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Abstract. In modern marketplace business organizations are obliged to take into consideration that in order to compete
among other organizations, they must attract the best talents who are able to make creative decisions. According to the
latest issue of world competitiveness report (2019), employees are striving for flexibility despite the observed fact that
they also tend to lack skills and described as volatile. Organizations are trying to suggest appealing working conditions
in order to position themselves as attractive employees. This might be the reason why many of the leading organizations
in the world position themselves as employers of flexible working conditions (Wiryakusuma, Chai, King et al. 2017). As
there is a skills gap noticed as a prevailing global trend, it became harder for organizations to change employees.
Therefore, a lot of efforts and investments are necessary in order to keep a skillful and efficient employee.
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Introduction

The rapidly increasing use of flexible working arrangements is among prevailing global trends,
which are noticeable particularly in business journals. It is observed that many of the leading
organizations in the world position themselves as employers of flexible working conditions
(Wiryakusuma, Chai, King et al. 2017). Leading organizations are the benchmarks of behaviour for
other organizations that also compete among organizations at their own level in terms of talent. In
order for the consumer to choose the workplace, it is compared to a commodity that also has some
idiosyncratic qualities. Personalized solutions have become a matter-of-course phenomena.
Contemporary business seeks to transform the workplace into an idiosyncratic one (Marescaux,
Winne, 2017). Employees have the opportunity to adjust the workplace to their needs, hobbies and
reconcile work with personal life.

The Green Paper of the European Union, outlining the challenges of organizing work in the 21st
century, states that studies have been conducted these days to determine how flexible forms of work
can be organized in the context of workers’ social rights (Commission of the European Communities,
2006). The need for legal regulation also led to the renewal of the Labour Code, which provides for
more flexible conditions for business (Labour Code of the Republic of Lithuania, 2016). This step
will help employees feel more confident in addressing their employer when declaring their needs, and
employers will have the opportunity to justify the use of flexible terms with directives already
adopted.

The aim of the article is to investigate the specifics of flexible working conditions prevailing in
the labour market.

The main problem of the article is how flexible working conditions affect the competitive
advantage of organizations.

Objectives of the article:

1. To determine the specifics of applying flexible working conditions in organizations.

2. To determine the impact of flexible working conditions on competitive advantage.

Methodology. The article uses the following methods: analysis of scientific literature and
secondary data analysis. Synthesis method (examining the literature, highlighting researchers’
insights and opinions from the research point of view) was used to investigate and formulate
innovative human resource management tools, employee behaviour, and work efficiency concepts.
Also, the descriptive and systematic methods show different perspectives of concepts, differentiation
according to the respective types, functions, tools, which allow to understand the meaning of the
concepts much more deeply and to objectively evaluate their mutual influence, relations and
behavioural impact on work efficiency.
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1. Specifications for flexible working conditions in the organization
1.1. Definition of flexible working conditions

The introduction of flexible working conditions can be attributed to the emergence of
behaviourism, which has begun to focus not only on the volume of production, but also on
environmental factors that may have a positive or negative effect on human labour productivity. The
year 1920 is considered the beginning of behaviourism (Cialdini, Kallegren, Reno, 1991). The
concept of human relations has emerged, for which K. Lewin is believed to have been pioneered,
however, much more detailed and experimental research on human relationships was conducted by
E. Mayo. His main goal was to find out how certain changes in the workplace change the behaviour
of employees and the decisions they make. Circumstances that shape behaviour lead to appropriate
productive or unproductive activities (Anteby, Khurana, 1953). These beginnings of early theories
suggest that consideration of human needs in the work environment has emerged relatively recently,
although historical sources indicate that one of the most prominent philosophers of all time, Aristotle,
has mentioned in his works that a good worker is a happy worker (Sgroi, 2015).

In a modern economy and a market that never sleeps, it is crucial to maintain a high level of
productivity through competitive advantage, and as a result, organizations are looking for alternative
ways to maintain business success by adapting their activities to the prevailing dynamics.
Organizations that offer a wide variety of working hours aim to meet the needs of employees by
offering the fullest possible working hours, with some workplaces operating around the clock: having
a seamless manufacturing process or customer service centres in different time zones. However, not
all flexible working conditions have a positive impact on employee well-being, organizations with a
wide range of working hours and autonomy are thought to be associated with poor employee health
and well-being, and workplaces with less time and autonomy have a more positive effect: higher well-
being and job satisfaction (Costa, Akerstedt, Nachreiner et al. 2004).

Therefore, it is very important to define what flexible working conditions are, so that they can be
better understood. Table 1 provides definitions that identify the essence of flexible working
conditions from the perspective of the employee and the employer.

Table 1
Definitions of flexible work

Author Year | Definition

Victoria Ivleva 2018 | Employees’ flexibility to organize their work: influence when, where, and how job-
related tasks are performed.

Business 2019 | A work practice where the employer allows employees freedom of choice up to a level

Dictionary within which the employee can decide how and where to work.

Georgia University | 2010 | Flexibility with respect to work schedule (alternative work schedule); flexibility of

of Law Center working hours (not full-time work); workplace flexibility (work from home or
elsewhere).

Costa G., Akersted | 2004 | Flexibility is about adapting working time to the needs of the employee and the

T., Nachreiner F. et employer. There are two distinct sections of work flexibility: organization-oriented

al. work flexibility and employee-oriented work flexibility.

S. Dex, F. Scheibl | 2001 | Flexible work organization includes non-full / fixed / full time contracts, job sharing,
career breaks. As well as providing conditions for nursing, caring for parents or
children. Possibility to change from full-time to part-time, from home or during other
hours than it is usual within the organization.

Source: Compiled by the author.

The analysis of the work flexibility concepts has shown that this phenomenon is perceived from
different perspectives, covering three contexts: political/economic — when it relates to law and
regulation; organizations — focusing on the organisation’s priorities and its adaptation to the
competitive and market environment; employee (individual) — where the focus is on autonomy in
terms of working hours and place of work. The main problem, however, can be identified as: how to
create the conditions that maximize the added value for the organization? The issue also seeks to
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figure out how to properly harness the human potential of employees in the presence of a dynamic
market.

Referring to the problematic question and based on the insights of the authors, we may identify
the main variables which will be analyzed further: flexible working conditions through work
autonomy as flexible working hours and working space and non-standard employment contracts: non-
full time contracts and fixed-term contracts. Non-standard employment contracts reflect the political—
legal environment, as decisions depend on the will of the country’s government to initiate changes in
the Labour Code and to adapt more flexibly to employment contracts. According to the data of the
Global Competitiveness report (2019) comparing labour flexibility indices between European
countries, the United States and Asia (41 countries), we can see that the political issue of this
regulation also covers the following areas: costs of redundancy; minimum wage; restrictions for
working on weekends, at night, and on holidays; limitation of working hours per week; employee
notice time before dismissal.

The criteria listed above measure the degree of flexibility and legal capacity an organization has
with respect to its employees. The highest ranking belongs to Denmark (96.9) — the country is not
restricted to employment contracts, there is no fixed minimum wage, the term of warning before an
employee is dismissed is not defined; there is no legal framework for employment or work load
limitation on weekends, at night and during the holidays. Lithuania ranks 70.3 in the in the list 15th
place). The country has a defined minimum wage, limits on the number of working hours per week,
and provides percentages for work on holidays / weekends (100%) and at night (50%). There are also
legal provisions for pre-dismissal transfers and compensation for dismissal depending on work
seniority. Bottom line is France (38.4) — this country focuses on worker protection as the country has
many business restrictions. The calculation of employment flexibility indices does not include options
for remote working in the country, which are also considered as a flexible alternative to standard
employment contracts.

However, the regulation of remote work is related to the technological progress of the country and
shows the extent to which the state supports the comprehensive adaptation of information
technologies in the labour market (Tamasauskaité, 2013). It may be assumed that teleworking is most
relevant for technologically advanced countries, since the development of information technology in
the country and R&D investment are the key conditions for the implementation of such contracts and
agreements between the employee and the employer. The more economically and technologically
advanced the country, the more pressing the issue of alternative employment arrangements is, helping
to exploit the work potential in its fullest. In terms of investment, overall EU R&D investment stands
at around 2.03% of GDP, with a target of 3% at 2020 (Eurostat, 2018). The statistics suggest that, as
investment in progress increases, the demand for alternatives in the labour market will also increase
in the coming years.

1.2. Specifics of work autonomy

When analysing the issue of flexibility of working conditions, the focus is on the phenomenon of
employee work autonomy. Values of work autonomy distinguished by researchers in Table 2.

Table 2
The significance of work autonomy

Author Year Definition
Patterson, ~ Warr, | 2004 | In the context of work autonomy, employees are empowered to make decisions
West individually, i.e. managers trust employees’ decisions without their permission.
Urbach, Fay and | 2010 | Autonomy leads to a sense of responsibility, creating a sense of intrinsic
Goral motivation, which in turn encourages the generation and implementation of new

ideas.

Jiang, Wang, and | 2012 | Compared to the traditional structure, work autonomy enhances creativity and
Zhao influences the innovativeness of organizations.
Deci, Ryan, Gagne, | 2014 | Work autonomy, along with competences and identification, is one of the key
Leone et al. conditions for well-being and work-engagement.

Source: Compiled by the author
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As may be seen in Table 2, work autonomy manifests itself as the right to make decisions, a sense
of responsibility when the employees can make their own work-related decisions. Work autonomy is
also concerned with the organization of work, i.e. the right to choose and influence the methods of
work performance and the workplace.

The results of research into the autonomy as a control phenomenon also show that the more
autonomy and flexibility employees have in terms of working time and duration, the more time they
devote to work and manifest a high degree of involvement, Dr H. Chung (2015). The study by Y.
Lott (2015) also confirms the trend that most overtime hours are recorded by allowing flexible
organization of working time. On average, men work three hours more and women — two hours more
per week. Having eliminated the working time limits completely, men work nine hours more, and
women — four hours more per week. Flexible working conditions and work autonomy enable workers
to work remotely, and that is precisely why people working overtime earn higher incomes.

Summarizing the insights presented, work autonomy, which is expressed through free decision to
directly influence one’s working time, place and methods, is associated with higher productivity,
employees are innovative, and positive influence on self-motivation is observed. Employers provide
multitasking opportunities that are suited to the individual needs of their employees, thus enabling
the combination of personal and working time. Through flexible working conditions and autonomy,
employees can make the most of their potential, which has also led to a change in the salary context,
with higher incomes for those employees who are able to balance work with personal needs. In the
face of today’s highly dynamic market, adaptability and flexibility are indicators of competitive
advantage.

1.3. The concept of competitive advantage

Examining the etymology of the word competition, it may be noticed that in Latin, concurrentia
or concurro, means running together. In economics, this is defined as the competition between
producers for more favourable farming conditions, product marketing and market positioning. It
promotes economic and cultural development, forces to improve product quality (Lithuanian
Dictionary, 2020).

The term advantage — preference taken over from French avantage — benefit, profit, priority
(Kabasinskaite, 2014). Based on the etymology of the concepts, one can notice that the essence of
competitive advantage is to maintain strong market positions. When examining the depth of the
concept under study, students’ insights into the context in which the concept of competitive advantage
Is used more extensively (Table 3).

Table 3
Conception of competitive advantage
Author Year Definition
Alderson 1965 The company must develop unique advantages to stand out from the competition.

Hall, Henderson | 1980, 1983 | The need to create unique merchandise-specific benefits that will ensure a strong
market position for the company.

Hamel, Prahalad, | 1989, 1992 | The company must create new competitive advantages in order to surpass its
Dickson competitors.

Day and Wensley | 1988 Have identified two main sources of long-term competitive advantage: exceptional
skills, which are linked to the exceptional competencies of the company’s staff,
and exceptional resources that other companies do not have.

Aaker 2001 A company will have a competitive advantage when competitors cannot imitate it
with their resources and competence.
Porter 2005 A competitive advantage is gained by providing the consumer with a higher value

that is created by selling the product at a lower price, or higher price but with an
added value that compensates for the higher price.

Romero, 2012 Education is highlighted as one of the key success factors of an organization.
Martinez-Roman

Source: Compiled by the author
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As can be seen in Table 3, the main connecting point assuring a stable position in competitive
battle among other organizations, is to be exceptional in all possible ways. That also means that every
organization has to know their strengths and try to position and use them as an exceptional advantage.

1.4. The link between flexible working conditions and the competitive advantage of
organizations

Analysing the specifics of flexible working conditions, it is noticeable that organizations thus seek
to increase their competitive advantage by attracting the best talent (Shagvaliyeva, Yazdanifard,
2014). The specifics of HRM also change depending on the dynamics of the labour market; it is very
important for organizations to attract the best talent and creative leaders, and there is a competition
for employees among organizations. Not all organizations are able to offer the best conditions for
their business needs, and the weaknesses of some organizations become a tool for competitors to take
over their talents. Organizations strive to provide the market with quality services and goods, which
is understood as a condition for economic success (Dereli, 2015). As market saturation makes product
presentation more important to the target consumer than the product itself, generating and
implementing original ideas becomes inevitable for economic success and consequently increases the
competitive advantage of organizations.

Based on the insights of the researchers presented in the paper, a conceptual model (Fig. 4) is
presented, which reflects the main aspects of flexible working conditions examined.
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Source: Compiled by the author
Fig. 4. Conceptual model.

The model reflects the key points examined and leads to a constructive understanding of what
flexible working conditions are and how their application affects the organization. In summary, the
practice of applying flexible working conditions depends on three factors: the political-economic
environment through state regulation and labour law; the business need of organizations; and the need
of an individual employee. The first factor, through the legislative framework and various restrictions,
can limit the ability of organizations to organize work processes as they wish. On the one hand, these
applicable restrictions have a security function that sets maximum hours of work, limits on dismissals,
or benefits and compensation in certain circumstances (maternity leave, disability, holidays or
weekends).
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Flexibility to the needs of an organization is manifested through the specifics of the business: when
you decide to set up continuous production or customer service centres, employees work 24 hours a
day, this also requires night work and shift work respectively. In this case, the supply of working time
be an advantage as employees can choose and adapt working hours to their personal needs. However,
this circumstance can also be a disadvantage, as the level of health and job satisfaction of employees
in organizations with such a supply of hours is relatively low compared to organizations offering
fixed hours.

The focus and benefits are on flexible working conditions that are adjusted to the needs of the
employees. Job autonomy in terms of time and place is the biggest challenge for organizations and
the greatest need for employees. The application of full work autonomy is not yet widespread, and
this phenomenon is being adapted in part to reconcile business and employee needs. Lack of
competence of management staff, as well as limited investment opportunities in innovative
technologies, are perceived as obstacles to these problems, as their implementation provides
transparent assessment of performance.

Conclusions

1. The analysis of work flexibility concepts has shown that this phenomenon is perceived from
different angles, focusing on three contexts: political/economic — when it comes to law and
regulation; organizations — related tothe organisation’s priorities and their adaptation to the
competitive and market environment; employee (individual) — where the focus is on autonomy in
terms of working time and place of work.

2. The disadvantage of teleworking practices is the lack of employee trust, which leads to ineffective
communication and job evaluation.

3. Work autonomy through free choice to directly influence one’s working time, place and methods
is associated with higher productivity: employees are innovative and this has a positive effect on
self-motivation. Employers provide multitasking opportunities that are suited to the individual
needs of their employees, thus enabling the combination of personal and working time.
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