnaire’, ‘in order to understand the relationships between variables’ (Saunders et al, 2000, p. 245).  These interviews will be essential to get at the meaning behind some of the data. An interview is the most advantageous approach to attempt to obtain data where the questions are complex or open-ended and where the order and logic of questioning may need to be varied (Easterby-Smith et al, 1991; Healey, 1991; Jankowicz, 1995). However, due to the time-consuming nature of depth interviews, and the limited time available for the study, ten respondents will be selected for interview (see appendix 9). The sample for interview will be selected on a purposive, judgmental basis, that is, lecturers who give unusual, typical or interesting responses to the questionnaire will be asked to elaborate. It is recognised that interview data cannot be used to make generalisations about the entire population where it is based on such a small and unrepresentative sample (Yin, 1994). However, the value of using this research method ‘is derived from the flexibility that may be used to explore the complexity of the topic’ (Saunders et al, 2000, p. 251). An interview schedule will be devised containing a list of themes and questions to be covered, although respondents will be encouraged to lead the discussion into areas not previously considered, but which are significant to the phenomenon under investigation.

Objective Four: To analyse the implications of hourly-paid, temporary employment contracts for the future organisational performance of Higher Education Institutions, making recommendations for change where necessary.

The primary data gathered from the survey and interviews will be linked with the literature review to generate a list of recommendations aimed at improving the morale of fixed-term lecturers and hence, individual and organisational performance.

The proposed timetable of research events may be viewed in appendix 10.

(v) Reliability and validity

As with most phenomenological approaches, the reliability
of case studies may be low and the validity
 high. Therefore, to ensure reliability and minimise subject error within the proposed study, questionnaires will be distributed at a neutral midweek time and interviews will be scheduled during less busy times of day.  To avoid subject bias and encourage honest responses, anonymity of participants in the study will be guaranteed. Incorporating a degree of structure to the questionnaire and interview schedule will reduce interviewer error.  Finally, to minimise interviewer bias, all interviews will be taped and transcribed, with the transcripts returned to the interviewees for corroboration and/or amendment.  Furthermore, as the case study will combine methodologies, if the conclusions are the same, there is greater validity and reliability than a single methodological approach (Denzin, 1970).

(vi) Consent and confidentiality

The informed consent of SIHE senior management will be obtained prior to the commencement of the study.  The informed consent of the lecturers in the sample group will be sought at the time they are approached to participate in the study.  All data will be treated in a way that protects the confidentiality and anonymity of the lecturers involved in the study.  Coding will be used during the gathering and processing of questionnaires and interview tapes and transcripts.

(vii) Data Analysis

Questionnaire data will be computer analysed using SPSS (Statistical Package for the Social Sciences) for Windows. Analysis will involve describing the data and exploring relationships using cross-tabulation and statistical tests such as measures of central tendency & measures of dispersion. 

Interview transcripts will be examined for emergent patterns or themes, and data classified into meaningful categories.  Units of data (sentences, paragraphs, etc) will then be labelled in the margin of the transcript, photocopied and transferred into category files of related data. This will have the effect of reducing and rearranging the data into a more manageable and comprehensible form.  

The material collected through interview will then be connected to the data collected via the questionnaire survey.  Patterns  that inductively emerge from the data will be tested by seeking alternate explanations and negative examples that do not conform to the pattern being tested.  Such triangulation allows the development of valid and well-grounded conclusions (Saunders et al, 2000).

D) Resources and planning





 

(i) Resources required

Access to textbooks and journal articles poses no problem as there are extensive resources available at the SIHE library and website. A computer with Microsoft Word and SPSS are already acquired.

(ii) Research timetable

	Event
	Completion Date

	Introduction section of report (including aims)
	June 2006

	Literature review
	September 2006

	Outline methodology section of report
	October 2006

	Questionnaire design
	October 2006

	Piloting of questionnaire and amendments
	October 2006

	Interviews with management
	November 2006

	Distribution of questionnaires
	Early December 2006

	Questionnaire return (2 weeks later)
	Mid December 2006

	Analysis of questionnaires
	January 2007

	Design of interview schedule
	January 2007

	Interviews with fixed-term staff
	February/March 2007

	Analysis/findings section of report
	March/April 2007

	Conclusions section of report
	April/May 2007

	Recommendations section of report
	April/May 2007

	Final amendments to report, compilation of statements, etc. and binding
	May 2007

	Hand-in date of completed dissertation
	6th May 2007
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Appendices

Appendix 1

The Flexible Firm Model

In order to survive, organisations need to become much more flexible in their response to external change agents.  This requires flexibility in their internal organisation, including the deployment of labour.

Atkinson (1984) suggested that these new initiatives and changing policies move away from the traditional, hierarchical structure of organisations towards what he termed ‘the flexible firm’.  This refers to the method of resourcing labour in order to provide adaptability to the market environment.

The idea for the ‘flexible firm’ developed during the mid-1980’s at the Institute for Employment Studies at the University of Sussex (Atkinson, 1984, 1985).  Four types of organisational labour flexibility are identified, namely:

· Numerical flexibility.

· Functional flexibility.

· Distancing.

· Pay flexibility.

Numerical Flexibility

Defined by Atkinson and Meager (1986, pp. 3-4) as the:

“ability to adjust the level of labour inputs to meet fluctuations in output”.

This is achieved by altering working hours or the number of workers employed by the organisation, in order to meet the requirements of prevailing conditions.

Functional Flexibility

Defined by Atkinson and Meager (1986, p. 4) as the:

“firm’s ability to adjust and deploy the skills of its employees to match the tasks required by its changing workload, production methods and/or technology”.

This may be achieved through the training and multi-skilling of staff.

Distancing (outsourcing)

This is the term used to describe the practice of replacing employees with subcontractors or agency staff, and enhances the numerical flexibility of the organisation.  When ‘distancing’, employment contracts are replaced by contracts for services.

Pay flexibility

Atkinson and Meager (1986, p. 4) describe pay flexibility as being:

“concerned with the extent to which a company’s pay and reward structure supports and reinforces the various types of numerical and/or functional flexibility which are being sought”.

Atkinson and Gregory (1986, p.13) propose that taken together, these elements amount to a:

“reorganisation of firms’ internal labour markets and their division into separate components in which the workers experience and the employers’ expectations of him/her are increasingly differentiated”.

Thus, the model describes the segmentation of the workforce into ‘core’ and ‘periphery’ workers.

Core workers comprise the primary labour market.  They are usually associated with firm-specific skills and provide functional flexibility through training and redeployment across tasks.  If the nature of the operation changes, these workers will be expected to adapt or acquire new skills through re-training.

“The size and composition of the core will depend on organisational decisions on work organisation and the design of jobs, since core worker status applies mainly to those supplying firm specific skills.”

Beardwell and Holden (2001, p. 105)

Peripheral workers comprise the secondary labour market.  Peripheral workers provide numerical flexibility and are subject to variations in hours and employment status. Beardwell and Holden (2001, p. 105) describe peripheral workers as those who:

“will supply skills that are easily obtainable in the external labour market, and their co-operation in the production process is not critical to organisational performance”.

Since jobs occupied by this type of worker are not company specific, they tend to be less skilled and require little training.

Beardwell and Holden (2001, p. 105), also suggest that the peripheral workforce consists of:

· “Full-time employees having little or low job security.

· Workers employed on ‘non-standard’ contracts of employment, e.g. temporary, part-time, casual workers.

· Distance workers supplying their labour under contracts for services rather than contracts of service”.
Numerical flexibility can also act as a buffer between the core workforce and market fluctuations, thereby providing increased job security for the core.

Appendix 2

External Environmental Analysis

Organisations operate in an increasingly volatile environment. In today’s world, organisations need to respond quickly and effectively to the changing environment if they are to succeed. An organisation must take into account its general environment (those factors over which the organisation has little control), but also the specific environment (the industry itself and the organisation within it), in order to take a proactive, rather than reactive stance. The current educational environment has developed over time as a result of many changing factors. However, the previous stable industry has become much more dynamic in recent years, due to many major developments.

The following is an external audit of the higher educational environment, particularly those factors which impinge upon Swansea Institute of Higher Education. 

1.
Political/Legal Factors

1.1
Government legislation

1.1.1 The education service has developed via much legislation, beginning slowly in the early 19th century and culminating in today’s expansive provision.  Successive governments have given greater or lesser attention to education; the current Labour government claims that improving education is one of their prime priorities (the Labour Party, January 1999) but it will undoubtedly be competing with other pressing needs.

1.1.2 The last major review of higher education initiated by the UK government, was by the Robbins Committee in the early 1960’s.  Since then, higher education has changed dramatically.  In July 1997, the National Committee of Inquiry into Higher Education, under the chairmanship of Sir Ron Dearing, published its report on which future provision is likely to be based. 

1.2
Growth in Higher Education

1.2.1 The Conservative government first introduced targets for education and training in 1991; but it is the Labour government that has embraced them with fervour (Mendick, 1998).  60% of all 21-year-olds are expected to achieve two ‘A’ Levels or the vocational equivalent by the year 2002 (up from the current 50%).  Improvements in educational achievement at school and in further education will increase the number of people ready to progress into higher education. This raises the likelihood of increasing student numbers entering into higher education.

1.2.2 The Government White Paper, Education and Training for the 21st Century, details its proposals to build on the reforms introduced under the Education Reform Act 1988, so that:

“a fully integrated system of education and training exists which allows steady progression from school through to further and higher education, and to training in work.  Our policies will promote continuous learning from the age of 5 through education and throughout working life.”

1.2.3 During the last twenty years, the number of students in higher education has much more than doubled.  The target set by the last government for a third of young people to participate in full-time higher education by the year 2000 has been met.  Almost a third of young people now enter higher education from school or college.  Forecasts suggest that if current patterns of participation continue, more than half of today’s school leavers will experience higher education at some time in their lives (Labour Market and Skills Trends, 1995/6).  

1.2.4 The number of students in further and higher education in the UK in 1996/97 was 4.3 million, of which 2.3 million were part-time (Education and Training Statistics for the UK, 1997).

1.2.5 In 1996/97 there were more than 1.6 million students studying at higher education level – over 1.1 million studying full-time and over half a million part-time. Post-graduate numbers have grown fastest in recent years, while the growth in sub-degree qualifications (such as HND) has been slower. (Education and Training Statistics for the UK, 1997).  As a result, the balance of higher education has shifted markedly towards the higher levels.

1.2.6 In 1996/97, there were 164,700 full-time and 147,400 part-time students studying Business Studies in further and higher education; this represents the largest grouping of students by subject, accounting for 14% of undergraduates and 23% of postgraduates (Education and Training Statistics for the UK, 1997).
1.3
Qualifications Awarded

As student numbers have grown, the number obtaining degrees each year and the proportion of graduates in the population has increased.  In 1994/95, more than 230,000 first degrees were awarded in the UK and nearly 60,000 sub-degree qualifications (Higher Education Statistics Agency, 1997).

1.4
Litigation

1.4.1 If successful, three former students who are suing their university for inadequate teaching, could establish a legal precedent that would enable students to sue if they are dissatisfied with their lecturers or courses.  The three students are claiming that the university failed to provide satisfactory courses which has damaged their job prospects, and they are now seeking compensation for loss of future earnings (Hamilton, 1997).  Similarly, another student is attempting to claim more than £120,000 from another ‘new’ university after failing a HND, due to alleged inadequate teaching.  Education law experts suggest that if these cases are successful, they could set a precedent that student are ‘customers’ who enter into a contract requiring universities to provide a professional standard of education.

1.5 
Political and Legal Change
The advent of the Single European Market while sharpening competition between member states has also added new legal constraints for organisations.  Coupled with new laws defining employee rights (e.g. equal opportunities) and employer responsibilities (e.g. health and safety), both provide opportunities for training which could be provided by higher education institutions.

1.6
Blurring of the Academic/Vocational Divide
The historic boundaries between vocational and academic are breaking down, with increasingly active partnerships between higher education institutions and the worlds of industry, commerce and public service.  Each party is recognising its obligation to the others.

2.
Economic Factors

During the past thirty years, post-16 education and training have increasingly commanded the attention of UK politicians, professional bodies and employers. The increased importance of employee development matters is essentially linked to the following major concerns (Reid and Barrington, 1997):

2.1
The nation’s declining economic performance.

2.1.1
During the 1970’s and 1980’s, traditional manufacturing industries in the UK declined and were replaced by new, service industries.  This has implications for the courses taught by educational institutions; they must be ‘in tune’ with current needs.

2.1.2
The balance of advantage in low-skilled labour-intensive industry has shifted in favour of low-cost labour markets, making ‘third-world’ countries more competitive. The competitive edge for high-cost labour now lies increasingly in the knowledge and skills of the workforce.

2.1.3
In many of the UK’s growth industries there is an imbalance between the skills and qualifications required by employers and those available in the nation’s workforce:

“Repeated studies have shown that Britain’s work-force is under-educated, under-trained, and under-qualified.”

Confederation of British Industry, 1989

2.1.4
The aggregate investment in employee development made by employers is seen as inadequate in both quantity and quality (this is especially so in times of recession).

2.1.5
Investment in vocational education and training - for all the workforce, not just the ‘elite’ or management members - is seen as an essential ingredient of a competitive operation.

2.2
Lifelong Learning
In today’s economic environment there is no longer a ‘job-for-life’. Institutions need to meet the aspirations of individuals to re-equip themselves for a succession of jobs over a working lifetime (portfolio careers) and to manage the corresponding uncertainty with confidence.

2.3
Unemployment - and employment - types and levels.

2.3.1 Higher education is a major UK employer. The Census of Employment recorded 382,000 people employed in higher education in 1985, 1.8% of the total UK workforce in employment

2.3.2 Attempts by employers to restore productivity and profit levels by (in part) reducing manpower levels led during the 1980’s to high unemployment figures, particularly among young people. It was widely feared that a failure to find suitable work for these young people would produce major social divisions.

2.3.3 At the same time, demographic trends showed a marked downturn in the number of young people leaving full-time education during the last fifteen years of the century. 

2.4
Education versus Employment
2.4.1 As a result of the decline in the population of the number of 18 year-olds, school leavers may be tempted into employment by firms willing to pay good salaries because of their declining supply.  Demand by employers may rival demands by higher education institutions.

2.4.2 Once qualified, students are still reported to be having difficulties in finding suitable employment.  However, according to the Careers Service Unit, this situation is improving.  During 1994/95, 61% of graduates and 31% of HND students were successful in finding ‘suitable’ employment within six months of completing their courses.

2.5
Government-led Initiatives
The UK government is increasingly viewing education and training as potentially able to make a contribution to solving economic problems.  This is the key reason why there has been a marked increase in government-led initiatives.  These initiatives include the emergence of a national system of vocational qualifications (NVQ’s), over 100 occupational standard-setting ‘Lead Bodies’, over 100 industry training organisations, a nation-wide  network of Training and Enterprise Councils (TEC’s) and Local Enterprise Companies (LEC’s), the Investors in People programme plus government programmes of youth training and Modern Apprenticeship schemes.

2.6
Further Education as a Basis for Higher Education
2.6.1 ‘A’ Levels have formed the main traditional entry route to higher education although their dominance has declined.  In 1996/97, 60% of full-time students studying for first degrees had A levels/Scottish Highers (NCIHE Report, 1997).  

2.6.2 The main growth in Level 3 qualifications is through the GNVQ and NVQ families of qualifications.  There are early signs that a large proportion of GNVQ students will seek and gain admittance to higher education. The numbers registering for Advanced GNVQ have grown from just under 4,000 in 1992/93 to approximately 84,000 in 1996/97 (NCIHE Report, 1997).

2.6.3 As Business is a widely available and hugely popular GNVQ, a large number of students are likely to continue with their business studies by progressing on to the HND and BA Business.  

2.7
Public Funding of Higher Education

2.7.1 There have been moves towards a stronger interplay of market forces, in order to increase competition between providers and thereby encourage efficiency, and an emphasis on standards and accountability.  These general trends have been reflected in higher education through the introduction of new funding methodologies and an emerging focus on the ‘consumer’ rather than the ‘provider’.

2.7.2 Although public funding has increased in real terms by 45% (in line with growing student numbers), the unit of funding per student has fallen by 40% (NCIHE Report, 1997).  After a very rapid rise in the number of students between 1998 and 1993, the Government placed a cap on any further growth in publicly-funded full-time undergraduate student numbers, and subsequently withdrew almost all public funding for capital expenditure. The present public spending plans for higher education assume a reduction in real terms of expenditure per student of 6.5% between 1998 and 2000.  This is in addition to the more than 40% reduction achieved since 1986 (NCIHE Report, 1997). The concern is that pressures to reduce costs may damage the intrinsic quality of the learning experience which underpins the standing of UK awards.  
2.7.3 Powerful forces are driving the economies of the world towards greater integration.  Competition is increasing from developing economies that have a strong commitment to education and training.  The new economic order will place an increasing premium on knowledge which, in turn, makes national economies more dependent on higher education’s development of people.  Participation in higher education by young people in Japan and the USA is much higher than in the UK.  The UK must match the participation rates of other advanced nations: not to do so would weaken the basis of national competitiveness.  For this reason, the Dearing Report recommended that the UK resumed its growth in higher education, but that much of the expansion should be at sub-degree level, such as study for the HND.  The UK will need to invest more in education and training to meet the international challenge. 

2.7.4 However, no public service can automatically expect increasing public expenditure to support it.  Higher education must demonstrate that it represents a good investment for individuals and society. To avoid continued cuts in standards and funding, the system of funding has changed. The NCIHE Report recommended that the costs of higher education should be shared among those who benefit from it.  Firstly the state remains a major source of funding because:

2.7.4.1
 it has a direct interest in ensuring that participation in the UK matches that of its competitors;

2.7.4.2  it needs to ensure that tomorrow’s workforce is equipped with the widest range of skills and attributes;

2.7.4.3 it must ensure that access to opportunities for individuals to benefit from higher education is socially just;

2.7.4.4 it needs to secure the economic and cultural benefits which higher education can offer the whole nation.

2.8
Student Funding

2.8.1 However, those with higher education qualifications are the main beneficiaries, through improved prospects and pay.  Currently, students in full-time higher education will have to pay up to £1,000 a year as a share of tuition fees (if the gross family income is above £23,000).  About 30% of students will make no contribution to tuition (those whose gross family income is below £23,000). Since the academic year (1999/2000), maintenance grants have been replaced entirely by income related loans (Department for Education and Employment, 1997).  Once the students’ graduate and their income rises above £10,000 per year, they begin to pay back their student loans.  Government changes to student funding include refusing to allow students to claim social security benefit and housing benefit.

2.8.2 Educational reports consistently express their concern about the effects of inadequate funding for students.  Student loans are considered to be a disincentive to enter higher education.

3.
Social/Cultural Factors

3.1
Rapid change in the workplace
New technology, new materials, new equipment, new processes, new procedures all demand the acquisition of new knowledge and skills by the nation’s workforce, especially in the traditional craft fields, where sophisticated equipment typically replaces manual skills. New types of organisational structure have also evolved, requiring new styles of management: ‘change’ has become a way of life.  The advent of the Single European Market while sharpening competition between member states has also added new constraints.  This has forced UK employers to address a new range of problems and opportunities, all of which involve potential learning on the part of employees.  This provides opportunities for educational institutes to tailor courses for particular issues/organisations, either at the institution or providing courses at the organisation.

3.2
Student Mobility
3.2.1 The withdrawal of student grants has led to many more applicants opting to study in their region of domicile.  In 1994, 43.4% of applicants accepted through UCAS remained in their home region to study.  In 1995, this proportion had increased to 45.6%.  Further analysis of these figures shows that in 1994, 49.9% of students from Wales decided to study in their home region; similar to the national figures, the 1995 figures also showed an increase (50.6%) (UCAS Annual Report, 1995).  This has implications for the target marketing of the courses offered by the Institute.

3.2.2 UCAS statistics also indicate that age has a bearing on the likelihood of students remaining in their home region to study.  Older applicants are more likely to study locally, probably due to family/work/financial commitments.  Female applicants also tend to remain in their home region more than male applicants of the same age.  This again could be attributed to domestic arrangements.

3.3
Social Class

3.3.1 Social class is another factor which influences the regional progression of accepted UCAS applicants.  Financially it is more beneficial for applicants to live at home, or close to home and, consequently, the social class of applicants can have a strong bearing on this decision.  The UCAS 1995 figures show the likelihood to study in the home region increases gradually from 35.7% in the professional social class (I) to 58.2% in the unskilled social class (V).

3.3.2 This is probably due to the disparity in income between the two groups; there is perceived to be a polarisation of society. However, the proportion of the population who are in lower socio-economic groups has declined and the proportion in higher groups has increased.

3.3.3 This also in part, reflects lower achievements at A level and equivalent for socio-economic groups IV and V.

3.4
Demographic Trends

The projected natural population change for the county of West Glamorgan for the period 1987 to 2007 predicted a dramatic 21% decline in the number of 16-24 year-olds up to 1997, followed by a 6.9% increase thereafter;  this reduces the customer ‘bank’ from which the Institute can draw recruits.  A marginal growth of 1.06% is predicted in the age group 16-64 (males) and 16-59 (females) by 2007 (Dennis, 1996).

3.5
Changing Age Structure of the Population
3.5.1 One of the great challenges facing higher education policy makers in the early 1960’s was demographic.  At that time the great majority of higher education entrants were young school leavers (88% of university entrants were under 20).  The number of 18-year-olds in the population had grown from 600,000 in 1959 to 960,000 in 1965 (NCIHE Report, 1997).

3.5.2 By contrast, in the 1980’s policy makers were preoccupied by an impending sharp reduction in the number of young people.  In its 1985 Green Paper on Higher Education, the government pointed out that the 18 and 19-year-old population would fall by 33% between 1984 and 1996, and that the size of higher education would fall significantly to a low point of 490,000 in the academic year 1996/97.  In fact, the student population exceeded 1 million in that year (HMSO, 1985).

3.5.3 Predictions by the NCIHE Report indicate that there will be much less severe ‘swings’ during the next 20 years.  The most significant demographic change over the next 20 years is likely to be an increase in the proportion of older people. An increase in the proportion of older people in the population will create an increased demand for adult continuing education (and ‘learning for pleasure’), particularly if people stay in employment beyond current retirement age.  In 1995/96, 58% of entrants to higher education were mature (NCIHE Report, 1997). 

3.6
Ethnic Minorities
In aggregate, students from ethnic minorities are more than proportionately represented in higher education, but their profile differs from that of white students: a greater proportion of them are mature students and they are particularly concentrated in a few of the 1992 universities (NCIHE Report, 1997).

3.7
Family finances

3.7.1 Families and individuals in the UK have, on average, seen increasing income and wealth over the last 25 years. Between 1971 and 1990, real disposable income per head rose by nearly 80% and then levelled off (NCIHE Report, 1997).  Families will potentially be able to invest more of their own resources in higher education, if they so choose.  

3.7.2  However, other trends may impinge on this hypothesis: it is becoming increasingly more necessary for families to insure themselves for the future in terms of personal pensions for retirement; against unemployment; and the need for social care.

3.8
Family Composition
3.8.1 Since the early 1960’s, households and families have become smaller.  There are 43% more households now than in 1961 with more elderly people and young men living alone, and more divorces.  Smaller families may be better able to offer financial support to their student offspring but the extent of family breakdowns may limit this (NCIHE Report, 1997).

3.8.2 Greater female participation in the workforce together with increasing divorce rates is increasing women’s propensity to seek higher education.  In 1979/80 women made up only 37% of students.  Since then participation by women in higher education has increased rapidly so that they constituted 51% in 1995/96 (NCIHE Report, 1997).  In the academic year 1996/97, women participating in higher education at SIHE outnumbered men (54% female, 46% male); on the HND Business there was even greater female participation (55% female, 45% male) (UCAS Annual Report 1998).

3.8.3 Participation rates in higher education have historically been positively correlated with socio-economic status and with the educational level achieved by parents, particularly mothers (NCIHE Report, 1997). Thus, as the proportion of the population in the higher socio-economic groups rises and as the proportion of parents who are themselves graduates increases, there are likely to be more young people who will want to enter higher education.

3.9
Cultural Perception of Higher Education
3.9.1 Higher Education is seen less and less as the preserve of an elite, and is not regarded with the same awe as in the past; it is thus likely to gain increased participation from the lower socio-economic groups.  

3.9.2 People’s expectations about education have risen; individuals no longer accept unquestioningly what is offered, and expect the emphasis to be on their needs, as the ‘customer’.

4.
 Technological factors

4.1
The rate of technological change over the last 20 years has been astonishing in its rapidity:

“the latest Sega video game costing about a hundred pounds has a higher performance than the original 1976 Cray Super-computer which cost millions of dollars.”







(DfEE, 1997)

4.2 Over the next few years, there is the potential for new communications and 

information technologies to change radically the way higher education is organised and delivered – whether within institutions or in people’s homes or workplaces.

4.3 New technology is changing the way information is stored and transmitted.  This has implications both for the skills which higher education needs to develop in students, and for the way in which it is delivered.  It opens up the possibility of higher education programmes being offered remotely by anyone anywhere in the world, in competition with existing UK institutions, but also offers a global marketplace in which UK higher education can compete.

4.4 New technology has brought with it new aids to learning. Self-study packages, 

computers, digitally stored books/newspapers, etc., all allow learning to happen outside the classroom.  Alternative means for people to interact with machines, such as voice recognition, speech synthesis and handwriting recognition are becoming widely available. Use of the internet has increased at an astonishing rate and looks set to continue to do so.

“Ultimately, anyone with access to a networked computer, anywhere in the world, will have at their fingertips the entire gamut of human knowledge.”



McNicholl, 1997

4.5 At present, the UK is well-placed with a much higher level of penetration of 

information technology into everyday life than in most other countries, apart from the USA.  In 1995, more than 20% of UK homes had a personal computer; by 2000 it is predicted that 44% of homes will have a computer (McKinsey & Co, 1997).

An Analysis Of The Competitive Environment

(Porter’s 5 Forces)

1.
The Threat of New Entrants

1.1 The Further and Higher Education Act 1992 released further and higher 

education institutions from local authority control.  The implication of this act is that institutions must now vie for ‘customers’ on a commercial basis, whilst warding off increasing competition.

1.2
The higher education market is extensive and expected to increase:  full-time 

equivalent students in higher education in 1989 was 739,000; the projected figure for the year 2000 is 1,170,000 (Davidson-Burnet, 1996). This could be seen as an opportunity for new entrants to penetrate the market. Growth industries are characterised by new entrants trying to gain their ‘slice of the pie’. However, the capital requirement for entry into the higher education market is vast when the cost of buildings and equipment is considered; the government is unlikely to expand the number of establishments in light of recent cutbacks on capital expenditure.  This is a major deterrent to new entrants; large capital costs do not act as an incentive for private investment on a large scale.  

1.3 To increase competitive advantage and strengthen their position in the industry by increasing market share, the sector has witnessed mergers between colleges and universities (both horizontal integration with other higher education institutions, and vertical integration between H.E. and F.E).  Thus economies of scale can be achieved, reducing unit costs.  The lowest cost organisations gain competitive advantage: higher profits provide extra funds for reinvestment.  Unless this level can be reached by new entrants, they can’t compete.

1.4 Through these mergers, or ‘partnership’ agreements, further education establishments can act as feeder channels for H.E., supplying new customers. These distribution channels are generally unavailable to new entrants.

1.5 Newcomers would also have to establish a distinct identity for their organisation and its products (courses), through mass advertising, etc., the costs of which can be prohibitive in the short-term.  Older establishments such as SIHE are well-known in the community, have had time to develop and perfect the courses on offer and have a quality reputation that new entrants will take time and effort to achieve.

2.
The Bargaining Power of Buyers and Suppliers

2.1 Historically, universities (as suppliers/providers of courses) held the bargaining power.  There were a limited number of university places available and fierce competition for acceptance as a result.  However, the creation of ‘new’ universities (previously polytechnics) as a result of the Further and Higher Education Act 1992 expanded university numbers.  Many higher education institutes also sought and were awarded university status.  Thus, the balance of power shifted in favour of the ‘buyer’ (the student who would select the university) from the many alternative suppliers. However, certain institutions (e.g. Oxford, Cambridge, ‘redbrick’ universities) still retain high supplier power due to the high prestige/quality/demand for their courses.

2.2 Funding for teaching is linked to student numbers, therefore, it is vital that 

institutions recruit to target. As a result of this development, higher education institutions have been forced to take a customer focus (giving the customer what s/he wants, rather than what it is convenient to produce).  Although this can make institutions more quality conscious, there are concerns that institutions are lowering their entry requirements simply to attract student enrolments.

3.
The Threat of Substitute Products/Services

3.1 The government’s initiatives to increase employee training in the workplace can be seen as alternative means to education.  However, this is not so pertinent to higher education as much workplace learning is at a lower level, e.g. NVQ levels 1 to 3.

3.2 The main directly equivalent substitute to the HND Business is NVQ Business 

Level 4; this is not widely available and is workplace-based.  The Course Team of the HND at SIHE are currently examining the possibilities of receiving dual accreditation (HND/NVQ 4 in Business) to pre-empt any future developments.

4.
Extent of Competitive Rivalry

4.1 In 1995, UCAS listed 197 institutions in the UK.  Theoretically, all can be 

considered as competitors for SIHE when attracting students.  However, due to the factors listed previously, SIHE’s main market for students is the South Wales region.  The competitor located most closely to SIHE is Swansea University, which has a much smaller business department than SIHE 

4.2 A major development threatening SIHE and HE establishments in general is the franchising of higher education courses to further education colleges. In 1994/95, 190,000 students in further education colleges took higher education courses (Higher Education Digest, Summer 1997). This means that the further education colleges are now potential rivals for SIHE, as they are offering higher education courses. HE student numbers are currently small at most FE institutions, but a trend has been set.

4.3 There are concerns when a programme is franchised by one institution to another, that the quality of provision to the student is lower than in the parent institution; this may be in part due to under-qualified/experienced staff and difficulties of different quality assurance procedures.

4.4 Competitive rivalry is now high due to the previously mentioned structural and cultural change but no-one institution has the necessary size to dominate the industry;  it is an oligopoly. 

4.5 Higher education establishments are likely to try to retain or increase 

competitiveness by differentiating their courses (e.g. by tailoring courses for the needs of the local community), or by expanding the number of courses on offer;  applicants currently have a choice of approximately 40,000 courses listed in the UCAS handbook.  Institutions such as SIHE would find it difficult to expand the number of courses within the constraints of their current resources.  However, new ways of structuring courses may be one answer.  For example, the Conservative Minister for Education, Gillian Shepherd proposed a 15-month degree course instead of the present three-years.  This would be achieved by 37-hour weekly attendance instead of, on average, ten hours, and the removal of the extensive vacations.

4.6 New methods of learning could also be considered, such as distance learning or via computer networks.

Appendix 3

Advantages and Disadvantages of the Flexible Firm

Some of the benefits an organisation may experience as a result of structuring towards the flexible firm model may include:

· Lower labour costs as a result of the market mechanism for peripheral workers.

· Reduced labour costs through minimising employment costs by utilising peripheral workers.

· Minimisation of the effects of externalities such as the market system or economy on the labour resource through numerical flexibility – i.e. reduced labour shortages and surpluses.

· Positive motivational effects on the core workforce as a result of increased job security, and an improved employment relationship.

However, Cross (1989, p. 35) also lists some disadvantages, which include:

· “Cost – although contract workers may allow short-term savings to be made, long-term costs will probably exceed those of employing an equivalent number of permanent staff.
· Quality – it is more difficult to monitor work and safety standards of contract staff.
· Reliability – it is not always possible to assess the reliability of external agents.

· Employee Relations – how will the use of contract workers affect relations with permanent staff and trade unions?”.

Appendix 4

Case studies

A case study is an extensive examination of a single instance of a phenomenon of interest and is an example of a phenomenological methodology (an interpretative or qualitative methodology).  

The importance of the context is essential and Eisenhardt (1989, p.534) refers to the case study as:

‘a research study which focuses on understanding the dynamics present within a single setting’.

Thus, a case study approach implies a single unit of analysis, such as a company or a group of workers, an event, a process or even an individual.  It involves gathering detailed information, often over a very long period of time, with a view to obtaining in-depth knowledge.

Types of Case Study

Case studies are often described as exploratory research, used in areas where there are few theories or a deficient body of knowledge.  However, this is not their only form.  Scapens (1990) adds the following types:

· Descriptive case studies where the objective is restricted to describing current practice.

· Illustrative case studies where the research attempts to illustrate new and possibly innovative practices adopted by particular companies.

· Experimental case studies where the research examines the difficulties in implementing new procedures and techniques in an organisation and evaluating the benefits.

· Explanatory case studies where existing theory is used to understand and explain what is happening.

· Otley and Berry (1994) add another type.  This is a case study which arises by chance; circumstances occur which give the researcher access and the opportunity to examine a phenomenon.  Although such a study may be limited to just a few aspects of organisational life, the results can be extremely stimulating and original.

Characteristics of Case Study Research

Yin (1994) identifies the following characteristics of case study research:

· The research aims not only to explore certain phenomena, but to understand them within a particular context.

· The research does not commence with a set of questions and notions about the limits within which the study will take place.

· The research uses multiple methods for collecting data which may be both qualitative and quantitative.

The Case Study Research Process

The main stages of the research process are as follows:

1. Selecting the case.  It is not usually necessary to find a representative case or set of cases because it is not necessary to attempt statistical generalisations, i.e. to show that the sample represents a larger population.  However, a theoretical generalisation may be attempted, where a theory applied in one set of circumstances can be generalised to another.

2. Preliminary investigations. This has been referred to as drift (Bonoma, 1985) and is the process of becoming familiar with the context within which the research is to be conducted.  Some researchers believe that it is best to keep free of any prior beliefs and to learn from the naturalistic evidence at this stage.  Others disagree with this approach and consider that the researcher approaches the project with either explicit or implicit theories.

3. The data stage.  It is necessary to determine how, where and when to collect data.  It is best to ‘combine data collection methods such as archive searching, interviews, questionnaires and observations.  The evidence may be qualitative (e.g. words), quantitative (e.g. numbers) or both’ (Eisenhardt, 1989, p. 534). Denzin (1970) argues that by combining methodologies (using both qualitative and quantitative methods of data collection - triangulation), if the conclusions are the same, there is greater validity and reliability than a single methodological approach.
4. The analysis stage.  At the analysis stage there is a choice between within-case analysis or cross-case analysis.  When using within-case analysis it is essential that the researcher is totally familiar with the material in order to build up separate descriptions of events, opinions and phenomena which can be used to identify patterns.  When using cross-case analysis, the researcher may wish to identify the similarities and differences which help identify common patterns.
5. The report stage.  There can be considerable difficulties in writing up case study material, both in determining an appropriate structure and demonstrating that the analysis and conclusions can be linked to the data collected.  Students often find a chronological structure is the easiest to adopt since this means they can relate the unfolding of events as they occur.  When using qualitative case studies, it is essential to quote extensively from the data collected through interviews and other means.  Diagrams are often useful for explaining emerging patterns.

Weaknesses of Case Studies

Although a case study approach can be a very satisfying methodology, there are some weaknesses.

· Access to a suitable organisation is often difficult to negotiate;

· The process of the research can be very time consuming;

· It is difficult to decide where to place the boundaries of the study (delimitation);

· Although focusing on a particular organisation or group of individuals, they do not exist in a vacuum, but interact with the rest of society: they have a history and a future which influences the understanding of the present.  It may be difficult to understand the events in a particular period of time without knowledge of what went before and what may follow.

Reliability and Validity of Case Studies

As with most phenomenological approaches, the reliability of case studies may be low and the validity high.

Reliability is concerned with the findings of the research.  If a research finding can be repeated, it is reliable.  Repeating a research study to test the validity of the results is known as replication and is very important in positivistic (quantitative) studies where reliability is usually high.  However, under a phenomenological (qualitative) approach such as a case study, the criterion of reliability may not be given so much status, or it may be interpreted in a different way.  It is not important whether qualitative measures are reliable in the positivistic sense, but whether similar observations and interpretations can be made on different occasions and/or by different observers. Furthermore, as case studies tend to combine methodologies (using both qualitative and quantitative methods of data collection - triangulation), if the conclusions are the same, there is greater validity and reliability than a single methodological approach (Denzin, 1970).

There are three common ways of estimating the reliability of the responses to questions in questionnaires or interviews:

· Test re-test method. The questions are asked of the same people, but on two separate occasions.  Responses for the two occasions are correlated and the correlation coefficient of the two sets of data computed, thus providing an index of reliability.  However, this method suffers from the considerable disadvantage that it is often difficult to persuade respondents to answer questions a second time and, if they do, they may think more deeply about the questions on the second occasion and give different answers.

· Split-halves method.  The questionnaires or interview record sheets are divided into two equal halves, perhaps by putting the responses to the odd numbered questions in one pile and the responses to the even number questions in another.  The two piles are then correlated and the correlation coefficient of the two sets of data computed as above.

· Internal consistency method.  Every item is correlated with every other item across the entire sample and the average inter-item correlation is taken as the index of reliability

Validity is the extent to which the research findings accurately represent what is really happening in the situation.  Research errors, such as faulty research procedures, poor samples and inaccurate or misleading measurement, can undermine validity.  Because quantitative approaches focus on the precision of measurement and its reliability, there is always a danger that the validity will be low.  However, a phenomenological approach such as a case study is aimed at capturing the essence of the phenomenon and extracting data which is rich in its explanation and analysis, and consequently validity is high under such a paradigm.

Appendix 5

Sampling

The rationale for sampling

Sampling is one of the most important aspects of research.  In most practical situations, a ‘population’ will be too large to carry out a complete survey and only a ‘sample’ will be examined.  A good example of this is a poll taken to try to predict the results of an election.  It is not possible to ask everyone of voting age how they are going to vote: it would take too long and cost too much.  So a sample of voters is taken, and the results from the sample are used to estimate the voting intentions of the whole population.

Using a sample may be thought of as a compromise, but the following points should be considered:

· In practice, a 100% survey (a census) never achieves the completeness required.

· A census may require the use of semi-skilled investigators, resulting in a loss of accuracy in the data collected.

· It can be shown mathematically that once a certain sample size has been reached, very little extra accuracy is gained by examining more items.

· It is possible to ask more questions with a sample.

· The higher cost of a census may exceed the value of the results.

· Things are always changing.  Even if a census were taken, it could well be out of date by the time it was completed.

Sampling Methods

There are two basic types of sampling:

1. Probability (or random) samples – where individuals are drawn in some random fashion from among the population

2. Non-probability (or non-random) samples – where individuals are selected on the basis of one or more criteria determined by the researcher.

1.  Probability (random) samples

If random sampling is used then it is necessary to construct a sampling frame.  A sampling frame is simply a numbered list of all the items in the population.  Once such a list has been made, it is easy to select a random sample, simply by generating a list of random numbers using random number tables or the computer equivalent, thus reducing the likelihood of bias.

A sampling frame should have the following characteristics:

· Completeness.  All members of the population should be included on the list.

· Accuracy.  The information must be correct.

· Adequacy. It must cover the entire population

· Up-to-date.

· Convenience.  The sampling frame should be readily accessible.

· Non-duplication. Each member of the population should appear on the list once only.

· Simple random sampling  

Individuals are randomly drawn from the population at large.  All the members of the population have a known and equal chance of being included in the sample.  For example, if we were researching current student attitudes to a module, we could write all class members’ names (the population) onto individual slips of paper, place them in a box, and shake the box thoroughly to mix them up. A blindfolded person drawing successive slips of paper from the box would be taking a random sample from the population. Simple random sampling works well when dealing with relatively small populations.  For large-scale populations, however, this method is very expensive, and not appropriate when it is difficult to obtain a list of all the people in a population.

· Systematic sampling

Provides a good approximation to random sampling.  It works by selecting every nth item after a random start.  For example, if it was decided to select a sample of 20 from a population of 800, then every 40th (800 ( 20) item after a random start in the first 40 should be selected.  The starting point could be found using the lottery method or random number tables.  If, say, 23 was chosen as a starting point, then the sample would include the 23rd, 63rd, 103rd, 143rd … 783rd items.  The gap of 40 (in this case) is known as the sampling interval.  Care must be taken to ensure that there is no regular pattern to the population which, if it coincided with the sampling interval, might lead to a biased sample.  For example, if a list of married couples always shows the groom’s name first, then any even sampling interval will produce a string of all male or all female contacts.

· Stratified sampling

In many situations stratified sampling is the best method of choosing a sample.  The population must be divided into strata or categories, based on one or more criteria, such as age, gender, occupation, etc. For example, if we took a random sample of all marketers in the UK, it is possible that the entire sample might consist of marketers who work in commercial companies - omitting those who are lecturers, those in the public sector and those in market research and agencies.  Stratified sampling removes this possibility by taking random samples from each category of employment, the number in each sample being proportional to the total number of marketers in each category. Therefore, if 59% of all marketers work in commercial companies, 59% of the sample will be taken from this category. If 3% of all marketers are lecturers, then 3% of the sample will be lecturers, and so on.  Stratified sampling helps ensure that the sample is representative of the population, however, sampling frames do not always contain the information necessary to allow stratification to be applied.

· Cluster sampling

Involves selecting one definable subsection of the population as the sample, that subsection taken to be representative of the population in question.  For example, the staff of the Swansea Benefits agency may be taken as a sample of all Benefits Agency staff in Wales and all staff interviewed (a single-stage cluster sample). However, care should be exercised as the sample may not be truly representative of the population. Multi-stage cluster sampling may also be used.  For example, the population is first divided into quite large groups, usually on a geographic basis, and a small sample of these groups is selected at random.  Each of the groups selected is subdivided into smaller groups and again, a smaller number of these is selected at random.  This process is repeated as many times as necessary until finally, a random sample of individuals in each of the smallest groups is taken.

2.  Non-probability (non-random) samples

Non-random sampling is used when a sampling frame cannot be established.

· Convenience sampling

The researcher chooses the most convenient population, which may be the researcher’s friends, work colleagues or simply people interviewed on the street.  Convenience sampling is the least expensive and least time consuming of the sampling methods but has many potential sources of bias, including respondent bias.  Convenience samples are not representative of any definable population and should not be used to generalise to a particular population.

· Judgement sampling

A form of convenience sampling in which the researcher, exercising judgement or expertise, chooses the sample, believing the sample to be representative of the population. A variation on this theme is the purposive sample, where for example, the researcher decides to interview certain people within the firm because of their knowledge and position, even though they may not be representative of the population.  Such samples often yield qualitative data.

· Quota sampling

Quota sampling is used extensively in street interviewing.  It uses control characteristics, or quotas, of population elements such as age or gender, which are representative of the population.  For example, if you are surveying about a product, and you know 90% of users are under 25, you may decide that 90% of your sample will be under 25. Respondents with these quota characteristics are selected on the basis of convenience or judgement.

· Snowball sampling

In snowball sampling, an initial group of respondents is selected, usually, but not always, at random.  After being interviewed, these respondents are asked to identify others who belong to the target population of interest.  Subsequent respondents are selected based on the referrals.

Avoiding bias

If a sample is selected which is not representative, then the results may be biased.  That is, they will not represent responses in the wider population. Totally excluding all bias is extremely difficult but should be the goal in any survey.  However, just being aware of bias will allow the avoidance of the more obvious sources and the more cautious interpretation of certain results.  There are three main sources of bias:

1. Incomplete coverage – there may be a number of reasons for this:

a) Sampling frame is incomplete

b) Certain outlying areas are excluded (it is common in UK surveys to exclude counties north of the Caledonian canal in Scotland)

c) The survey method used may place constraints on those that can be sampled, i.e. a telephone survey requires ownership of a telephone!

2. Non-response – low response rates are a problem in any survey.  Whether it is a street, telephone or postal survey, a significant proportion of those approached will refuse to answer questions.

3. Overrepresentation – some sampling methods deliberately over-represent certain groups (the non-probability sampling techniques).  Although this allows detailed examination of a certain subgroup of the population, there is no way of knowing how else the group characteristics might affect the survey responses.

Deciding the sample size

There are many factors which affect the size of a sample (and hence reliability):

· The research method used.  Large sample sizes are easier to achieve with some methods (i.e. postal surveys; telephone surveys) than with others (e.g. depth interviews, observation).

· Time and resources may be limited.  This will involve a trade off between sample size and the amount and accuracy of the information to be collected.

· Statistical precision required.  The larger the sample size, the greater its precision or reliability (that if the study were repeated, the results would be similar).  However, there is no point using large sample sizes when only a rough estimate of a population mean is required.

Appendix 6

An Introduction to Swansea Institute of Higher Education

Swansea Institute of Higher Education (SIHE) was formed in 1976 by the merger of the Swansea Colleges of Art, Education and Technology. Between 1976 and 1991, the merged institution operated under the name of the West Glamorgan Institute of Higher Education and under the aegis of West Glamorgan County Council. Both the Institute’s name and legal status were changed in 1992 when it achieved incorporated status under the terms of the Education Reform Act 1988 and the Further and Higher Education Act 1992.   Thus, the Institute is now operating in changing environmental conditions associated with independence from the Local Education Authority (LEA) and must function on the basis of commercial principles. 

The business of SIHE is to provide facilities in order to acquire knowledge leading to higher education qualifications, which are available to a broad spectrum of students from a variety of locations. The Institute is an associated College of the University of Wales and an approved centre for BTEC Higher National and NVQ programmes.  As a consequence, standards are carefully regulated and regularly monitored by external and internal specialists.

As a result of an extensive re-organisation programme within the Institute, four newly formed faculties were created in January 1997: 

· Art and design

· Business

· Applied Design and Engineering

· Education and Law

The Business School was created in September 1995 via the merger of the former Faculty of Management and Finance, and the former Faculty of Business. The School offers a range of programmes leading to Higher National, undergraduate, postgraduate and professional qualifications, with full-time or part-time study modes available for many of them.

Swansea Institute’s mission, aims and objectives may be seen overleaf.

Swansea Institute Mission and Objectives

Source:  SIHE Student Charter, 1997, p. 4

Swansea Institute Mission Statement
· The specific mission of SIHE is the promotion, acquisition and application of knowledge, as a means whereby individuals and society can shape and secure a better future on a local, national and international basis.

· The Institute is a comprehensive, regionally based, student centred institution of higher education, principally serving south-west Wales.  Its educational programme is primarily vocational, and is designed to contribute to the economic, cultural and social well-being of the community.
· The Institute seeks to provide a stimulating and progressive environment for learning, through both teaching and research.  It is also outward looking and encourages both national and international access.

· The Institute will achieve its Mission without discrimination in terms of gender, race, religion, disability, age or sexuality.

· The Institute is committed to promoting and providing the highest quality, progressive learning environment through its people as a means to achieving customer satisfaction within a proactive and participative culture.

Swansea Institute Business Faculty Mission

The mission statement for the Business Faculty is:

“To be the major provider of business and management education, training, research and consultancy service, primarily for South West Wales, but also meeting national and international needs.”




Minutes of Staff Conference, 5th September 1996

Service Statement to Staff

The Institute recognises that its staff are its most valuable asset and the key role that they play in the high quality of the teaching and learning environment, and the reputation of the Institute.

· All staff have access to appropriate staff development in accordance with the Institute’s staff development policies.

· Academic staff are formally appraised within a two year cycle.  This gives an opportunity to discuss issues, and to identify and agree appropriate training activities.  It is intended that the appraisal scheme will be extended to cover all staff.

· The Institute’s commitment to developing and training its staff is exemplified by its working to gain the Investors in People Award.

· Staff are represented on Institute Committees.

· Staff are encouraged to undertake research to underpin their teaching.

Swansea Institute Objectives

The Institute will:

· Place a high priority on the quality of the student learning experience.

· Remain a vocational institution of higher education.

· Offer courses in the four broad disciplines of Art and Design, Business, Education and Engineering to meet the intellectual and vocational expectations of its students.

· Offer a range of undergraduate and postgraduate degrees, and other courses.

· Continue to affirm its strong commitment to HND and HNC programmes.

· Provide a range of modular courses which include part-time, full-time and sandwich mode courses.

· Enhance its regional and community courses.

· Widen student access, especially through non-standard entry and outreach, the assessment of prior learning and the development of foundation courses linked to degree courses.

· Ensure financial efficiency, and review performance indicators annually.  To work within the established budgets in a financial climate of probity, openness and responsibility.

· Monitor the effectiveness of quality assurance  systems.

· Continue to provide opportunities for staff development and research within enlightened employment practices.

· Collaborate with external agencies and institutions in providing a Credit Accumulation and Transfer System to meet the demands of a mobile population.

· Create post-experience courses of study and invest in postgraduate research to attain the highest academic standards.

· Develop and evaluate international exchanges within the European Union, North America, Africa and south-east Asia to assist in international understanding and contribute to the development of emergent nations.

· Liaise with the Students’ Union in the provision of health and recreation facilities, careers advice, group and individual counselling services to underpin the academic programme and enhance the quality of student life.

Appendix 7

Surveys
The survey method of obtaining information is based on the questioning of respondents.  Respondents are asked a variety of questions regarding their behaviour, intentions, attitudes, awareness, motivations, and demographic and lifestyle characteristics.  These questions may be asked verbally, in writing or via computer, and the responses may be obtained in any of these forms.  However, all involve designing an appropriate questionnaire.

Survey methods

Survey questionnaires may be administered in four major modes:

1. Personal (face-to-face) interviewing (in-street, in-home, etc).

2. Postal interviewing 

3. Telephone interviewing (traditional and computer-assisted)

4. Electronic interviewing (via CAPI, the internet and e-mail)

1.  Personal (face-to-face) interviewing

Face-to-face interviews are a social encounter, where the personal interface between interviewee and interviewer is crucial.  There are five main styles of personal interview, classified according to where they occur.

· Street surveys take place typically in busy town centres, with the interviewer approaching individuals as they pass by.  They need to be brief and should not require too much concentration from the interviewees. A survey taking place in a shopping centre requires the centre manager’s permission, and a fee may be payable.

· Shop surveys take place inside or just outside a particular shop, with the shop’s permission.

· Hall surveys take place in a pre-booked location such as a hotel, where people are invited to attend to answer a few questions, usually being recruited from the street and being enticed by a give-away or refreshments.

· Home interviews are held in the interviewee’s home (or doorstep), with the interviewer recruiting simply by knocking doors.  They can be pre-arranged by phone or by dropping a note through the door.

· Business surveys take place on the interviewee’s business premises and are always pre-arranged.  They are prone to interruption and/or last minute cancellation.

The advantages of face-to-face interviews include:

· Respondent suitability can be checked at the outset by asking quota questions or by assessment of the respondent (young man, woman shopping with children, etc.).

· The interviewer can explain questions that the interviewee does not understand, encouraging respondents to answer as fully as possible and thus the interview is usually completed.

· Procedures are standardised and specific.

· Respondents can see, feel, hear and taste.

· Quick to receive responses.

· Response rates are higher than for other forms of survey.

The disadvantages of face-to-face interviews include:

· Interviewer bias may affect the outcome, e.g. voice intonation when asking questions, selecting respondents who look ‘nice’ rather than a reasonable cross-section – special interviewer training is required.

· Time pressure – those in a hurry can be difficult people to question.

· The day of the week and the time of day affect the demographic profile of respondents, e.g. teenagers are more likely to be in a shopping centre at weekends, the elderly midweek; the ‘working’ population is less likely to be at home midweek during the day, etc.

· People are less likely to answer ‘sensitive’ questions.

2.  Postal surveys

Postal surveys are methods in which the questionnaire is given to the respondent and returned to the researcher without personal contact.  Such questionnaires could be posted but might also be left in pigeonholes or on desks.

Postal questionnaires have the following advantages over face-to-face interviews:

· Questionnaire length - it is usually possible to ask more questions because the people completing the forms can do so in their own time.

· Questionnaire scope - ‘sensitive’ questions can be asked more easily. 

· There is no possibility of interviewer bias.

The disadvantages include:

· Low response rates - large numbers of postal questionnaires may not be returned. 

· People who do reply tend to be those most interested or with extreme opinions. This can mean that there is not a representative cross-section of people.

· Those questionnaires that are returned may be incomplete or late.

· Can’t ‘probe’ interesting responses.

· Dependent on the quality of the postal list – is it up to date, etc.

3.  Telephone surveys

Telephone surveys are a widely used interviewing method.  Increasingly popular is computer assisted telephone interviewing (CATI) where the interviewer reads questions from a computer screen and enters the responses directly into the computer.  In this way, results can be analysed rapidly.

Advantages of telephone interviewing include:

· The response is rapid.

· Easy to obtain telephone numbers (local and national directories are usually in libraries)

· People have a compulsion to answer the telephone so response rates can be high.

· Interaction between interviewer and interviewee makes question modification possible.

Disadvantages include:

· A biased sample may result from the fact that about 5% of people do not have telephones, and many of those who do are ex-directory.

· It is not possible to use illustrations, pictures, etc.

· The growth of ‘junk’ phone calls and telesales is increasing refusal rates.

· The interview must be short – people will otherwise terminate the interview early.

4.  Electronic interviewing
· In computer assisted personal interviewing (CAPI), the respondent sits in front of a computer terminal and answers the on-screen questionnaire by using the keyboard, mouse or touch-screen.  Often used at shopping malls and trade fairs.

· To conduct an e-mail survey, a list of e-mail addresses must be obtained.  The questionnaires are sent in the body of the e-mail and respondents are asked to type the answers to the questions at designated places and click on ‘reply’.

· Internet surveys are posted on a web site.  Those who visit the web site are invited to participate, but respondents may also be recruited from other web sites or via traditional methods (post, telephone).
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Questionnaire design
A questionnaire is essentially a data capture instrument.  It lists all the questions to which the researcher wants the respondents to answer, and it records the response of the interviewee  (a list of questions which does not record answers is simply an interview guide). 

A key question is what type of questionnaire to use?  This is determined by the chosen delivery mode of the survey.

a) A structured questionnaire lists all questions to be asked in a logical sequence, specifying the precise wording to be used in the response, and providing categories for recording the replies.  An unstructured questionnaire, by contrast, may simply be a set of open-ended questions to which the respondent can write replies in his or her own words.

b) A self-completed questionnaire is completed by the respondent, having been posted to him/her, delivered electronically, or personally delivered by an interviewer who may return to pick it up.  In contrast, an interviewer-completed questionnaire is used in face-to-face interviews or telephone interviews.

Structure of the questionnaire

There are three major parts of the questionnaire: the introduction, the content and basic classification information.

1. The introduction identifies the researcher and/or the organisation conducting the research (who they are), and what they are investigating (the topic of the study).  It needs to be persuasive to encourage the interviewee to respond and it may need to ensure that the interviewee belongs in the category of people under investigation (the sample).

2. The content or body consists of questions that cover information needed to solve the research problem.  The range covers facts, knowledge, opinions and attitudes, motives and possible future behaviour.

3. Basic classification questions seek to discover the demographic characteristics of the respondent, such as age, gender, marital status, occupation, income, etc.  This information is used to define the population of the survey, and to analyse how far demographic characteristics ‘explain’ the survey’s findings, e.g. did males and females reply differently?

Types of questions

There are two main types of questions that can be asked in a questionnaire: open-ended questions and closed questions.

Open-ended questions allow the respondent to formulate and enter the response of their choice.  For example:

What is your opinion of British Airways? Please write response below.

……………………………………………………………………………………

Please list three things you like best about your new toaster:

i. -----------------------------------------------------------------------------

ii. -----------------------------------------------------------------------------

iii. -----------------------------------------------------------------------------

This method gives respondents considerable scope to express their views and give rich insights into the topic being surveyed (qualitative data).  However, they are very difficult and time consuming to interpret and analyse.

Closed questions force the respondent to choose one or more responses from a number of possible replies provided in the question. There are two broad groups of closed questions: dichotomous and multiple choice.

· Dichotomous questions allow only two possible answers, for example, yes/no, true/false, male/female, etc. They provide limited information.

· Multiple choice questions present a list of possible responses for the respondent to choose from. For example:

To which of the following age groups do you belong? Please tick one response only.

17 or under

((
(
18-24

((

(
25-34

((

(
35-44



(
45 or over


(((
How did you travel to work today? Please tick all the responses that apply.

Private car


(
Taxi



(
Bus



(
Train



(
Other (please specify)

…………………………………….

Multiple choice questions must be designed carefully to incorporate all possible answers.  By offering an ‘other, please specify’ category, it is possible to collect responses not originally conceived, or responses that do not fit neatly into the imposed structure.  Multiple choice questions are relatively easy to analyse.
Attitude surveys

When assessing attitudes, it is important to know how strong these attitudes are.

The following response scales can be used.

The Likert scale

Respondents are asked to rate each statement on a scale from strong agreement to strong disagreement.  For example:

Using the scale given, indicate how strongly you agree or disagree with the following statement (please circle your preferred response)

I enjoy studying marketing


	Strongly agree
	Agree
	Neither agree nor disagree
	Disagree
	Strongly disagree


Or 

Place a cross in the box which best indicates how strongly you agree or disagree with each of the statements given.

	
	Strongly agree
	Agree
	Neither agree nor disagree
	Disagree


	Strongly disagree

	I enjoy studying marketing


	
	
	
	
	

	I think the college canteen food is over-priced
	
	
	
	
	


Semantic differential scale

Scales are constructed using pairs of opposite adjectives.

Please place a cross in the box in the scale according to the degree to which you think the word describes Tesco. 

	
	1
	2
	3
	4
	5
	6
	7
	

	Modern
	
	
	
	
	
	
	
	Old-fashioned

	Friendly
	
	
	
	
	
	
	
	Unfriendly

	Attractive
	
	
	
	
	
	
	
	Unattractive

	Spacious
	
	
	
	
	
	
	
	Crowded

	High quality goods
	
	
	
	
	
	
	
	Low quality goods

	Wide choice of goods
	
	
	
	
	
	
	
	Limited choice of goods

	Convenient opening hours
	
	
	
	
	
	
	
	Inconvenient opening hours

	Short queues
	
	
	
	
	
	
	
	Long queues

	Low prices
	
	
	
	
	
	
	
	High prices


A profile is thus built up of each respondent, which can be compared to other respondents’ profiles.

Please place a cross in the box in the scale according to the degree to which you think the word describes Tesco. 

	
	1
	2
	3
	4
	5
	6
	7
	

	Modern
	x
	
	
	
	
	
	
	Old-fashioned

	Friendly
	
	
	x
	
	
	
	
	Unfriendly

	Attractive
	
	
	
	
	
	x
	
	Unattractive

	Spacious
	
	x
	
	
	
	
	
	Crowded

	High quality goods
	
	
	
	x
	
	
	
	Low quality goods

	Wide choice of goods
	
	
	x
	
	
	
	
	Limited choice of goods

	Convenient opening hours
	
	
	
	
	
	x
	
	Inconvenient opening hours

	Short queues
	
	x
	
	
	
	
	
	Long queues

	Low prices
	
	
	
	x
	
	
	
	High prices


Rank order scales

Rank order scales can be used for rating anything from political parties to chocolate bars.  For example:

Rank the following political parties in terms of their honesty.  Place a 1 alongside the party you believe to be the most honest, a 2 alongside the party you believe to be the next honest, and so on until all the parties have been ranked.

Liberal Democrat  
….
Conservatives

….

Labour


….

Green


….

Plaid Cymru

….

General rules for questionnaire design
· Keep the survey as short as possible, but include all relevant questions required to cover the research objectives. 

· Always start the questionnaire with introductions and an explanation of the purpose of the survey, guaranteeing confidentiality where possible.  This is polite as well as being ethically correct.

· Then move on to quota control questions to determine whether the respondent is the right type of person.

· Do not combine two questions in one.  For example, ‘How do you feel about the National Lottery and Camelot?’ should be phrased as two questions, ‘How do you feel about the National Lottery?’ and ‘How do you feel about Camelot?’.

· Avoid technical words and jargon unless absolutely sure the target respondents will understand.  Keep questions as simple as possible.

· Do not present leading or value-laden (biased) questions which imply what the required answer might be. 

· Each question should have a ‘don’t know’ or ‘not applicable’ response unless absolutely certain that all possibilities are covered.

· Include questions which serve as cross-checks on the answers to other questions.

· Use steering instructions, that is, explain how respondents are supposed to answer the questions.  For example, ‘please tick one response’ or ‘if yes, please go to question 6, if no please go to question 5’. 

· Phrase each question so that only one meaning is possible.  Avoid vague descriptive words such as ‘large’ and ‘small’. 

· Take care with the layout of the questionnaire.  A neat, tidy and grammatically correct questionnaire creates a good impression and reduces error.  

· The questionnaire should be ‘piloted’, to eliminate mistakes and ambiguities.

· Take care with the order of the questions – questions should be in a logical order and make sure that the response on a question is not affected by a previous answer or pre-empts a response to a later question.

· Always allow for the interviewee to make their own comments at the end of the questionnaire – this often provides useful feedback.

· At the end of the questionnaire, thank the respondent and make it clear how they should return the completed questionnaire.
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Depth interviews

A depth interview is a discussion between interviewer and respondent.  They are generally lengthy and are best carried out by trained experienced interviewers.  The aim is to secure the maximum amount of useful information from the respondent on a particular topic with minimum intervention by the interviewer.  

· The form of the data collected is narrative rather than isolated statements which can be tallied and reduced to numbers.  

· Its main purpose is to understand behaviour and perceptions rather than measure them.

· The key to qualitative research is to allow the respondents to say what they feel and think in response to flexible, ‘prompting’ questioning, rather than to give their responses to set questions and often set answers in a questionnaire.

The role of the interviewer is therefore to:

· Obtain detailed information on the topic(s) needed within the time available;

· Balance the need for open-ended discussion with the need to address certain topics;

· Avoid biasing the respondent by appearing to favour certain responses or asking leading questions.

The interview is best recorded on audio tape.  Transcripts are prepared from the tape, studied for ideas, useful comments and subjective opinions on the topic under investigation.

The factors to consider when planning a depth interview are as follows:

a) Who should the respondent be?

· The kind of person depends on the subject being discussed.  It may be a consumer interview for discussion of consumer goods or an executive interview for discussing industrial buying.

· The number of people undergoing depth interviews in the course of the research should be considered in the light of the time they take.  10-15 is usually more than enough.

· Respondents for interviews are pre-recruited and asked to agree to the interview.

· The respondents need to be chosen with care.  Some people are not as good at expressing themselves verbally as others.  It may be that respondents are chosen from those taking part in a larger study as a result of their ‘extreme’ opinions, particular knowledge or responsibilities within an organisation.

a) What type of interview?  Although depth interviews are usually one-to-one, there may be more than one respondent and there may also be an informant - there to give information about tangible things (e.g. how big the organisation’s purchase budget is) but not about his/her own attitudes.

b) How long should it be?  Genuine depth interviews interpret the meanings and implications of what is said and can therefore take some time (usually up to one hour).  By contrast, a mini-depth interview may only take 15 minutes, because it can focus on one, predefined topic.

c) How structured should it be?  It can be totally open-ended, ranging over whatever topics come up, or it can be semi-structured with an interview guide. 

d) Where should the interview take place?  Usually at home or in the workplace.

Advantages of depth interviews include:

· Decision making processes can be analysed

· Majority and minority opinion can be captured

· Sensitive topics are more easily discussed

· ‘Unusual’ behaviour can be discussed

Disadvantages include:

· Time consuming

· Expensive
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Exploring and presenting data

Tukey’s (1977) exploratory data analysis approach will be used in the initial stages of analysis.  This approach emphasises the use of diagrams to explore and understand the data. This will be guided by the measurement scale of the data (nominal, ordinal, interval or ratio) and aspects of the data that require emphasis.  This will involve:

· To show specific values and frequencies

· Tables will summarise data for individual variables so that specific values can be read. 

· Contingency or cross-tabulation tables enable the examination of interdependence between variables.

· To show highest and lowest values
· For categorical and discrete data, bar charts and pictograms may be used.

· For continuous data, histograms may be used.  Prior to being drawn, data will need to be grouped into class intervals. 

· To compare variables which emphasise the highest and lowest values, multiple bar charts will be used.

· To show proportions

· Research has shown that the most suitable diagram to emphasise the proportion or share of occurrences is the pie chart.  A pie chart is divided into proportional segments according to the share each has of the total value.

· A percentage component bar chart may be used to compare proportions between variables

· To show the trend

· Trends can only be presented for variables containing quantifiable (and occasionally ranked) longitudinal data.  The most suitable diagram for exploring the trend is a line graph in which data values for each time period are joined with a line to represent the trend.  

· Bar charts may also be used to show trends between discrete time periods.

· To show the distributions of values

· Box plots will provide a pictorial representation of the distribution of data for a variable.

· To show relationships between variables

· Possible relationships between ranked and quantifiable data variables may be explored by plotting one variable against another in a scattergraph.

Appendix 12

Describing data and examining relationships using statistics

The analysis will involve using statistics such as:

· Measures of central tendency to indicate key points around which a data set is located.

· The arithmetic mean, or average, adds together the values for all observations in a data set and then divides by the number of items. 

· The median is the value of the observation in a data set that divides the data set in half.  It is useful where a distribution is skewed as the median is not affected by extreme values in the distribution.

· The mode describes the observation that occurs most frequently in any data set.  For descriptive data, the mode is the only measure of central tendency that can be sensibly interpreted.

· Measures of dispersion will be used to describe distributions in terms of their spread (how scattered/dispersed the data values are around the central tendency).

· Quartiles will indicate at which points the data falls into quarterly intervals.

· The standard deviation will be used to indicate the spread of the data values around the arithmetic mean.  The greater the dispersion, the bigger the deviation.

· The co-efficient of variance will compare the spread of two separate data sets.  This will be used where the units of measurement differ or where the values for the two data sets vary so much in magnitude as to make any direct comparison misleading.

· Measures of association will be used to examine whether or not there is an association between one characteristic and another.  These tests are not measures of causality, but are purely measures describing the strength of the associations between variables (Riley et al, 2000).

· The chi square test calculates the probability that two variables are independent.  A probability of 0.05 means that there is only a 5% chance that the variables are independent of each other.  Therefore, a probability of 0.05 or smaller, indicates that there is a 95% certainty that the two variables are significantly associated, that is, the result did not occur by chance. 

· To test whether two groups are significantly different, the independent t-test may be used.  This compares the difference in the means of the two groups using a measure of the spread of the scores.  If the two variables are significantly different this will be represented by a larger t statistic with a probability less than 0.05.

· A correlation co-efficient enables the quantification of the strength of a relationship between two variables

.

 Literature review issues

Relating to aim 1: rationale for the use of such contracts

Handy’s (1987) ‘Shamrock’ organisation

Relating to aim 2: effects on staff

No opportunities for professional advancement

Poorer working conditions than permanent staff

‘Them and us’ culture: problems of integration, isolation and under-valuation. Lowers morale, motivation, commitment, loyalty to the organisation. Higher staff turnover?

Part time workers are often offered the work that the permanent staff do not want

Duties outside contractual obligations: fear that refusal may affect future employment

Functional flexibility: many staff are teaching outside their specialism, for which they feel ill-equipped and inadequate; a perceived reduction in technical functional competence (Schein, 1978)

Relating to aim 3: effects on SIHE’s business

How the staff issues above affect the delivery of programmes to the customer

Attracts poorer candidates for jobs – better qualified people will move into industry where the pay and conditions are better.

Helps meet customer’s cost needs but may badly affect the learning experience, the organisation’s credibility and hence word-of-mouth reputation – vital in the primarily local south Wales market.

Relating to aim 4: recommendations for improvement

Strategies to manage integration: should then help improve staff members’ sense of value, motivation, commitment, etc

A policy to employ those part-time members who have worked full-time equivalent hours for a year or two

More fractional contracts/job sharing.

Cuts

As in other sectors of the economy, they should aim to ensure that the diverse arrangements for resourcing do not lead to an over-reliance on fixed-term and casual contracts.

The business of Swansea Institute of Higher Education (SIHE) is to provide facilities for the acquisition of knowledge leading to higher education qualifications. SIHE’s mission and objectives may be seen in appendix 1.

Increased competition, international recession, uncertainty about future markets and the effects of new technology undermined expectations of stable economic growth.  In particular, increased competition has placed emphasis on quality, innovation, and reducing the unit costs of products and services.

There are two distinct orientations to flexibility, expressed as the distinction between ‘hard’ and ‘soft’ HRM.  The ‘hard’ version favours minimising labour costs by varying the quality and quantity of labour inputs.  As Storey (1997, p. 6) argues, it emphasises the:

“quantitative, calculative and business strategic aspects of managing the headcount in as rational a way as for any other economic factor”.

The ‘soft’ version sees employees as active contributors to competitive advantage on the basis of their capacities for innovation, problem solving and customer care.  In order to develop and foster these capacities, however, it is necessary to generate employee commitment through ‘communication, motivation and leadership’ (Storey, 1997, p. 6).  
Hard and soft HRM are combined in

McGregor and Sproull’s (1992) survey found no strong evidence to suggest that employers saw non-standard labour as a way of reducing wage costs by paying lower rates compared with full-time, permanent workers.  In most cases hourly rates of pay were the same for all workers.  This is not the case within HE.

There is evidence of increased use of flexible forms of labour on an international scale.  Across the European Union, the 1990’s saw a decline in the number of full-time, permanent jobs.  Part-time employment rose form 12.7% of total employment in the EU in 1985 to 16.9% in 1997.  Employment on fixed-term contracts rose form 8.4% to 12.2% of the total.  Moreover, a growing proportion of new jobs is both part-time and temporary.

The structure of the HE sector has changed immensely, as have the principles of funding: HEI’s now function as independent institutions based on commercial principles. Competition has intensified as new competitors, such as further education colleges, have entered the HE industry; with their lower cost base and increased government funding FE colleges are often able to offer courses at lower fees than HEI’s.

NATFHE (2001a) suggests that the trend to ‘casualisation’ is undermining the status of the lecturing profession, further weakening morale. 

Culley et al (1999) report that when non-permanent workers are employed, they are more likely to be employed alongside and in the same functions as the core workforce. 

Geary was seen by managers to lead to lower levels of commitment from permanent staff.

· Non-parametric tests deal with comparisons between two independent or paired samples of data.  Their advantage is that they can be conducted on data of a lower level than interval data.  The tests are therefore useful in situations which involve rating scales or when scored values are applicable.

· The Mann-Whitney U-test may be used, for example, to distinguish between the views of men and women.

Statistics is a body of methods and theory that is applied to quantitative data when making decisions in the face of uncertainty.  

‘It enables us to recognise and evaluate the errors involved in quantifying our experience, especially when generalising from what is known of some small group (a sample) to some wider group (the population)’. (Rowntree, 1991, p. 186).
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� However, under a phenomenological approach such as a case study, the criterion of reliability may not be given so much status. It is not important whether qualitative measures are reliable in the positivistic sense, but whether similar observations and interpretations can be made on different occasions and/or by different observers. 


� Validity is the extent to which the research findings accurately represent what is really happening in the situation – that the study measures what it ought to measure. A case study approach is aimed at capturing the essence of the phenomenon and extracting data which is rich in its explanation and analysis, and consequently validity is high under such a paradigm.
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