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Management in the 24/7-society raises concerns of fairness and social responsibility



Abstract

Despite the pressure on work-family polices arising from the increase in nonstandard working
times in various sectors, only a few studies have addressed management practices in 24/7
work places.

Purpose. This study investigates the challenges Finnish managers face in meeting the
various tensions stemming from nonstandard working hours and services operating 24/7.
Two typical 24/7 work contexts are focused: the hospitality and retail industries and flexibly
scheduled early childhood education and care services (ECEC). The emphasis is on
management practices relating to the planning of work shifts and children’s care schedules.

Design. Study 1 comprises focus group interviews with middle managers (N=20)
working in hotels, stores and service stations with restaurants and shopping facilities. Study
2 utilizes survey data on directors (N=20) of day care centers offering flexibly scheduled
ECEC.

Findings. The results showed that management in 24/7 workplaces raises issues of
fairness and social responsibility. Managers in both sectors were faced with constantly
varying service demands, leading further to changes and unpredictability in employee
working times. Alongside organizational goals, the business managers reported needing to
consider employee needs and the ECEC service directors the wellbeing of parents and
children. They also reported seeking the most cost-effective way to deliver services at a time
of budget cuts. Managers in both sectors complained about lack of formal, organizational-
level guidelines and rules that would assist their decision-making when planning work shifts
and care times.

Practical implications. Service organizations need to design a 24/7 strategy that
includes organizational communication and guidelines on fair work scheduling. Key issues

in management are finding ways to enhance predictability within unpredictability, discussing



the most common ethical problems and developing the skills needed to manage diversity.
These are elements that should be included in management training.

Originality. The study contributes to the literature by focusing on seldom studied issue
and innovately approached by comparing two work sectors: hospitality and retail and flexibly

scheduled ECEC services.

Introduction

Management in 24/7 workplaces in the service sector

The demands made by the 24/7 global economy are growing across nations and work
forces (Kossek & Ollier-Malaterre 2013, 5). This puts pressure on work-family policies to
deal with the possible challenges that arise in relation to childcare, work schedules, intensity
of work, and overall job and family strain. Several studies have found that, in particular, lack
of control over working hours, often linked with nonstandard working time has several
negative consequences for employees, including adverse health effects (Vaanénen et al.,
2008), increased burnout (Tucker, Bejerot, Kecklund, Aronsson, & Akerstedt, 2015), work —
family conflict (Fagan, Lyonette, Smith, & Saldafia-Tejeda, 2012; Tammelin, Malinen,
Ronké&, & Verhoef, 2017), and challenges in arranging childcare (Verhoef, Tammelin, May;,
Ronka, & Roeters, 2016). Enjoying high control over working hours seems to buffer negative
outcomes, although it is not able to erase all the potential negative effects (Tucker et al.,

2015, 110).

The focus of this study on the 24/7 economy is on managers, who are important in
implementing work-life policies in the workplace (Kossek & Friede, 2006). They may
facilitate or constrain employees’ possibilities to exercise control over their working hours
(Henly, Shaefer, & Waxman, 2006) or make personalized arrangements (Hornung, Rousseau,

& Glaser, 2009; Ng & Lucianetti, 2016). Supervisors often serve as gatekeepers, deciding



whether or not employees have access to flexibilities. They are usually responsible for
planning working times. These are crucial for employees seeking to reconcile nonstandard
working time and family time. We focus on two different but interlinked 24/7 service sector
work contexts. Apart from work taking place around the clock, management of flexibly
scheduled ECEC is further complicated by the nonstandard work and care schedules of

clients (parents, children).

Further, these two work contexts demonstrate the internalized logic of services in their
use of labor, which in turn spills over to the daily lives of the workers. Face-to-face services
cannot be banked and collected later; services need to be produced when needed. This causes
pressures to ensure that staffing levels meet customer demand; this often means a very short
shift rotation, work on call, and cancellations of shifts at short notice. Managers in these
sectors may face multiple expectations from employees, superiors, clients and stakeholders,
thereby increasing the possibility of various challenges and ethical problems (Hiekkataipale
& Lamsd, 2015). This study sought to explore the challenges presented by these 24/7 work
sectors and their implications for management practices. First, we introduce the two service

sectors studied: hospitality and retail, and flexibly scheduled ECEC.

Hospitality and retail industries: coping with constant change

The hospitality and retail industries were chosen for this study owing to their
extensive use of nonstandard work scheduling (Cleveland et al., 2007; Henly & Lambert,
2014; Presser, 2003), especially weekend work (Richbell, Brookes, Brewster, & Woods,
2011; Negrey, 2012). In addition, unpredictable working times are common in these
industries where staffing is adjusted according to fluctuations in consumer demand
(Cleveland et al., 2007). Start and end times may vary, and there can also be unplanned

overtime and reduction in working hours. According to Henly et al. (2006), the need for



adjustments arises partly from seasonal variation in product demand, and partly from

business strategies that closely link labor budgets and customer flow projections at monthly,
weekly and even hourly levels. Furthermore, owing to low educational barriers to entry, the
hospitality and retail industries employ low-educated, low-wage staff (Casper & Swanberg,
2011). Employees thus often welcome additional hours due to their unfavorable economic
circumstances. Typically, employee possibilities to exercise control over their work schedules
are rather limited. In their interview study with a retail company, Henly et al. (2006) found
that although it was company policy to allow employees some control over working hours,
this only applied to better salaried, higher ranking and permanent staff. These limited
possibilities included, for example, expressing preferences for specific shifts, hours or days

and having access to certain formal or informal employee benefits.

For managers, the retail sector presents several challenges due, for example, to the
changing nature of the work environment (such as fluctuating customer needs) and
technological development (e.g. electronic shopping). Broadbridge (2002) examined factors
causing retail managers experiences of stress and their strategies for coping with this. She
collected data via a series of group discussions. The main sources of stress reported were
factors intrinsic to the job and certain roles in the organization. Causes of stress mentioned
were speed and pace of change in the industry, an aggressive management culture, new
technological developments, time pressures and constant deadlines, staff shortages and the

sheer volume of work, all of which also result in long and often unsocial working hours.

Deery and Jago (2009) reviewed the research literature on work-life balance among
employees in the hospitality and tourism industries. The researchers concluded that among
the key factors impairing the work-life balance of employees were irregular and long working
hours, being rushed and financial hardship. Strategies that impacted positively on work-

family balance included flexible scheduling, job sharing and a clear leadership style.



According to Henly et al. (2006), supervisors commonly control the levels of flexibility they
allow. Supervisors may, for example, show leniency in applying formal policies and develop
rules and practices facilitating flexibility. Employees have also identified several situations
where supervisors tend to be especially flexible over scheduling. These included
understanding of employee parenting responsibilities and willingness to tailor work schedules

to accommodate employees’ family and childcare obligations.

Offering flexibility in work schedules is complicated and may involve ethical
challenges, as flexibility inevitably raises concerns over fairness. When one person has been
accorded flexibility, another “has to pick up the slack” (Trebalt, 2013). In other words, it is
possible that coworkers and non-users of flexibility suffer from potential negative equity and
fairness effects (Kossek, Thompson, & Lautsch, 2015). Views on fair access to flexibility
differ: some believe equality of access, and others that access should be based on merit or
need (Young, 1999). Perceptions of fairness are subjective: different employees may

experience similar work schedules differently.

Cho and Dansereau (2010) distinguish between individual- and group-level
perceptions of justice in organizations; both types are important for successful leadership. At
the individual level, leaders should focus on interpersonal relations, support and flexibility by
taking personal situations into account. At the group level, the aim is to create a procedural
justice climate by strengthening vision, collective identity, solidarity and harmony in a team
and by treating the co-members of teams consistently and equally. applying high ethical and
moral standards. Further, drawing on the social exchange theory (Blau, 1964), positive
perceptions of justice at both levels create individual feelings of reciprocity, which means
increased readiness to engage in extra effort beyond the call of duty, and willingness to

sacrifice personal benefits for collective goals. These two approaches to fairness may,



however, demand balancing acts from managers between individual- and group-level

perceptions of justice.

Flexibly scheduled ECEC services: Accommodating varying and unpredictable parental

schedules

Centers offering flexibly scheduled ECEC services are workplaces where the 24/7
economy is visible daily in double, or even triple, ways. Not only do the personnel work
nonstandard hours, but so also do the clients, i.e. parents, whose children then attend
childcare at nonstandard hours. Further, the ultimate aim and societal task of these services is
to secure the optimal wellbeing of children and meet their needs as well as those of their
parents.

Finland is one of the few countries in the world that offers universal center-based
ECEC for families where both parents or a sole parent work nonstandard hours. This service
is mainly municipally provided. About 7 percent of all Finnish children using formal
childcare services attend flexibly scheduled ECEC. Mostly, this concerns early education and
care in the early morning and late evening, but also overnight and weekend care. Nowadays,
many other countries offer childcare at extended hours but around-the-clock services are less
common (Halfon & Friendly, 2015; Statham & Mooney, 2003). Service provision in flexibly
scheduled ECEC differs from daytime ECEC in one crucial respect: whereas in daytime
ECEC all the children usually enter and leave the center at approximately the same time, in
flexibly scheduled ECEC centers children have very individual care times depending on their
parents’ working patterns. This presents many challenges for, among others, pedagogical
planning and harmonizing the schedules of personnel and children.

Flexibly scheduled ECEC services—like all municipal childcare services in Finland-are

generally of high quality and well-functioning (Taguma, Litjens, & Makowiecki, 2012), but



concerns about children’s wellbeing remain. No guidelines at the central government level
exist specifically for flexibly scheduled ECEC, although the service was introduced several
decades ago. The current practices conform, as far possible, to the general legislation on early
childhood education and care (Act on Early Childhood Education and Care 36/1973; National
Core Curriculum for Pre-Primary Education, 2016; National Core Curriculum for Early
Childhood Education and Care, 2016). Consequently, municipalities have developed a variety
of local guidelines and practices for flexibly scheduled ECEC services. Moreover, center
directors are highly responsible for adapting these general regulations, guidelines and
practices to the local context.

The few reports published on day care during nonstandard hours (e.g., Halfon &
Friendly, 2015; Rutter & Evans, 2012; Statham & Mooney, 2003) have identified several
management-related challenges. These include difficulties in accommodating the varying and
unpredictable schedules of parents, high costs of staying open late, and difficulties in hiring
and retaining staff.

As the above-mentioned examples show, early childhood education and care (ECEC)
and its management are affected by the rapid and constant changes in present-day working
life. The concept of contextual leadership captures the unique features of the leadership of
flexibly scheduled ECEC-services. According to Nivala (1999) and Hujala (2004, 2013),
ECEC leadership can be seen as a contextual system comprising relationships with children,
parents, educators, local and state authorities and, finally, the whole society and its culture.
Nowadays, the term leadership is increasingly used to refer to the work of the directors of
childcare centers, who have several, somewhat overlapping, leadership functions, such as
human resource management, pedagogical leadership, and daily management (Hujala &

Eskelinen, 2013). Managing work schedules to fit children’s schedules is estimated to be



more time-consuming in flexibly scheduled ECEC than in ECE-services operating daytime

(e.g. Halfon & Friendly, 2015), which obviously reduces the time for other leadership duties.

Finland as a context for work and management in the 24h economy

Countries vary widely in their work-family policies and their implementation. In the
Nordic countries, the government both supports and regulates employers more in the area of
work-family policies than, for example, in the US (Kossek & Ollier-Malaterre, 2013, 6).
Support for employed parents is also extensive, including universal financially supported
child-care services, parental leaves and benefits. Finland is one of the so-called Nordic
welfare states (Esping-Andersen, 1990). Nevertheless, as elsewhere, employees differ in their
possibilities for work-family reconciliation according to both their occupational status and
work organization (Salmi & Lammi-Taskula, 2011).

Finland has long had a coordinated production system (Gallie & Russell, 2009),
meaning, for example, that working hours and service opening hours have traditionally been
regulated. Evening and night work has been higher paid and rest periods between work shifts
carefully regulated. Recently, however, there has been a trend towards diversifying the
workforce; for example, the number of zero-hour contracts has increased (Parnénen, 2015).
Another important development has been a new law (1618/2015) on shop opening hours
(effective from 1 January 2016). Its effects are already visible in lengthened service hours.

Overall, this means that service production in the retail sector is now less regulated.
The new law is expected to increase overall employment in retail and, further, impact on the
demand for day and night care services. Moreover, although working nonstandard hours
presents challenges for childcare arrangements and child well-being, most European
countries, including Finland, do not have national regulations controlling the working times

of parents with young children (Eurostat, 2013). These recent developments make
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organizational-level studies even more important than hitherto, as they mean that national
policies have a weaker role and organizations more room to act in accordance with their
preferences. Further, Finland has no national regulations limiting children’s total hours in

care or stipulating the latest hour a child can be picked up from care.

Aims of the study

This study focused on management practices relating to work and care time
scheduling in work sectors operating 24/7. The study contributes to the literature by focusing
on seldom studied issue and innovately approached by comparing two work sectors:
hospitality and retail and flexibly scheduled ECEC services. We focus on middle managers
who typically face pressures from many directions, including responsibility for the wellbeing
of both their staff and clients (Hiekkataipale & Lamsg, 2015). We sought answers to the
following research questions. What are the main challenges facing managers in 24/7
workplaces, especially those relating to working time and care service scheduling? What acts
of fairness are implemented in work scheduling? What specific characteristics regarding the

key challenges can be identified in each sector?

Methods and materials

Two datasets from two separate but interlinked research projects were utilized to explore the
typical aspects of management in work places operating 24/7. These datasets were expected

to contribute to a multifaceted picture of management.

Study 1. Focus group interviews with managers in the hospitality and retail

industries. The first dataset is based on a research and development project titled “Take
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Care 24/7”, which approaches work performed at non-standard hours from the perspective of
employees, managers and workplaces. Participants were recruited from a large, national retail
cooperative and its three regional cooperatives located in different parts of Finland. The
participants in this study worked in supervisory positions in hotels, stores and service stations
with restaurants and shopping facilities. Data from managers were collected via focus group
interviews (N=5) in which 20 managers participated. Two to five managers participated in
each focus group interview. The thematic areas of the interviews included human resource
management in a 24h economy, fairness of management and health management. This study
focused on the issue of fairness. The questions concerned, for example, how managers
understood fairness and what challenges they faced and good practices they utilized when
aiming at fairness, for example, in work scheduling. The focus group interviews lasted from

90 to 150 minutes.

Data were analyzed using thematic analysis (Braun & Clarke 2006). Themes were
identified by applying an inductive approach, and are thus strongly linked to the data (Patton
1990). In the first phase, we familiarized ourselves with the data, listed all the aspects that
seemed relevant to our research questions, generated initial codes, and identified broader
themes. The next phase included reconsidering and revising the themes to include all those
relevant themes while eliminating those irrelevant to this particular study. Finally, we defined
and named the themes.

Study 2. Web survey data of directors working in centers offering flexibly
scheduled ECEC. The second dataset was drawn from a large international consortium study
“Children’s socioemotional wellbeing and daily family life in a 24h economy” (Families 24/7
study), where nonstandard working time was studied from the viewpoint of parents, children
and early educators (ROnka et al., 2017). In this study, we used data collected via a web

survey from centers offering flexibly scheduled ECEC. These centers (34 units) were
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selected from 25 municipalities in geographically different parts of Finland. The
municipalities were purposefully sampled to cover both big (over 60 000 inhabitants) and
small (less than 60 000 inhabitants) municipalities equally. The web survey was completed
by early educators (N=227) working in these selected centers. The web survey included both
structured and open-ended questions on, for example, care times, pedagogy and cooperation
with parents. In this article, we analyze the answers provided by the twenty directors of the
day and night care centers participating in the survey. The questions addressed specifically to
the center directors included the following open-ended question, which is our focus of
interest in this report: “What aspects of leadership do you experience as the most challenging
in flexibly scheduled ECEC?” A thematic content analysis was performed on the open-ended
answers

All participating centers offered childcare from the early morning to late
evening, and some also overnight and during weekends. In most cases, the childcare center
clientele numbered 76-100 children. Not every childcare center had its own director; in many
cases a director administered two or even more childcare centers, only one of which operated

during nonstandard hours.

Results

Management in the hospitality and retail industry: balancing between business goals

and diverse employee needs

The Study 1 participants worked in grocery stores, fuel and service stations, and
restaurants and hotels. Retail work is characterized by rush-hour and seasonal trade, with

continuous unpredictability in customer numbers, as exemplified in the following citations:
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“It’s all in flux. You can suddenly get a call on Monday that on Thursday
there’ll be 120 people coming to the restaurant, so you have to know where to
get four more staff for that shift”

“We never know beforehand that suddenly three buses full of people will be
arriving at the parking place, and this is something you don’t know when you
do the rosters™

Managers are responsible for work scheduling in their unit. We asked the participants
in the focus groups interviews to describe their work scheduling duties. We were especially
interested in how they understood fairness in work scheduling and the challenges this
involves in in hospitality and retail workplaces operating 24/7. Five thematic categories (a-e)

were identified from the focus group interviews (see Table 1).

a) The main finding was that the managers aimed at being fair in work scheduling,
which above all meant treating their subordinates equally; that is, a situation where all

employees have similar rights and duties.

“I think it means that you treat all employees equally, no favoritism. Whether its work
scheduling or following rules or whatever, you have to be equal and fair.”” This conception of

fairness is linked to the so-called traditional view of fairness of management.

(b). In practice fair and equal treatment was perceived as difficult because

interpretations of fairness, e.g., between the manager and individual employees may differ.

“Although you try to be fair in work scheduling and in how you do things in your

position, there is always somebody saying that you’re not”

“It is difficult because what is important to one person is not important to another:

the concept of fairness with rosters looks different to each individual **
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In a 24/7 workplace, the manager’s role in facilitating reconciliation between work
and leisure time is crucial for employees, which explains the difficulties managers have in

fulfilling the various needs of employees.

“ 1 think it it’s the work scheduling that is most visible thing or at least a large part of
this work; and this is where people see themselves as only getting silly shifts and what have

they done wrong for not getting what they wanted™

Table 1 about here

(c) In the hospitality and retail industry, employees are commonly diverse in age, life
stage, family form and family phase. They include both young adults and elderly people,
students, permanent and temporary staff, employees with or without children and single
parents. Hence, how to treat employees with varying needs equally presented a major
challenge: family situations and forms vary and manifest different problems, making it
impossible to objectively rank who is entitled to more individual flexibility than others. As
one manager noted, treating employees equally would be easy if they were all the same age,

in the same family phase and at the same stage of life.

“It would be an easy task if all workers were 23 years old, single, studying. It
would be a piece of cake to divide up the work and use a regular system for
work scheduling. But in the face of all the singles, widows, lone fathers, etc.,
how can fairness be achieved?”

The challenge in making rosters culminates in how you far you’re able to take
all employees’ wishes into account. People are different, their life situations are
different but you anyway have to keep it all going”

Managers have to balance between their business goals and employee needs. One
manager described this tension in this way: “... underlying all this is the question of

efficiency so it's not enough to devise attractive work shifts.”
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To be fair in work scheduling, the managers had different coping strategies: some really
tried hard to treat everyone the same; others prioritized certain groups of employees based on
specific criteria, for example single mothers and families with young children. One manager
explained that she gives employees with children priority on public holidays: “For example
Christmas. Its families with young children that have priority. | think it is totally fair”. A third
strategy was to understand this diversity and take advantage of it, meaning that the manager
seeks to balance varying employee needs, and arrive at an optimal solution. One manager had
noticed that a work community with heterogeneous needs could actually function well:
“Singles usually want to be free at New Year and family men at Christmas™.
(d) Openness and interacting with the employees were pointed out by the managers as
ways of enhancing fairness. They underlined the importance of knowing their staff and being
there for them. They reported regularly discussing employees’ wishes and expectations with
them planning shifts.
“I think that open discussion and asking who wants to work at what time is helpful and
makes for example shift planning easier during Christmas time™
(e) Some explained that clear rules and solidarity between employees were paramount
in implementing fair work scheduling, especially when the manager wanted to avoid the
effects of inequality (comp. Kossek et al., 2015). One respondent pointed out that he/she
wanted the reasons for work scheduling to be made explicit:
“If you can’t be fair to everyone you should be able to justify why somebody,
for example, has more evening shifts on this week’s roster than others...so we
can reverse the situation in next week’s rosters.”

In the absence of formal rules, the managers had to compromise and deal with the tension

arising from perceptions of their management practices as unfair by some employees and fair
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by others. Sometimes they felt frustrated by employees’ misinterpretations of the roster, as

one manager explained:

> For example work scheduling...they [employees] can read the lists like *All |
ever get are silly work shifts. So what crimes have | committed because |
haven’t got any public holidays off again”

In sum (see Table 1), a fair work schedule in the retail sector involves many tensions:
between diverse employees with differing personal needs and preferences, between business
goals and employee needs, and tensions arising out of a lack of rules on the organizational
level. In the absence of rules and guidelines, the managers based their management practices
on a strategy that suited their individual management style, preferences and values. The most
important actions making for fairness in scheduling included transparency in decision-making

and agreement about the central values behind the decisions made.

Managing flexibly scheduled ECEC services: balancing between multiple needs

Centers offering flexibly scheduled ECEC, the context for Study 2, differ from
organizations in the retail sector, as in ECEC the adult-child ratio and service quality are
regulated by law, and the services operate first of all in the interest of children’s health and
wellbeing. Yet the families who need this kind of childcare service do not live in stable
circumstances: parents often have to work when required by their employers or they
experience fluctuation in their work schedules at short notice. The work at centers offering
flexibly scheduled ECEC is characterized by constant change. The number of children in care

varies from day to day and from hour to hour with low predictability.

Although families are asked to inform centers about their children’s care schedules in
advance - usually a week beforehand - their childcare needs tend to change frequently, and
often at short notice, even during the day in question. Centers try to serve families in all

cases, although they are not obliged to arrange childcare at short notice if this causes changes
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in staff schedules. Families, however, can cancel reservations very late without sanctions. The
staff, nevertheless, must be ready to work with different groups of children and on varying
shifts according to changes in family needs. The director, to maximize the efficient use of
resources, may change the group an educator has been scheduled to work with or even cancel
the entire shift at short notice. Some centers have recruited permanent staff who are willing to
work nonstandard hours, thereby decreasing the pressure on the other staff to work at
inconvenient times. This situation, where fewer educators work shifts, also has the advantage

of increasing children’s experiences of continuity and stability.

In the web survey, we asked the directors to describe the main challenges they face in
their work in centers offering flexibly scheduled ECEC. Seven thematic categories (a-g) were
identified from the directors’ open-ended answers to this question (Table 1)

(a) The directors reported parental working times and unpredictable changes in
parents’ work schedules as their biggest problem. Unpredictability in working hours and
service demand caused them constant problems in arranging services to meet parents’ needs
and providing enough personnel. It was sometimes hard to get the necessary information

from parents as a routine procedure.

““Constant changes and cancellations in children’s care times, [hence] the
employees have gaps in their working hours. One has to repeatedly ask parents
to report the timing of their holidays and days off etc.”

“Nowadays working life is hectic and needs in workplaces vary. That’s why |
have to negotiate over and change work shifts, departing from what was
planned. Many parents work on short contracts, and at very short notice”

(b,c) In planning care times and work shifts for personnel, the directors had to take
into account both the general, but inadequate, national legislation on ECEC and the
guidelines and resources dispensed by the service provider. The directors felt that the heads
of childcare services do not understand the reality faced by centers offering flexibly

scheduled ECEC, and that this service is neglected at the national level. This causes them
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extra problems. Directors are expected to apply the same rules and adult-child ratios in
flexibly scheduled ECEC as in regular ECEC; this is difficult, owing, for example, to
constant change in staffing needs and the unigque needs of children during the so-called
sensitive hours, i.e., evenings and nights. The provision of flexibly scheduled care for only a
few children, let alone a single child, takes up the working time of a one adult, which may an

already cost-effective allocation of staffing resources.

“Allocating the right amount of staff - - how to make the heads understand how
hard this work is. Statistically, we have enough staff.”

“The upper level [administration] and decision makers are unable to see the
difference between day and night care and regular day care.”
(d) The directors were worried about the wellbeing of staff who work nonstandard
hours and have unpredictable work schedules. Changes and cancellations in employees’ shifts
due to changes in parental working times were common. Directors were aware of the

frustration this caused and pondered how to motivate their staff.

“How can | keep my staff motivated when the daily schedule fails again, despite
very good planning?”’

“The flexibility of our employees is being tested by repeated changes in shifts”

(e) Further, communication among the personnel and between the personnel and the
director is difficult because the directors only work regular office hours Monday to Friday,

while most of the others work non-regular hours.

() This hampers the building of uniform pedagogical thinking and practices among
the staff, and thereby also impedes pedagogical leadership by the director. Similarly, due to
changing work and care schedules and the occasional addition of children with late evening

and night care needs from other centers, it is challenging for the director and the educators to
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gain a holistic picture of all the children in their care and communicate with their parents.

Directors reported difficulty getting information on each child and meeting with the staff:

“It is difficult to get information about each child. How and when can | meet
every member of the staff when | work office hours. Can | trust that everything
is okay during the evenings and weekends?”

“I meet my staff only seldom because | work daytime, they work in shifts™

(9) The directors were also concerned about the children. They found it challenging to
incorporate the perspective and well-being of children in decision-making. For example,
some children may spend very long periods in care at one time. Moreover, many children
with nonstandard and irregular care times have more human relationships to build and cope
with than children in regular day care groups. The directors often also needed to clarify what
is important for a child’s wellbeing, and together with the parents work out the best
arrangements for the child’s care. For the directors, the child’s point of view was important
but unclear, as the national legislation and guidelines, although prioritizing the interest of the

child, do not indicate what this means in practice.

““- - the groups are big and we are open 24/7; how can we better bring into
focus the importance of the children’s wellbeing.”

“How can | guarantee what is best for the child with these limited resources?”

The directors, however, wished for more specific national guidelines to support the
fairness and ethical basis of their decision making, especially from the children’s standpoint.
At the same time, they try to ensure perceptions of justice on the individual level by serving
families according to their quickly changing needs for childcare. This in turn means that
employees are asked to be flexible and put the organization before their personal needs. It
remains unclear what they get in exchange; it is little wonder that directors are worried about
how to motivate their staff in this situation (for staff perceptions of justice, see Cho and

Danserau (2010).
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Discussion and conclusions

Nonstandard working hours and the so-called 24/7 society has become increasingly
the rule in some sectors. The results of this study, summarized in Table 1, show that 24/7
service availability in retail and in ECEC services raises several issues of fairness and social

responsibility.

In both contexts, work shift planning and resource allocation are complicated in
services where customer flows and needs vary and are unpredictable. Managers have to cope
with constant change while also supporting their employees. Besides business goals,
managers have to take employees’ needs into account and in ECEC services the wellbeing of
parents and children. In both contexts, managers complained about the lack of formal,
organizational-level guidelines and rules that would assist them in considering employees’
different needs when planning shifts and care times. Hence, they had created practices of
their own to be able to tackle the challenges of managing a diverse workforce fairly.
Whereas in hospitality and retail the tension is between the cost-effectiveness of services and
employee wellbeing and work-family reconciliation, the ECEC center director has to take
into account the viewpoints of not only the service provider and employees, but also parents
and children, which further raises ethical issues. Moreover, the 24/7 economy seems to affect
both work processes and work quality as employees, ‘clients’ and directors are not regularly

present at the same time and in the same place.

Fair work shift planning at the heart of management practices in 24/7workplaces
The managers in hospitality and retail had especially to evaluate the fairness of their
actions, choices and decisions in their daily work. In coordinating and scheduling employees’

working times, managers tried to treat everyone equally and fairly. However, due to
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unpredictability and variation in service demand and employees’ diverse needs this was not
simple. In scheduling working times the manager had to do compromises that were perceived
as unfair by some employees and fair by others. Furthermore, managers were responsible for
their actions to their supervisors or service provider, which could sometimes cause ethical
problems (see Hiekkataipale & L&amsd, 2015). In support of Henly et al. (2006), managers
varied in the extent to which they were able and willing to take employee viewpoints into
account.

In both contexts, managers have also to be sensitive to the diversity of family forms
and life phases of their employees. Kossek and Friede (2006) suggest that managers should
keep in mind the work-life needs of all the demographic groups represented, including those
who do not have traditional work-family issues, such as the needs of individuals without

children and older employees nearing retirement age.

Whereas in hospitality and retail the tension was between the cost-effectiveness of
services and employee wellbeing, the directors of ECEC services had to consider not only the
viewpoints of the service provider and employees, but also those of parents and children.
Successful management in 24/ workplaces thus requires understanding of multiple
perspectives and, as Kossek et al. (2015) note, a balanced flexibility approach that is, striking
a balance between the interests of all the stakeholders: employees, supervisors, coworkers
and customers. To practice balanced flexibility successfully, the involvement of whole work
teams is important. It is crucial that a manager treats all members of the same group
consistently and equally; applying high ethical and moral standards (see Cho and Dansereau,

2010).
Multiplying unpredictability in a 24/7society

This study, combining two datasets, demonstrates how an increase of service

availability during nonstandard hours amplifies the need for other services. Flexibly
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scheduled ECEC services can be understood as ‘second order’ services in the 24/7 economy,
as they respond the needs caused by nonstandard work schedules in other sectors. Parents
working in the hospitality and retail industry with unpredictable hours need flexibly
scheduled ECEC services. This means that ECEC services are unable to plan their work
rosters well in advance. Consequently, the needs of the work organization spill over not only
to the organization’s employees, but also to the services they use, such as childcare services.
Similarly, Jordan (2008) found that directors’ scheduling experiences were influenced by
parents’ changing work schedules, necessitating changes in their children’s enrollment
patterns. In turn, directors had to alter caregivers’ schedules, which was frustrating for all
parties.

Today'’s just-in-time production system thus has far reaching consequences, and
flexibly scheduled ECEC services would appear to be at the heart of this two-tiered system;
they have a vital role in meeting the needs of working parents and their children, while
simultaneously trying to secure their own workers’ right to predictability in their working
hours. In flexibly scheduled ECEC services, the director decides how far care schedules can
be adapted to last-minute changes in parents’ work schedules (see Halfon & Friendly, 2015).

The study demonstrates how changes in working life spill over to the daycare context
and hence to leadership. It is, therefore, essential to see leadership within the wider context of
working life, social policy and cultural expectations and values (Hujala, 2004; 2013; Nivala
1999). Regulations and resources on the state and local levels as along with the local
organizational culture and resources of the childcare center are intermingled in the
implementation of leadership. While the director is in dialogue with the organizational
structures and culture of the center and the wider organization of ECE, leadership quality is

also measured by taking the views of the other stakeholders and societal levels into account.

Limitations and practical implications
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This study has its limitations. First, the relatively small sample sizes restrict the
generalizability of the results. As the data were collected as part of large multimethod
research projects, we were, however, able to contextualize the findings with relevant
organizational level and background information. Second, the data were not representative,
and we were not able to control for or evaluate possible differences between participants sand
nonparticipants. Third, the two samples were collected using different methods: focus group
interviews and an open survey question. These different methods may have exerted their own
instrument-related effect and biased the result in some way.

In conclusion, the study shows that managers have an important role in the lives of
people working nonstandard hours. Alongside work itself, exchange of scheduling
information within organizations is a topic that needs continuous attention. How managers
understand the diverse needs of customers and how openly they communicate with
employees, affects many people. Service organizations need to design a 24/7 strategy that
includes organizational communication and guidelines on fair work scheduling. One possible
solution for managers is to involve parents and employers in dialogue to find new ways to
solve the tensions relating to work and care schedules. According to Hujala (2003)
collaboration with the staff is essential in clarifying the organization’s mission and

constructing the strategy to attain it.

Key issues in management are finding ways to enhance predictability within
unpredictability, discussing the most common ethical problems and developing the skills
needed to manage diversity. These are elements that should be included in management

training.

Compliance with Ethical Standards:



24

Ethical approval: All procedures performed in studies involving human participants were in
accordance with the ethical standards of the institutional and/or national research committee
and with the 1964 Helsinki declaration and its later amendments or comparable ethical

standards.

Ethical approval: This article does not contain any studies with animals performed by any of

the authors.

Informed consent: Informed consent was obtained from all individual participants included

in the study.

References

Act on Early Childhood Education 36/1973. (Revisited in 2015). Finlex. Finland.

Act on Opening Hours of Retail Shops and Hairdressing Services 1618/2015 [Laki
vahittaiskaupan seka parturi- ja kampaamoliikkeen aukioloajoista annetun lain
kumoamisesta]. Finlex. Finland.

Blau, P.M. (1964). Exchange and power in social life. New York: John Wiley.

Braun, V. & Clarke, V. (2006). Using thematic analysis in psychology. Qualitative Research
in Psychology, 3(2), 77-101.

Broadbridge, A. (2002). Retail managers: their work stressors and coping strategies. Journal
of Retailing and Consumer Services, 9, 173-183.

Casper, W. J. & Swanberg, J. E. (2011). Career and work concerns of diverse and
understudied workers. Journal of Vocational Behavior, 79(3), 611-612.

Cho, J. & Dansereau, F. (2010). Are transformational leaders fair? A multi-level study of
transformational leadership, justice perceptions, and organizational citizenship
behaviors. The Leadership Quarterly, 21(3), 409-421.

doi:10.1016/j.leaqua.2010.03.006.



25

Cleveland, J. N., O’Neill, J. W., Himelright, J. L., Harrison, M. M., Crouter, A., & Drago, R.
(2007). Work and family issues in the hospitality industry: perspectives of entrants,
managers, and spouses. Journal of Hospitality and Tourism Research, 31(3), 275-298.

Deery, M. & Jago, L. (2009). A framework for work-life balance practices: Addressing the
needs of tourism industry. Tourism and Hospitality Research, 9(2), 97-108.

Esping-Andersen, G. (1990). The Three Worlds of Welfare Capitalism. Cambridge, UK:
Polity Press.

Eurostat (2013). European Union Labour Force Survey - Annual Results 2012. Statistics in
focus, 14/2013. Eurostat/European Commission. Luxenbourg: Publications Office of
European Union.

Fagan, C., Lyonette, C., Smith, M., & Saldafa-Tejeda, A. (2012). The influence of working
time arrangements on work-life integration or *balance’: A review of the international
evidence. Conditions of Work and Employment Series No. 32. Geneva: International
Labour Organization.

Gallie, D. & Russell, H. (2009). Work-family conflict and working conditions in Western
Europe. Social Indicators Research, 93, 445-467.
Halfon, S. & Friendly, M. (2015). Work around the clock. A snapshot of non-standard hours’

child care in Canada. Occasional paper 29/2015. Toronto, CA: Childcare Resource and
Research Unit Publication.

Henly, J. & Lambert, S. (2014). Unpredictable work timing in retail jobs: Implications for
employee work-life outcomes. Industrial and Labor Relations Review, 67(3), 986—
1016.

Henly, J., Shaefer, H. L., & Waxman, L. (2006). Nonstandard work schedules: Employer-
and employee driven flexibility in retail jobs. Social Service Review, 280, 609-634.

Hiekkataipale, M. & Lamsd, A.-M. (2015). What should a manager like me do in a situation

like this? Strategies for handling ethical problems from the viewpoint of the logic of



26

appropriateness. Journal of Business Ethics, Published online October 13, 2015.
Accessed June 20, 2017. DOI 10.1007/s10551-015-2911-y.

Hornung S., Rousseau D. M., & Glaser J. (2009). Why supervisors make idiosyncratic deals:
antecedents and outcomes of i-deals from a managerial perspective. Journal of
Managerial Psychology, 24(8), 738-764.

Hujala, E. (2013). Contextually defined leadership. In E. Hujala, M. Waniganayake, & J.
Rodd (Eds.) Researching leadership in early childhood education, (pp. 47—60).
Tampere, Finland: Tampere University Press. Accessed June 20, 2017.

http://urn.fi/lURN:NBN:fi:uta-201311131585.

Hujala, E. (2004). Dimensions of leadership in the childcare context. Scandinavian Journal of
Educational Research, 48(1), 53-71.

Hujala, E. & Eskelinen, M. (2013). Leadership tasks on early childhood education. In E.
Hujala, M. Waniganayake, & J. Rodd (Eds.) Researching leadership in early childhood
education (pp. 213—234). Tampere, Finland: Tampere University Press. Accessed June

20, 2017. http://urn.fi/URN:NBN:fi:uta-201311131585.

Jordan, D. (2008). The ecology of infant and toddler care during nonstandard hours in
licensed childcare centers. Doctoral dissertation. Michigan State University.

Kossek, E. & Friede, A. (2006). The business case: Managerial perspectives on work and
family. In M. Pitt-Catsouphes, E. Kossek,, & S. Sweet (Eds.) Handbook of Work and
Family: Multi-Disciplinary Perspectives and Approaches, (pp. 611-626). New Jersey:
Lawrence Erfbaum Associates.

Kossek, E. E., Thompson, R. J., & Lautsch, B. A. (2015). Balanced workplace flexibility:
Avoiding the traps. California Management Review, 57(4), 5-25.

Kossek, E. E. & Ollier-Malaterre, A. (2013). Work-life policies: Linking national contexts,

organizational practice and people for multi-level change. In J. Greenhaus, S. A. Y.



27

Poelmans, & M. Las Heras (Eds.) Expanding the boundaries of work-family research: A
vision for the future, (pp. 3-30). Basingstoke, UK: Palgrave MacMillan.

National Core Curriculum for Early Childhood Education and Care (2016). Finnish National
Agency for Education. Publications 2017/10. Helsinki: Finnish National Board of
Education.

National Core Curriculum for Pre-Primary Education (2016) (3rd changed edition). Finnish
National Board of Education. Publications 2016/6. Helsinki: Finnish National Board of
Education.

Negrey, C. (2012). Work Time: Conflict, Control, and Change. Bristol: Polity Press.

Ng, T. & Lucianetti L. (2016). Goal striving, idiosyncratic deals, and job behavior. Journal of
Organizational Behavior,37, 41-60. Published online May 23, 2015. Accessed June 20,
2017. DOI: 10.1002/job.2023

Nivala, V. (1999). Paivakodin johtajuus [Leadership in a child care center; in Finnish].
Doctoral dissertation. Acta Universitatis Lapponiensis 25. Rovaniemi, Finland: Lapland
University Press.

Patton, M. Q. 1990. Qualitative evaluation and research methods. (2" edition). Newbury
Park, CA: Sage.

Presser, H. B. (2003). Working in a 24/7 economy: Challenges for American families. New
York, NY: Russell Sage Foundation.

Parnanen, A. (2015). Tydn tekemisen tavat 2000-luvulla — tapahtuiko rakenteellisia
muutoksia? [Ways of working — can we identify structural changes?] TyGelaman
tutkimus, 3, 242-250.

Richbell, S., Brookes,M., Brewster,C., & Wood, G. (2011). Non-standard working time: an
international and comparative analysis. The International Journal of Human Resource

Management, 22(04), 945-962.



28

Rutter, J. & Evans, B. (2012). Childcare for parents with atypical work patterns: The need
for flexibility. Informal childcare research paper, three. London, UK: Family and
Childcare Trust.

Ronka, A., Malinen, K., Metsépelto, R-L., Laakso, M.-L., Sevon, E., & Verhoef-van Dorp,
M. (2017). Parental working time patterns and children's socioemotional wellbeing:
Comparing working parents in Finland, the United Kingdom, and the Netherlands.
Children and Youth Services Review, 76, 133-141. DOI:
10.1016/j.childyouth.2017.02.036.

Salmi, M. & Lammi-Taskula, J. (2011). Job quality, work— family tensions and well-being:
The Finnish case. In S. Drobni¢ & A. M. Guillén (Eds) Work—Life Balance in Europe.
The Role of Job Quality, (pp. 120-146). Basingstoke: Palgrave Macmillan.

Statham, J., & Mooney, A. (2003). Around the clock: Childcare services at atypical times.
Bristol: Policy Press.

Taguma, M., Litjens, I., & Makowiecki, K. (2012). Quality Matters in Early Childhood
Education and Care: Finland. OECD. Accessed June 20, 2017.

http://www.oecd.org/edu/preschoolandschool/49985030.pdf.

Tammelin, M., Malinen, K., Ronka, A., & Verhoef, M. (2017). Work schedules and work—
family conflict among dual earners in Finland, the Netherlands, and the United
Kingdom. Journal of Family Issues, 38(1), 3-24. doi:10.1177/0192513X15585810

Trebalt, S. (2013). Fairly flexible: Preventing perceptions of unfairness in enactment of
workplace flexibility. In S. Poelmans, J. H. Greenhaus, & M. Las Heras Maestro (Eds.)
Expanding the Boundaries of Work-Family Research. A Vision for the Future, (pp.

212-223). Basingstoke, UK: Palgrave MacMillan.



29

Tucker P., Bejerot E., Kecklund G., Aronsson G., & Akerstedt, T. (2015). The impact of
work time control on physicians' sleep and well-being. Applied Ergonomics, 47, 109—
116.

Verhoef, M., Tammelin, M., May, V., Ronk4, A., & Roeters, A. (2016). Childcare and
parental work schedules: a comparison of childcare arrangements among Finnish,
British and Dutch dual-earner families. Community, Work and Family, 19(3), 261-280.
doi:10.1080/13668803.2015.1024609.

Vaananen, A., Koskinen, A., Joensuu, M., Kivimaki, M., Vahtera, J., Kouvonen, A., &
Jappinen, P. (2008). Lack of predictability at work and risk of acute myocardial
infarction: an 18-year prospective study of industrial employees. American Journal of
Public Health, 98, 2264-2271. doi: 10.2105/AJPH.2007.122382.

Young, M. B. (1999). Work-family backflash: Begging the question, what’s fair? Annals of

the American Academy of Political and Social Science, 562, 32—46.



Table 1. Comparison of two work contexts

24/ 7 services: Key challenges of management practices

Issues shared:
- Services operating day-and-night
- Planning of work shifts important

- Customer demand defines work shifts (just-in-time services)
- Optimal matching of resources (lack of resources)

- Coping with constant change

- Lack of formal, organizational level guidelines

Context 1: Hospitality and retail
industries

Context 2: Flexibly scheduled ECEC-services

Key challenge relates to the planning of
work shifts

Key challenge relates to the planning of work shifts
and quality of care & wellbeing of children and
personnel

Issues important to this service field:

Issues important to this service field:

a) Fair management (treating employees
impartially and equally) is in the heart of
managerial practices

a) Unpredictable changes in customer demand, i.e.
parental working times (causing difficulties in
scheduling work)

b) Experience of fairness is individual

b) Child care services regulated by law (i.e. adult-child
ratio); but lack of legislation on day-and-night care

c) Diversity of workforce makes fairness
difficulty

c) Concern about the wellbeing of personnel

d) Fairness is co-created in interaction

d) The service provider’s interest in cost-effective
resource use

e) Fairness is transparency of decision
making.

e) Challenges of communication in 24/7 work

f) Pedagogical issues

g) The child’s perspective




