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Introduction

The work of the ‘Working Lives’ research team focused on the nature of work
practices within HE, the findings of which have led to this study which seeks to
explore issues and implications for the management of human resources within HE.
Some of the findings concerned issues such as the blurring of boundaries between
work and home and the role of the academic and how they juggle teaching, research
and administration (Gornall et al., 2008; Daunton et al, 2008; Cook et al, 2009 and
Cook, 2009).

Whilst it is recognised that some academics value the autonomy in the way they
organise their work and some even indicated that it made it easier for them to
manage their personal commitments there was considerable ‘talk’ of the stress of
juggling commitments within the workplace and at home and its intrusion on family
life. This is arguably intensified by the unrelenting work intensification brought about
by approaches to managerial control such as key performance indicators, work load
frameworks, the requirement to demonstrate research output and income generation
/ third mission activities.

Effective Management

It is contended that the knowledge that exists within a University resides within the
people who form it and that knowledge value depends on their potential to contribute
to the achievement of the institution to achieve recognition and funding. Much
research has been done within organisations on human capital and its attributes, and
the impact on human capital and its attributes, and the impact on organisational
results (Pfeffer, 1998 and Wright et al., 1995).

Effective management generates a higher capacity to attract and hold employees
who are qualified and motivated for good performance, and also the benefits from
having adequate, research active, motivated and conscientious academics who are
ready, willing and able academics and researchers (Daunton, 2008; Gornall et al.,
2008; Cook et al. 2009). The effective management of the human resources within
academic life is contended to be essential in order to ensure the well-being of the
institutions so it is perhaps surprising that there is little evidence that overall,
academics are included within any ‘resource based view’ of the organisation (Wright,
1995) are they not a ‘unique selling point’ of why a student chooses to come to
study?

It is clear that academics do value the freedom to work from various locations, be it
home, or within the office, and indeed some come into the profession in order to
have that autonomy there are however implications of this practice that perhaps
need to considered. What then is the responsibility of line management in managing
this? There are relatively few empirical studies with regards to clarifying and
exploring the links between HRM practices, employee wellbeing and performance
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relationships within the University setting (Baptise, 2007). What is also of interest is
the need that exists to control and audit (Deem, 2007), with pressures and
constraints being placed upon staff to account for every hour of the day?

Managerial culture

Various commentators have explored the theme of managerial culture, such as
MacDonald (2005), Kogan and Hanney (2000) and Holmes & McElwee (1995). Work
that is worthy of mention here is that of Doherty and Manfredi (2005) who explored
challenges in delivering work life balance for academics and argued that it is
complicated by there being two different discourses about the academic role which
have been conceptualised as Plato’s Academy and the Teaching Factory (Doherty
and Manfredi ibid). The first is associated with the pre 1992 elite universities and
the second more with the post — 1992 universities. A fundamental difference
between the two ‘labels’ is the relationship that academics have to manage their
working time. In Plato’s Academy there is the freedom to organise his or her own
time with the boundaries between work and leisure not always clear, as the pursuit of
knowledge through research is often a source of leisure in itself whereas the
‘Teaching Factory’ illustrates an opposite perspective. This is consistent with
elements of choice and preference of individuals as well as differing institutional
cultures and managerial styles.

The other consideration is technological advances making it much easier and
perhaps more convenient to work from home or indeed wherever it is convenient and
a move towards improving temporal flexibility which is likely to attract those looking
for work life balance (Harris, 2003). With this comes the inevitable question of trust
and the importance of there being an “implicit” psychological contract that reflects
understanding and trust and this has been well recognised within literature (Watson,
1987 and Cullinane and Dundon, 2006). Some argue of a decline in trust and
discretion placed in academics (Deem et al, 2007) and this resonates with some of
the findings in that respondents talked of higher workloads and longer hours with
finance being used as a basis for decision making, remote senior management
teams and more pressure for accountability. This causes some inconsistencies and
contradictions when considering the norms particularly within a traditional ‘Plato’s
Academy’ type organisation. There is also the consideration of the changing focus
of ‘Teaching Factory’ type organisations in the drive to become more research driven,
whilst not considering the managerial style, and the hours required to do this and
visa versa.

This study seeks to further explore the parameters of enquiry into some of
implications that may be posed by these findings from the perspective of HRM,
particularly given the persistence for the long hours culture amongst managers and
professionals in the UK in that working intensively is translated into the kind of
commitment which is required for career progression, and an explanation as to why
academics do not speak up about the tensions between home and work lives
(Doherty and Manfredi 2006). The question then is Do Human Resource Managers
within Higher Education have a duty of care towards its academic staff? Given the
findings of ‘Working Lives’ research, this may not be a simple answer, and may call
for a consideration of levels of responsibility and perhaps a realignment of cultural
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requirements, work commitments identification and recognition of the ideology and
nature of the psychological contract.

References

Anderson, M., Scott, G. and Coates, H. (2008), “A tight balancing act: leadership
challenges for university heads”, conference paper given at the British Educational
Research Association conference, Edinburgh, 3-6 September 2008

Baptise, N.R., Tightening the link between employee wellbeing at work and
performance, A new dimension for HRM, Management Decision, \Vol.46, No.2.
pp.284-309

Barney, J.B. 91991), “Firm resources and sustained competitive advantage”, Journal
of Management, Vol.17, No.1, pp.99-120

Bryman, A. (2007), “Effective leadership in higher education: summary of findings”,
Research and Development Series, Leadership Foundation for Higher Education,
London

Cook, C., Gornall, L., Daunton, L., Salisbury, J. and Thomas, B. (2009), ‘Time spent
among other people is where meaning is found’, The ‘working lives’ research report
on narratives of occupational change in further and higher education in post-
devolution Wales., The Welsh Journal of Education, Vol.14, No.2. pp.95-101

Cook, C., (2009) Working lives experience: narratives of the new researcher, in
Haslett & Rowlands, H. (eds) proceedings of the Newport NEXUS Conference
Centre for Excellence in Learning and Teaching, Special Edition, No.1. pp.59-64

Cullinane, N. and Dundon, T. (2006) The psychological contract: a critical review.
International Journal of Management Reviews. Vol.8, No.2, June pp.113-129

Daunton, L., Gornall, L., Cook, C. and Salisbury, J. (2008) ‘Starting the day fresh’:
Hidden Work and Discourse in Contemporary Academic Practice, Society for
Research into Higher Education (SRHE), Liverpool, December, 2008

Deem, R. Hillyard, S. and Reed, M. (2007), Knowledge, Higher Education, and the
New Managerialism, The Changing Management of UK Universities, Oxford
Scholarship Online

Doherty, L. and Manfredi, S. (2006), Action research to develop work-life balance in
a UK university, Women in Management Review, Vol.21, No.3, pp.241-259

Finkelstein, S. and Hambrick, D. (1996), Strategic Leadership, West Publishing Co.,
St. Paul, MN.



SRHE DEC 2010

Gornall, L. Thomas, B. and Salisbury, J. (2008) Working Lives: Narratives of
Occupational Change from Further and Higher Education in Post-Devolution Wales,
BERA Conference, September 2008

Harris, L. (2003), Home-based teleworking and the employment relationship,
managerial challenges and dilemmas, Personnel Review, Vol.32, No.4. pp.422-437

Holmes, G. and McElwee, G. (1995) Total quality management in higher education,
how to approach human resource management, The TQM Magazine, Vol.7, No.6

Huselid, M.A. (1995), “The impact of human resource management practices on
turnover, productivity and corporate financial performance”, Academy of
Management Journal, Vol.38. pp.635-672

Kogan, M. and Hanney, S. (2000), Reforming Higher Education, London: Jessica
Kingsley

MacDonald, L.A.C. (2005), Wellness at Work: Protecting and Promoting Employee
Well-being, CIPD, London

Pennings, J.M., Lee, K., Van Witteloostuijin, A. (1998), “Human capital, social capital
and firm dissolution”, Academy of management Journal, Vol.41 pp.425-440

Pfeffer, J. (1998), The Human Equation, Harvard Business Scholl Press, Boston, MA
Watson, T. (1987), Sociology, Work and Industry, 2" ed., Routledge, London

Wellin, M. (2007) Managing the psychological contract: using the personal deal to
increase business performance. Aldershot: Gower.

Wright, P.M., Smart, D.L., McMahan, G.C. (1995), “Matches between human
resources and strategy among NCAA basketball teams”, Academy of Management
Journal, Vol.38 pp.1052-74



