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Abstract

This thesis examines how individuals define and understand work-life bal-
ance and career progression in the consulting business sector in Germany.
Since this client-focused work environment requires travel and long working
weeks, employees face challenges that impact on their personal life and
health. The thesis explores, through a series of qualitative interviews, how
the research participants attempt to address and cope with work demands
and how they seek to achieve a better balance between work and non-work
activities (such as children, household, care of parents, hobbies) whilst be-

ing able progress in their chosen career.

The wider context of this paper is a triangle of consulting business, career
progression and work-life balance. Demographic changes; competition for
skilled workers, which is referred to as the ‘war for talent’, impact organisa-
tional success in a competitive business. Organisations need to respond to
these changes through work-life practices and a supportive organisational
culture if they are to attract and retain professionals. Based on 28 telephone
interviews, the data indicates differences in employee perceptions of work-
life balance and career progression. While time flexibility and work-life prac-
tices are often provided and named as key to managing work and non-work
activities, participants describe an unspoken expectation to be present and
work longer hours in order to progress up the career ladder. Participants
propose ideas that could allow them to progress their career in balance with
other non-work responsibilities. For this challenge, personal responsibility
plays a central role. This thesis (Doctor of Business Administration) is valu-
able for employees to reflect on their own work-life balance and career and
to adapt the ideas of participants to manage existing challenges. The results
can equally be used by organisations to reframe work-life practices and cul-
ture to support their employees in better managing their work and non-work

lives to retain and attract talent in a competitive business environment.

Key words: Career, work-life balance, consulting business, organisational

support, compatibility, career culture, personal responsibility, war for talent.
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Chapter 1. Introduction

1.1 Research context

Recent studies have argued about an emergence of professionals’ de-
mands for work-life balance (WLB) that questions the established concept
of a career (Noury, Gand, & Sardas, 2017). As a consequence of permanent
availability, and increases in pressure and intensity at work, the challenges
of balancing working life and non-work life have become problematic for
employees (Guest, 2002). The resulting imbalance can even lead to health
issues (Singh, 2013), and without time to relax and recover, employees’
performance is impacted (Meenakshi, Subrahmanyam C. V., &
Ravichandran, 2013), which makes WLB an issue for employees and or-
ganisations. In addition, changes in demographics and social norms have
influenced the way in which employees of the so-called ‘generation Y'! ap-
proach work and careers (Clarke, 2015). For instance, because of longer
work hours and the resulting WLB conflicts, employees prefer organisations
that align with their work-life preferences (App & Bittgen, 2016). According
to Maister (2007), professionals question the sense and value of the career
journey. For organisations motivating their employees seems to be much

more difficult than it used to be.

Considering the workforce crisis with the foreseeable labour shortage in
Germany in 2030 (Strack et al., 2014), organisations must improve their
working conditions to retain and attract professionals. According to Baran
and Klos (2014), human capital is an organisation’s most valuable asset —
high-potential employees in particular are twice as valuable for organisa-
tions. Therefore, retention of the best professionals is critical for organisa-

tions to accomplish their goals (Downs, 2015).

' Generational cohorts (one classification): Traditionalist Generation: 1920s to the early 1940s, baby boomer
generation: middle 1940s to early 1960s, generation X: middle 1960s to very early 1980s, generation Y: early
1980s to 1994, generation Z: 1995 and later (Martin & Ottemann, 2015).
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The context for this research is the consulting sector, which is a subsector
of professional service firms (PSFs), wherein further research was sug-
gested to be undertaken (Cohen, 2015; Empson, Muzio, Broschak, &
Hinings, 2015; Maister, 2007; von Nordenflycht, 2010). Consulting is a peo-
ple business that depends on professionals (Richter, Dickmann, & Graubner,
2007), and high salaries attract a large number of qualified graduates
(Laura Empson et al., 2015). Consulting careers following the professional
path start with the recruitment of junior staff who have the potential to be-
come new leaders (Cohen, 2015). Then, with the progression of their ca-
reers, they either receive an offer to become partners or must move out (von
Nordenflycht, 2010). The speciality of this sector is the demand of face-to-
face interaction to build a client relationship. This requires travel and to be
onsite with the client (von Nodenflycht, Malhotra, & Morris, 2015), which
leads to the observed conflict between business requirement of travelling to

the client and family or other non-work responsibilities.

This thesis focuses on this conflict in the consulting sector with regard to
career and WLB. This rather complex setting mirrors the observed phenom-
enon. The critical issue of whether achieving career goals is possible whilst
balancing work and non-work responsibilities (Clarke, 2015) in the consult-
ing sector consequently requires further research attention. Discovering and
exploring the underlying causes and mechanism that have led to the ob-

served situation form the integral part of this study.

1.2 Research aim, objectives and questions

The central aim of the major study in business consulting in Germany is to
expand the academic knowledge within the industry sector of consulting
around WLB and its compatibility with this chosen career. With these results,
individuals and organisations can increase their understanding of individual
WLB requirements at different life stages, paired with career ambitions and
what is desired to bring both together. As a result of this study, practical
guidelines for different roles within a consulting organisation are provided

that can be used to offer specific WLB practices and to rethink and improve
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organisational culture and managerial support for employees. Moreover, the
results present the importance of personal responsibility within different life
domains and demonstrate how individuals can influence organisational cul-
ture and situations in projects, as well as how they can reduce potential

conflicts when work and non-work activities interfere with each other.

To achieve these aims, a critical literature review of academic resources is
conducted to retrieve themes that underline the problem statement and to
derive research questions. Furthermore, a research methodology is se-
lected that helps to close the research gap and answer the research ques-
tion. Finally, practical guidelines related to WLB and career are developed

for different roles within organisations and for individuals.
The research questions from the literature review are:

RQ1: How do employees approach client relationship considering

their work-life balance demand?

RQ2: Is there a common understanding of how employees define ca-

reer?
RQ3: How do employees define and manage work-life balance?
RQ4: How does work-life balance impact career progression?

RQ5: How can organisations support work-life balance while employ-

ees progress their chosen career?

1.3 Research methodology

The purpose of this study is to conduct qualitative research to gather in-
depth experiences and ideas from participants in the consulting sector. This
research considered a critical realist philosophy approach, intending to un-
derstand the underlying causes of the compatibility of WLB and one’s cho-
sen career in the consulting business. The data of 28 semi-structured tele-

phone interviews were transcribed, supported by the transcribe software
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and analysed using the MAXQDA software. Despite the difficulty of conduct-
ing research within the consulting sector, according to Kriegesmann and
Striewe (2009), the researcher of this study found volunteers. Various stud-
ies have suggested that the differences between face-to-face and telephone
interviews are not as great as feared (Bryman, 2016). This, apart from the
required flexibility for scheduling and rescheduling the interviews, was the

crucial argument in the decision to opt for telephone interviews.

Furthermore, the member checking method was used to check the reasona-
bility of the data analysis. Lincoln and Guba (1985) have stated that member
check is an ideal way in which to validate a qualitative study. This approach
was thus used to provide an indication of the appropriateness of the ana-
lysed results. The drafted findings chapter was sent to randomly selected
participants who were asked to review and comment on the analysed data,

which are presented at the end of the analysis chapter of this study.

1.4 Significance of the study

The aim of the study is to expand on previous research results and provide
practical implications. This study is important for various reasons. First, it
allows for an increased understanding of how employees reflect on and
manage their WLB challenges. The related results were used to create
guidelines for organisations to develop targeted interventions aimed at sup-
porting employees to reach their critical goal of bringing professional and
private life together. Second, all individuals who are faced with a conflict of
work and non-work tasks, can benefit from the findings of this study and
explore different ideas for WLB management, understand how they can in-
fluence organisational culture and learn about their personal responsibility.
Third, as mutual responsibilities exist within an employee-employer relation-
ship, everyone is asked to reflect on the status quo and, if required, improve
communication, exchange experiences and influence a culture that allows
one to make use of WLB measurements without negative consequences.
Fourth, this study of the consulting sector can be used by organisations of

other sectors and adapted accordingly.
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1.5 Conceptual framework

The conceptual framework, illustrated in Figure 1, presents the different

themes and key words that provide the theoretical context of this study.

Phenomenon with

emerging practice relevance

Professional Service Profersfsional
Firms / Consulting e

Personal Preferences
= Life stage

Career culture Career ambition

Diverse workforce Career and work-life balance? Work-life balance

6rganisationa| perspective Individual perspectiveT

Figure 1: Conceptual framework

The elements of the framework are explained on a high level below.

Phenomenon. There is an increasing demand by employees to progress the
chosen career in a competitive working environment whilst balancing work
and non-work responsibilities. Otherwise employees may face exhaustion
and an end to their career. As employer, consultancies depend on high

skilled employees and have to react to retain and win professionals.

Professional service firms / consulting. Is an industry sector that has a world-
wide economic contribution. Organisations offer a knowledge intensive-ser-

vice to their clients.

Career Culture. Consulting has a defined career culture, often called up or
out. Within a competitive working environment professional can advance
their career to the partner level, receiving recognition and above average
salaries. Without high performance, professional may be asked to leave the

company.

Diverse workforce. Represents the different employees of an organisation.
With such a variety of professionals, comes a variety of individual prefer-

ences into an organisation.
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Preferences / life stage. Depending on the life stage and personal circum-
stances, employees focus on different preferences for their professional life

and their private life.

Career ambition. Employees have different ideas and focus for their career.
While career may be for one the continuous advancement, career for others

may be a duty to receive a salary.

Work-life balance. Has various definitions in the literature. Especially what
employees understand by balance varies and what they require to reach a

balance between working life and non-working life differs.
Professional life. Presents the working life domain of an employee.
Personal life. Presents the private life domain (without working tasks).

Area of conflict. Explains the potential interference of working tasks with
non-working task or in other words, the potential interference of personal
life with professional life. When appointments of both domains overlap, a
decision of prioritisation is required, or when one domain is focused, it im-

pacts the other domain.

The conceptual framework includes a horizontal scale, which introduces the

two perspectives.

Organisational perspective. Represents the view from the consulting organ-
isation. This includes the sector context, challenges consultancies are faced
with, requirements of a diverse workforce, defined career paths, career cul-

ture in consulting.

Individual perspective. Represents the focus of the employees in the con-
sulting sector. This includes their individual preferences, their career ambi-
tions, their understanding of WLB and what they request from organisations
to support them to manage WLB challenges while progressing the chosen

career.
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1.6 Structure of the remainder of the study

Figure 1 presented the themes and key words for the remainder of the study.
The second chapter focuses on the literature review, critically reviewing pre-
vious study findings related to the themes of consulting, career and WLB
and discussing the theoretical background for this study. This concludes the
analysis of the literature gaps, with the aim of partially filling them as part of

the study results and derived research questions.

Chapter 3 explains the research methodology, including the research phi-
losophy and the research design chosen for this study. This is followed by
the data analysis that will explore the lived experiences of the employees in
the consulting sector. These results are presented in chapter 4.

Thereafter, the findings are discussed in chapter 5, and the research ques-
tions are answered, with practical guidelines for both employees and organ-
isations. The last chapter presents the conclusion, contribution to
knowledge and practice, limitations of the study and recommendations for

further research.
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Chapter 2. Literature review

2.1 Introduction

This introduction contains a concise statement of the context of the research

investigation and the scope of academic sources.

The literature review is organised around three major themes. First, profes-
sional service firms —specifically in the consulting sector— are described.
Second, different views on the concept of a career are explored. This study
explores what researchers have assumed about career definition, career
patterns and career practices in the consulting sector. Third, the various
ways in which WLB has been characterised in prior research are examined.
Furthermore, an explanation is provided for how this theme gained the at-

tention of researchers.

The focus of the literature review is on understanding conflict in the triangle
of the consulting sector, career and WLB. This setting mirrors the complexity
of the research context, intending to explore the potential underlying causes
of the observed conflicts in WLB management while progressing one’s cho-
sen career in the consulting sector. The study attempts to create a link be-
tween these three themes, covering both organisational and individual per-

spectives on this topic.

This chapter concludes with a summary wherein critical gaps in knowledge

are identified, leading to the derived research questions.

In the review, literature from different decades were related to career theory
and WLB theory in various industries. In addition, the theme of PSFs, espe-
cially consulting, was part of the review. Furthermore, the focus for the inte-
gral part was on studies related to all three themes; however, the review of
the literature included different studies of WLB, work-life conflict, work-life
practices, work-life fit, career progression, consulting careers and the man-
agement of PSFs. Using the above-listed search terms, the following online

library catalogues were searched: ProQuest, Sage Journals, Science Direct
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and Wiley. In addition, the Library of Napier Edinburgh University, a local
library in Lilienthal and Google Scholar were used to find and select articles

for the literature review.

Sources for this review vary from ABI/INFORMGlIobal with peer-reviewed
articles, books of often-cited authors and static data of research companies
to the content of web pages of PSFs. While some articles focused solely on
a literature review and discussion, most selected articles included qualita-

tive and/or quantitative methods to collect, analyse and discuss data.

The literature research was not limited to a specific period. Especially given
the early original emergence of these topics and their development over
years, academic literature from the 1970s onwards was reviewed. While
digitalisation in recent decades has offered new opportunities for the way of
working and for WLB practices with, for instance, remote work, most of the
reviewed literature has focused on the current decade because this topic is

of increasing interest in the literature.
2.2 Consulting

2.2.1 Professional service firms — broader context

The first theme of the literature review is consulting in the broader context
of PSFs. This section provides the definition of a professional service and
its importance for the economy. Then, the focus is narrowed to one subsec-
tor of PSFs, namely, consulting, with a discussion of the challenges in this
sector and the emerging diverse workforce requirements that consulting or-

ganisations must deal with.

Organisations with professionals have been the subject of research since
the 1960s (von Nordenflycht, 2010); however, specific research on PSFs
has remained in the shadow of organisational research. Still, there is little
agreement in research about the exact definition of a professional service

(Laura Empson et al., 2015).
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Professional service firms are companies in the tertiary sector. Their ser-
vices require contact between the provider and the consumer. Service as a
term includes a wide range of providers such as cleaning, law, auditing and
consulting firms (Kaiser, Ringlstetter, Reindl, & Stolz, 2010). Professional
service firms are extreme examples of knowledge intensity and models for
an increasingly knowledge-based economy (von Nordenflycht, 2010). For
this, PSFs employ highly skilled professionals who, with the specific
knowledge, support clients with their complex client problems (Empson,
2007; Fu, Flood, Bosak, Morris, & O’Regan, 2013).

Professional service firms — importance to economics

In terms of revenue, the PSF sector can be compared with the global com-
mercial banking sector. This sector has demonstrated constant growth and
emerged as a significant sector in the global economy (Laura Empson et al.,
2015). In 1997, seven subsectors of PSFs generated 75% of the sector’s
turnover: auditing companies, corporate law firms, consulting firms, recruit-
ment agencies, investment banks, communications agencies and market
research companies (Kaiser & Ringlstetter, 2011). In 2013, considering ac-
countancy, management consulting, legal, architectural services, engineer-
ing services and advertising, this sector employed 18 million people and
generated US$2.5 trillion. Taking the UK as an example, 12% of available
employees were employed in PSFs (Laura Empson et al., 2015). In 2016,
nearly 2.2 million employees worked in the UK in financial services and
PSFs (legal services, accounting services, management consultancy). The
PSF sector contributes significantly to the UK’s economic output (8%) with
productive and valuable jobs in the workplace. This has contributed to im-

prove the standard of living (Bardala & Maslakovic, 2016).

Despite the economic meaning of PSFs, there is a lack of aggregated data
available for them. One reason is the little agreement in research about the
exact definition of this sector. Many PSFs are not forced to disclose financial
information (Laura Empson et al., 2015). Therefore, a comparison on other

statistics is difficult.
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Professional service firms — client relationships

Broschak (2015) has mentioned the modest research on client relationships,
and he has emphasised the importance of client relationships for PSFs as
strategic assets. Moreover, he states that client relationship is critical for the
performance of PSFs. His research would have been even more relevant if

he had explored the way in which consultants approach client relationships.
Professional service firms — economic goals

The management of a PSF is a balance between the requirements of the
clients, demand of the workforce and organisational economic goals
(Maister, 2007). Here, utilisation is a key performance indicator; it refers to
the average chargeability of employees, which most firms appropriately and
carefully monitor. This leads to revenue from invoices billed to the client
(Maister, 2007). As contracts do not last forever, obtaining new signings with
new businesses, new clients and new projects is important (James, 2017).
Growth over years is driven by the need to guarantee high partner profit.
Without this expansion, a lot of spirit in this profession will get lost, and im-
pact the motivation (Maister, 2007). Apart from this, many PFSs focus on
short-term profitability instead of increasing the entire profit potential of the
organisation. Furthermore, some short-run elements are overmanaged, and
many long-run issues are undermanaged. Future profitability depends on
methods of measuring, reporting and managing needs while considering
both short- and long-term facts (Maister, 2007).

The comprehension of these economic goals, the importance for the econ-
omy and constant growth rates conciliates a first thought regarding the pres-
sure to succeed in this sector, which in turn impacts the pressure and ex-

pectation of performance on consultants who are employed in PSFs.

2.2.2 Definition of the consulting sector

This study does not focus on the entire PSF sector but was narrowed down
to the segment of consulting. Nevertheless, recent changes within this sec-

tor were considered, such as the Big Four accounting companies, which
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were originally more related to accounting than to consulting. For some
years, these Big Four (Deloitte, PwC, Ernst & Young [EY] and KPMG) ex-
panded their consulting divisions and profited from the boom in consulting.
Moreover, Deloitte and PwC had larger revenues in those divisions than in
their original accounting enterprise divisions (Froendhoff, 2018). These en-

terprise parts were thus included in this study.
Consulting — definition

Research in the consulting sector is of increasing interest (Kaiser et al.,
2010). The consulting industry is a particularly attractive field for research-
ers with an interest in human resource management. Consulting, similarly
to any professional service, is a working environment of interacting profes-
sionals. Thus, thriving consulting firms depend on the way how their em-

ployees are managed (Richter et al., 2007).

Consulting can be associated with advisory services. Over 200 diverse con-
sulting areas exist because of various combinations of expertise and sectors
(Consultancy.eu, 2019). Different definitions of consultancy or consulting
can be found in the literature. Kubr (2002), an often-cited author for consult-
ing studies, defines two approaches for consulting: first, a functional view of
consulting and second, consulting as a professional service and its charac-
teristics. Mas-Machuca & Martinez Costa (2012) declare knowledge and the
use of knowledge as competitive advantage and define consulting compa-
nies as knowledge-intensive enterprises with knowledge as results of their
professional services. On this account, consultants not only define solutions
for their clients but improve organisational effectiveness (Turner, 1982) and
can be provided by people in various positions (Kubr, 2002). Consulting
work is project-related, and it includes several project phases. Furthermore,
consulting firms require face-to-face interaction to build a client relationship.
Depending on the knowledge of the client, the expectation and the degree
of onsite consultation (hand-holding) are defined (von Nodenflycht et al.,
2015).
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Consulting — economics

As organisations find themselves in the middle of a digital and profound
change, and they tend to obtain support from consulting companies to man-
age the resulting challenges. With the increasing demand of consulting sup-
port, the revenue in this sector has seen constant growth in recent years
(BDU E.V., 2017).

Between 2011 and 2016, the global consulting market demonstrated growth
with a total turnover of $205 billion in 2011 to over $250 billion in 2016. As
a result, global consulting contributes to a large extent to the professional

services industry (Consultancy.uk, 2019).

As mentioned above, the comparison of financial data in this sector seems dif-
ficult. For instance, The Statistics Portal (2016b) reported that for 2016, the
worldwide consulting sector generated a revenue of US$133 billion. However,
another source reported the following data for 2018 globally, which, in com-
parison to the previous number, means more than doubling the revenue:
Plunkett Research (2019) published revenue of 2018 as $491 billion for
global consulting industries, with a further growth of $506 billion expected
for 2019.

Despite the differences in numbers, which made their comparison difficult,
all sources had in common the growth in this sector as well as the im-

portance of consulting for the economy.
Consulting — segments

In the UK, consulting is divided into five segments (Consultancy.uk, 2019),

as presented in Figure 2.

Technology HR Financial Advisory Operations Strategy

Segment 20% 12% 28% 12%

Figure 2: Segments of consulting in the UK
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In contrast, following the definition of The Statistics Portal (2016b), manage-
ment consulting consists of strategy, HR and operations. This simplifies the
presentation of the consulting segments and limits them to information tech-
nology (IT), financial advisory and management consulting. These different
enterprises offer a variety of services to support their clients and can be

characterised as follows.

First, IT consultancies offer a service that advises their clients on the selec-
tion, implementation and maintenance of their technology in alignment of
their business or process strategies. (Gartner©, 2017). Major technology
companies are Accenture, IBM, T-Systems, Capgemini and NTT Data (LU-
nendonk, 2017). Furthermore, the technology consulting market reported
revenue of US$48 million worldwide in 2016 (The Statistics Portal, 2016).
The top 10 IT consulting companies in Germany (Lunendonk, 2017) were

defined as shown in Table 1.

Table 1: Top 10 IT consulting companies in Germany

Revenue in Germany
in Mio Euro

Ranking Organisations 2016 2015
1 Accenture GmbH, Kronberg 1.750,0 1.550,0
2 IBM Global Business Services, Ehningen 1.380,0 1.380,0
3 T-Systems International GmbH, Frankfurt am Main  1.300,0 1.175,0
4 Capgemini, Berlin 795,0 700,0
5 NTT Data, Bielefeld/Miinchen 649,9 517,3
6 Atos IT Solutions and Services GmbH, Miinchen 615,0 590,0
7 msg systems AG, Ismaning 566,7 492,7
8 Arvato Systems GmbH, Giitersloh 379,4 373,1
9 Allgeier SE, Miinchen 370,0 343,8
10 Hewlett Packard Enterprise, Boblingen 360,0 350,0

Second, the definition of financial advisory leads to the big four accounting
firms: Deloitte, PricewaterhouseCoopers (PwC), KPMG, and Ernst & Young
(EY). These four organisations represent the worldwide largest PSFs and
undertake audits of firms in the public and private sector in the entire world.

(Corporate Finance Institute®, 2017). Financial data of those four firms in
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2016 were reported as follows in Table 2 (Corporate Finance Institute®,
2017):

Table 2: Financial data of the Big Four

Firm Revenue in billion $ Employees Headquarters
Deloitte 36,8 244400 USA

PwC 35,9 223468 UK

EY 29,6 231.000 UK

KPMG 25,9 188.982  The Netherlands

Third, management consultancy supports and enables organisations to
reach their business goals. This is done by advising organisations on prob-
lem solutions, opportunity identification, learning processes and change
management (Kubr, 2002). Major strategy or management consulting com-
panies are Accenture, Deloitte, KPMG, McKinsey, PricewaterhouseCoop-
ers and Willis Towers Watson (Linendonk, 2017). The global revenue in
the management consulting market reached US$132.6 billion in 2016.
Moreover, according to BDU E.V. (2017), the management consulting firm

market in Germany is worth over EUR 30 billion.

2.2.3 Challenges in consulting

This section attempts to critically identify and explain key challenges and

issues for consulting beyond the simple definition.

The digitalisation, the influence of worldwide networks, concurrent commu-
nication and expanding market interactions have forced companies to en-
gage with professional advisors to cover the gap between established pro-
cesses and changes in the business environment. The market growth and
transformation of the consulting sector in Germany have led to the belief
that an increase of the knowledge intensity results in a larger relevance of

the consulting business (Dotsch, 2016).

Additionally, consulting organisations faced the separation of the consulting
sector into two fragments: a cheap commodity business and a high-value

consulting business. Therefore, business models were required to address
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both fragments for those organisations’ clients, which challenged their pric-

ing and brand architecture (Consultancy.uk, 2019).

James (2017) defines major challenges in consulting businesses, such as
generating new business, retaining talent, being innovative, networking and
catering to new skillsets (James, 2017). Furthermore, since a group of
McKinsey consultants created the phrase ‘War for Talent’ in 1997 (Michaels,
Handfield-Jones, & Axelrod, 2001), 'talent management' as a topic has re-
ceived attention in the business world (Kalaiselvan & Naachimuthu, 2016).
This can be linked the challenge of retaining talent and the turnover of IT
professionals (James, 2017). Recommendations were provided to retain
employees by studies. Nevertheless, the turnover of information technology
professionals endures to be a problem. Thus, the demand for additional re-

search on technology employees’ turnover was stated by many (Lo, 2015).

These challenges, especially the need for professionals, are addressed in
the next section, 2.2.4. In addition to the organisational perspective, this
section explores the individual perspective, with the aim of gaining a broader
understanding of the workforce requirements and trends that consulting or-

ganisations should consider attracting and retaining professionals.

2.2.4 Diverse workforce requirements

Diversity considers differences in age, race, religion, profession, sexual ori-
entation, geographic origin, lifestyle, position and any other difference. Di-
versity management attempts to support the continued development of a
diverse workforce to achieve maximum productivity. This includes creating
a culture where all employees can be effective. Top management play an
essential role in establishing workplace diversity as a company, aligned with

business strategy (Sharma, 2016).
Why workforce diversity matters for organisations

Literature reveals the reasons for and value of workforce diversity. Re-

search has demonstrated that such diversity might lead to opportunities not
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achievable with a traditional employee mix (Hall & Parker, 1993). Study re-
sults in this area showed that organisations are aware of the advantages of
workforce diversity (D’Netto & Sohal, 1999), such as employees with a
range of backgrounds and experiences bringing a greater understanding of
customers’ points of view (Sharma, 2016). Other benefits are the enhance-
ment of employee and organisational performance (D’Netto & Sohal, 1999)
and the potential of productivity improvements with collaboration and team-
work when employees are comfortable expressing their opinions (Sharma,
2016). Furthermore, managing generational diversity by recognising differ-
ent values, expectations and preferences can close gaps among employees
of different races, gender, religions, colour or any other characteristic (Wood,
2005). These different backgrounds, experiences and sKkills lead to greater
innovation and creativity (Sharma, 2016). Moreover, designing a workplace
that enables communication and knowledge transfer between different gen-
erations (Bennett, Pitt, & Price, 2012) can enable a common learning from
the past and preparation to create a better future (Wood, 2005). Finally, or-
ganisations must maintain a focus on best candidates, but with a wider and
more heterogenous pool (Graubner & Richter, 2003), to reap the benefits of

diversity from this larger talent pool (Sharma, 2016).
Feminisation of the labour force

The traditional family structure consisted of a housewife, who took care of
two to three children and the household, and a working single-earner hus-
band. Men could concentrate on their jobs, which fit the defined career
structures that assumed full dedication to work responsibilities (Burke,
1997). The rise of women in the workplace began in the 1960s and in-
creased over the years; these ‘working women’ have influenced the way in
which people work and live (Alter, 1982). New family structures conse-
quently arose, while traditional family structures declined. Women with chil-
dren became part of the workforce; however, organisations did not consider
the implications on careers, family and work (Kanter, 1977). Furthermore,
while the pioneering generation of women in leadership remained single and

childless, women began to seek to attain both a personal life and a career
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(Burke, 1997). A previous research discussion about whether having a fam-
ily impacts careers came to the following preliminary answers: yes for
women and no for men. As organisations expect full effort and commitment,
women with children are less able to meet the requested dedication to the
job. This creates a self-fulfilling perception that women have lower commit-

ment and career aspirations (Burke, 1997).

Despite the increasing number of educated female professionals, they must
often choose between a career and a family (Khallash & Kruse, 2012). The
underrepresentation of women in top jobs may be because of their higher
requests for WLB (Catherine Hakim, 2006) or because women view their
career achievements as a journey of personal development with interesting
work and WLB than as a means of obtaining a salary and status (Dries,
Pepermans, & Kerpel, 2008). Other theorists have ‘highlighted the structural
barriers, which either exclude women or position them in strata or segments

characterized by inferior rewards and status’ (Sommerlad & Ashley, 2015).

Many professions in many countries achieve similar female and male entry
rates. However, statistics indicate that women are assigned to lower job
roles (Sommerlad & Ashley, 2015). While organisations are defining WLB
for females in the consulting sector, the established WLB practices are still
not sufficient, with the consequence that there is an opportunity to increase
recognition and utilisation of highly qualified female consultants in the con-
sulting business (Nissen & Termer, 2014). Moreover, improvements to the
facilities that support women to participate in the workforce are required
(Khallash & Kruse, 2012). This has been echoed by other researchers call-
ing for further investigation to rework inequalities in this sector (Sommerlad
& Ashley, 2015).

Generational diversity

Many authors have recommended research into generational diversity
(Bennettetal., 2012; Cennamo & Gardner, 2008; Dixon, Mercado, Knowles,
Knowledge, & Generation, 2013; Knouse, 2011; Sharma, 2016; Wood,



Chapter 2: Literature review Page 19

2005). Research has labelled generations according to their attitude of work
(Employee Benefits, 2017). However, these labels and the timeframe per
generation cohort differ among authors. For instance, Cennamo & Gardner
(2008) investigated the differentiation of employment values, fulfilment at
work and the emotional dedication for an organisation for three generational
cohorts in the workplace (baby boomers: 1946-1961, generation X: 1962—
1979 and generation Y: 1980-2000).

According to the results of that study, values are significant for the guidance
of behaviour and to increase the working motivation. Furthermore, values of
an organisation should meet the needs of different employees. While the
study proposed that the generational variety should not be generalised
(Cennamo & Gardner, 2008), other researchers have found that different
generational workplace values lead to attitudinal workplace preferences and
an intention to join and stay within an organisation. Moreover, reward prac-
tices are critical to attract and retain the four above-mentioned generational
groups (Martin & Ottemann, 2015). The authors’ detailed literature review
has offered a strategic bridge between workforce generations such as the
traditionalist generation from the 1920s to the early 1940s, the baby boomer
generation from the mid-1940s to the early 1960s, generation X from the
mid-1960s to the early 1980s, generation Y from the early 1980s to 1994
and generation Z from 1995 onwards (Martin & Ottemann, 2015). These

generations are explained in more detail next.

Taking the results of Baran and Klos (2014) into account, the need for gen-
erational specific workforce management exists. They have stated that
there is an increasing awareness of the significance of human capital in the
knowledge-based economy, and the successful management of organisa-
tional workforces requires development of their skills and use of their intel-
lectual capabilities. Thus, there is a need to recognise that every human is
an individual being, and this statement should initiate developing and im-

proving human resource management models.
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The practical implication of greater diversity in this sector is the attainment
of business benefits by its adoption to enter new markets, improve manage-
ment skills and increase problem-solving capabilities (Wilkins, 2007). Ac-
cording to Kaiser et al. (2010), no studies were published exploring the im-
pact of WLB initiatives on WLB conflict in the consulting sector, even though
the compatibility of work and non-work activities is problematic in this indus-
try. Their empirical study includes the survey responses of 275 consultants
in Germany. Results indicate a positive influence of WLB initiatives on the
consulting sector. The use of those initiatives is strongly related to the direct

manager and can impact one’s personal career path (Kaiser et al., 2010).

With a broader understanding of consulting, embedded in the sector of
PSFs, and the challenges in attracting and retaining professionals in a com-
petitive environment, the subsequent section 2.3 explores the second major
theme: career. Linking career and consulting will then lead to the argument
of why WLB in this industry requires attention in academic research and

practice.

2.3 Career

2.3.1 Definition of career

The term career can be understood as transitional, and it can be marked
out as a continuous series of jobs along a defined path within an organisa-
tional boundary (Sun & Wang, 2011). On contrast, career success can be
defined as the accumulation of advancements arising from work experi-

ences (Judge, Higgins, Thoresen, & Barrick, 1999).

Hall (2002) has provided four different definitions of career. The first is ca-
reer advancement, involving vertical moves in organisational hierarchies.
The second is career as a profession, which includes all jobs that have a
defined upwards career trajectory but excludes jobs where this is not the
case. The third definition refers to career as a life sequence, including eve-

ryone who is employed, with a neutral view on careers. The fourth definition
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of career is a life-long order of job-task experiences, with an individual, sub-

jective view on career definition.

New forms of careers have emerged in the career literature (Sun & Wang,
2011). In the past four decades, career studies have been conducted and
discussed. Frequent cited authors and their concepts are presented in Table
3. For instance, Hall (1976) has described human capacities and a rethink-
ing of values. Kanter (1989) has proposed three career forms: bureaucratic,
professional and entrepreneurial, Cliff Hakim (1994) has described the self-
employed attitude, while Arthur & Rousseau (1996) have introduced the
term ‘boundaryless career’. With the Kaleidoscope career (Mainiero &
Sullivan, 2005) and dual career (Clarke, 2015), two additional approaches

have been presented on career in the last two decades.

Table 3: Career studies

Author Title Year

Hall Careers in organizations 1976

Arthur, Hall, Lawrence | Handbook of Career Theory 1989

Hakim We are all self-employed 1994

Arthur, Rousseau The boundaryless career — A new employment prin- | 1996
ciple for a new organisational era

Hall Careers In and Out of Organizations 2002

Arthur, Khapova, Career success in a boundaryless career world 2005

Wilderom

Mainiero and Sullivan | Kaleidoscope Careers 2005

Cohen Interplay of professional, bureaucratic, and entrepre- | 2015
neurial career forms in professional service firms

Clarke Dual careers: the new norm for Gen Y professionals? | 2015

For a broader understanding of existing career patterns, the following sec-
tion 2.3.2 presents further details of career patterns, explored during the

literature review.
2.3.2 Career patterns
Bureaucratic, professional and entrepreneurial forms

Kanter (1989) has stated building a career can take three forms: a bureau-
cratic form, a professional form and an entrepreneurial form. Mixed career
patterns as combinations of these three may exist. The bureaucratic form is

defined as career progression up the hierarchy, with changing roles and
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titles and seeking for higher ranks. Furthermore, while the professional ca-
reer form is related to skill and valued knowledge, which determine status,
the entrepreneurial career form can be understood as growth ‘through the

creation of new value or new organizational capacity’ (Kanter, 1989, p516).
Boundaryless careers

Published in 1989, Arthur and Rousseau gained academic attention with
their employment principle for a new organisational era. Their so called
boundaryless career is defined as one career that is no longer constrained
by organisational boundaries. With technical or general competencies that
are transferable, people move between firms and progress their careers
(Gunz, Evans, & Jalland, 2000).

The existing view on a career as continuous employment with an organisa-
tional career movement is increasingly changing to a more dynamic form of
employment (Fletcher & Bailyn, 1996). As a result, the term ‘boundaryless
career’ has emerged in the literature and is reflected in multiple career stud-
ies; however, it is discussed controversially. In a critical review by Gunz et
al. (2000), the theory of a boundaryless career was relativised. Their review
stated that career boundaries became more complex rather than are ca-
reers are absolutely boundaryless. Guan, Arthur, Khapova, Hall and Lord
(2019) have consolidated research results about boundarylessness and its
implications on career success. They have concluded that boundaryless ca-
reers may have positive and negative impacts on personal career success,

which is influenced by different factors.
Self-employed careers

A different perspective on career was introduced by (Cliff Hakim, 1994). He
presented the new social contract, making the known employee-employer
contract obsolete. With this the responsibility for employability moved from
the employer to the employee. In return organisations have to offer interest-

ing work within a culture of freedom and more self-control and training.



Chapter 2: Literature review Page 23

Cliff Hakim (1994) states that an organisation is not responsible for the em-
ployee. And employees are required to organise their lives. While organisa-

tions changed, he requests that employees have to adapt as well.

Dual careers vs. traditional couple careers

Recent demographic changes have led to dual-income households, which
have changed the traditional career model of men and women across all
generations. Hence, the dual career pattern is becoming the new norm
(Clarke, 2015). This leads to question the differences in the career aspira-

tions of the existing workforce generations.

Individual demands for WLB are emerging from professionals, and they are
challenging traditional forms of careers (Noury et al., 2017). Dual-career
couples commit to the constraints and limitations of career and family re-
sponsibilities but are willing to change career paths or employers to achieve
job and life satisfaction. To retain professionals, organisations must thus
change their structures and culture to enable dual-career couples to man-
age WLB effectively. Career patterns are less dominated by gender but re-
lated to employment values and splitted accountabilities for family tasks,
and a new career pattern is thus evolving. Many authors have suggested
that careers will converge, as couples will have to manage career and family
responsibilities (Clarke, 2015).

Part-time careers

Searching for alternative work styles has been of public interest over dec-
ades. In 1982, JoAnne Alter published the first guide to a part-time career,
explaining the rise of women in the workplace and that women who wished
to combine working tasks and childcare were always looking for part-time
jobs (Alter, 1982). However, after reviewing the literature related to part-time
employees in leadership roles, gaps between desire and reality were dis-
covered. According to Hipp and Stuth (2013), managers in Europe seldom
work in part-time positions, and if they do, then the roles are limited to

women. Furthermore, according to Jaggi and Masek (2011), the demand by
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men for part-time roles is undisputed. Men have criticised employers for re-
maining in their traditional roles and being cautious in their openness to new
working models. Hence, offering part-time roles for leaders can contribute
to a change in the organisational culture. With role models in leadership
positions, part-time employment can be an ideal way to combine family and

career in certain life stages (Hipp & Stuth, 2013).

2.3.3 Career practices in consulting

As the context for this study is a career in consulting, more details regarding

career practices are presented in the next sections.
Roles and career paths in consulting

Consultancy can allow different paths along which to progress one’s career
to reach an executive level. For example, in IBM Global Business Services,
there are many paths to the roles of Delivery Executive, Partner, Sales Ex-
ecutive and Distinguished Engineer. All of them have in common that the
candidate must be an inspirational leader aligned with certain competencies
and values (IBM GBS, 2016). The most popular and shared career path with
other consultancies is the career trajectory to Partner (Kaiser & Ringlstetter,
2011). The Figure 3 presents three comparable hierarchies of consulting
career paths. Names for roles and hierarchies are different but can be com-
pared as such. In addition, this figure introduces the defined consulting hi-

erarchies used for the present study.
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Figure 3: Consulting career levels and study definition?

Depending on the project type, different leverage ratios are required. A lev-
erage ratio is the relation between partners, project managers and junior
employees per hierarchy level. Market needs and project types influence
this ratio. Moreover, balancing this ratio is important to avoid financial and

quality risks (Kaiser & Ringlstetter, 2011).

The example of the responsibilities of a consulting partner from Bain and
Company (2017) presents the complexity of this career level and role. It
requires the partner to develop sustainable client relationships and build
business success stories as his or her contribution to the growth of the com-
pany. A partner will collaborate with the top management of existing and
potential clients, is accountable, defines innovative strategies and achieves
results. Moreover, a partner plays a fundamental role in key internal pro-
cesses such as training, recruitment, coaching and social corporate respon-
sibility (Bain and Company, 2017). IBM defines a partner as a person who
leads and develops the business while managing profitability. This role is a
summary of sales, delivery, people leadership and subject matter expertise
to establish and maintain a lasting and profitable client relationship (IBM
GBS, 2016).

2 Figure created from hierarchy structures of the references: 2017a, 2017b; IBM GBS, 2016).
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Consulting career culture

General descriptions of careers in PSFs can be found in literature under ‘up-
or-out rules’ (Graubner & Richter, 2003) and ‘up-or-out promotion’ (von
Nordenflycht, 2010). High salaries in this sector attract a large number of
qualified graduates (Laura Empson et al., 2015). Furthermore, as men-
tioned earlier, careers begin the with the recruiting of junior staff who have
the potential to become new leaders (Cohen, 2015). Then, with career pro-
gression, they either receive an offer to become partner or must move out
(von Nordenflycht, 2010). Partners receive either high incentives by billing
hours to the client or reduced bonuses because of low performance, in ad-
dition to being asked to leave the company (Mawdsley & Somaya, 2015). In
the past, young professionals knew that they would become partners with
hard work. This system no longer works, because the odds of reaching part-
nership are low, and more challenging partner requirements are common.
Meanwhile, the closer a young professional gets to partner level, the less
attractive it seems to be. Demanding clients, intensity and working hours
are greater than ever, and the atmosphere in firms is competitive and less
collegial than it used to be. Furthermore, reaching profitability results in
harder work with less return for employees (Maister, 2007). This is because
margins in this sector are under pressure, and the incentives have hence
been reduced (Graubner & Richter, 2003).

The critical review of Cohen (2015), explains that career progression is often
depended on a related client and the rules of the game, in other words the
progression model towards the partner level is strongly institutionalised.
However, the career structure is changing towards a more individualised
engagements of Kanter’s career patterns within and beyond organisational
boundaries. Cohen concludes that despite the awareness that building a
client base is essential for career progression, the middle and later career
stages remain less researched and further research is required that ad-
dresses change in the sector of PSFs (Cohen, 2015). Important issues in
her review remain undiscussed, for instance, whether there is an impact of

non-work responsibilities on career progression or what is the impact for
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organisations in times of war for talents when limiting their career structures

to dedicated professionals.

One qualitative study explored the role of a consultant, which is challenging,
and found that career progression negatively impacts personal life, includ-
ing social network. In addition, group dynamics and judgment regarding how
busy a person is requiring personal awareness of one’s own energy level
and limits. They require awareness from organisations (Kakabadse,
Louchart, & Kakabadse, 2006).

A quantitative study in Germany, with 235 survey responses, exploring par-
ticipation, fulfilment at work and tension among consultants presented find-
ings that support the latter study results. They have demonstrated that 30%
to 40% of their participants reported a continuous impact of high job expec-
tations on personal well-being. Moreover, nearly 70% stated that they rarely
had time for themselves, and 7 out of 10 participants commented that they
did not have enough time for family and other important persons. Further-
more, the relationship between professional and personal life has been

judged as being imbalanced (Kriegesmann & Striewe, 2009).

Much career research has been conducted, but only with limited attention
to careers in PSFs. This critical reflection of a career in consulting demon-
strates its impact on the personal life of employees. This leads to the third
theme of this thesis: WLB. The general concept of WLP is explained first,

followed by practical implications in the consulting sector.

2.4 Work-life balance

2.4.1 Definition of work-life balance

This section describes what WLB is and why this topic has emerged in hu-

man resource and organisational research.

The term WLB was devised in 1986, although WLB programs were offered
already in the 1930s (Meenakshi et al., 2013). Since then, this topic has

continually been of academic and individual interest, and many people have
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conducted research about WLB (Adame-Sanchez, Gonzalez-Cruz, &
Martinez-Fuentes, 2016; Eikhof, Warhurst, & Haunschild, 2007; Goh, llies,
& Schwind Wilson, 2015; Guest, 2002; Honigman, 2017; Khallash & Kruse,
2012).

Studies from 20 to 30 years ago explored additional factors that increase
the complexity of knowledge about the interference of work with family
(Clark, 2000). Recognising not only family responsibilities but different tasks
of the personal life, such as eldercare, volunteering, sport, travel and more,
the formerly known term ‘work-family balance’ was substituted by the term
WLB (Lazar, Osoian, & Ratiu, 2010).

The amount of research conducted is equal to the number of definitions of
WLB. This is emphasised by the number of alternative terms for WLB that
have been used. For instance, work-family balance (Mas-Machuca,
Berbegal-Mirabent, & Alegre, 2016), work-life priority (Wellington & Spence,
2001), work-life conflict (Goh et al., 2015), work-life interference (Guest,
2002), work-family fit (McFadyen, Kerpelman, & Adler-Baeder, 2005), pro-
fessional and personal life (Honigman, 2017) and work/family border (Clark,

2000) were used in the literature.

Previous studies have revealed that there is no common agreement about
the definition of WLB (Kaiser et al., 2010; Lazar et al., 2010), and Guest
(2002) has pointed out that this definition is complex. For example, Clarke,
Koch, & Hill, (2004) conclude that WLB is related to the symmetry between
a) time and effort at work and b) personal tasks to balance one’s life. Fur-
thermore, Clark (2000) declares that, for her, balance is satisfaction and
performance in the job and the non-working life, with limited dispute be-
tween these two roles. Khallash and Kruse (2012) mention that WLB ex-
presses the requests of individuals, including those other than family duties,
to reach a balance between work and non-working life. Other researchers
define WLB as a term that explains structural measurements aimed at in-
creasing an employee’s experience of work and private spheres (Darcy,
McCarthy, Hill, & Grady, 2012). Following Bird (2003), WLB is a significant



Chapter 2: Literature review Page 29

daily accomplishment and involves pleasure in all four life domains: work,
family, friends And Self. While Nissen and Termer (2014) describe WLB as
the compatibility of working and private life, contrary examples exist in re-
cent social media, such as the call to stop striving for WLB (Brower, 2019).
The latter is supported by the statement that WLB is not about equal bal-
ance between employment and non-work activities and that the balance of
one day does not equal the balance of another day. Moreover, the variety
of preferences and life choices influences the balance one desires, and this
balance is therefore different (Bird, 2003).

Further research recommendation on this topic was proposed (Kaiser et al.,
2010; Mas-Machuca et al., 2016; Powell & Greenhaus, 2006). Despite, the
widely usage of the term WLB for research purposes, an agreed definition
of this term was not found. Hence, it is recommended to carefully explain

the meaning used in the undertaken research (Guest, 2002).

Following this recommendation, defining WLB for this study is left to the
participants as part of the data collection process. Participants will be asked
to define their understanding of WLB, which might reveal the variety of def-
initions among employees in the consulting sector and that organisations

are in faced with.

2.4.2 Work-life balance studies

Recapturing the organisational culture of consulting companies, WLB be-
came an interesting topic for research within this sector. Studies have been
published relating this topic to PSFs, or even to the consulting industry
(Kaiser et al., 2010). Multiple studies from three decades were reviewed as
part of this literature review. They were related to WLB, often with different
focuses on either woman, family conflict, WLB literature reviews or organi-
sational support. The subsequent paragraphs present selected studies of

WLB; some of them were found with a relation to the consulting environment.

An increasing body of literature has investigated the conflict or interference

of work with life (Guest, 2002). Research in the past focused on the group
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of working parents. An extension to other stakeholders was conducted by
Darcy et al. (2012). The authors of this study have concluded that a tailored
approach of WLB practices should be implemented, reflecting age and ca-
reer stage demands, instead of one approach to fit all employees. They
have emphasised the positive impact of managerial support on WLB (Darcy
et al., 2012). These study results would have been even more interesting if
further details of the participants had been presented (e.g., whether they
were in part-time or full-time employment, whether they were caring for el-
derly individuals, whether they had children and what their career ambitions

were) or if the study had a focus on a specific sector.

With the term ‘work-family border’, a theory explains how balance can be
achieved by managing work and family domains while accepting the influ-
ence of each domain on the other one (Clark, 2000). Moreover, the sociol-
ogist Tracy Brower (2019) has argued that the division of work and life into
two parts can be problematic. She has therefore suggested defining work

as part of a full life to better achieve a connection between both.

Another challenge in managing WLB arose when the adoption of a dual ca-
reer model increased in the working environment (Clarke, 2015). For cou-
ples as well as single parents, more non-work duties thus needed to be
managed (Lazar et al., 2010), and efforts concerning family were then re-
lated to both partners (Goh et al., 2015). However, in times of a society with
competition, subjective resources are rarely handled gently. Given contin-
ued competition for positions and decreased intervals, the sustainable ar-
rangement of physical and psychological powers is difficult to maintain
(Neckel & Wagner, 2014). Following this critique, other studies have dis-
cussed balance and concluded that individual factors influence the personal
expectation of WLB, such as priorities of interest (work/home), personal en-
ergy level, gender, life stage and career stage. Some employees can thus

feel imbalanced, while others do not in similar situations (Guest, 2002).

The benefits of investing in WLB practices have been explored for organi-

sations, employees and society (Lazar et al., 2010). An empirical study with
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a qualitative comparative analysis asked, ‘Do firms implement WLB policies
to benefit their workers or themselves?’ As major findings, the authors pre-
sented that potential market-based benefits determine WLB policy imple-
mentation. Depending on the degree of performance, benefits make WLB
policies more (Adame-Sanchez et al., 2016). This aligns with a quantitative
study about family-friendly working environments and the function of organ-
isational awareness. The authors have stated that employees experience
higher work-life conflict, less job satisfaction and less commitment to an or-
ganisation if the organisation is less family supportive, and they have indi-
cated the positive impact of the supervisor (Allen, 2001). This argument is
strengthened by an empirical investigation concluding that WLB initiatives
can support an employee’s commitment in the consulting sector and enable
compatibility of professional and private life. In addition, organisations can
benefit from cost savings of reduced fluctuation. However, the use of those
means can lead to career disadvantages and is influenced by the direct
manager (Kaiser et al., 2010). Furthermore, little research has been con-
ducted on the influence of WLB practices on career progression. Straub
(2007) attempted to reduce this research gap and focused on the role of
WLB practices in women’s career advancement in Europe. Hence, no stud-

ies have been found comparing this with men’s perspectives.

Nissen and Termer (2014) have presented that 95% of their participants
(from 170 online surveys and 22 expert interviews) responded that they
strive to balance working and private life. Yet, 59% stated that their working

life does not permit such a balance.

The research conducted by Khallash and Kruse (2012) presents a scenario
of future work and its effect on WLB. While in their scenario the optimists
defined sustainable WLB as the cornerstone for employees, the pessimists
argued that WLB ends for the majority. The authors have concluded by stat-
ing that the future is uncertain, and the future of WLB is consequently un-
certain (Khallash & Kruse, 2012).
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2.4.3 Organisational culture related to work-life balance

While the former section reviewed WLB studies in more general, this sec-
tion focuses on organisational culture and how this is related to WLB for

employees and organisations.

The term organisational culture can be defined as ‘shared perceptions of
organisational work practices’ (Van Den Berg & Wilderom, 2004, p571) and
is related to the interaction between employees with certain preferences
(Wu, 2008). Studies emphasise the importance of organisational culture for
WLB (G. A. Maxwell, 2005) and the higher commitment of employees to an
organisation when the culture is supporting WLB. The role of the manager
can be highlighted as integral part for creating a culture that is WLB sup-
portive (J. Smith & Gardner, 2007).

However, within a high performing culture employees often make no use of
offered WLB practices because they are afraid of a potential negative im-
pact for their career (Correll, Kelly, O’Connor, & Williams, 2014). While
working overtime is often seen as commitment to the organisation’s success
and personal career ambition, employees perform the extra hours and take
less days off (Sindhar, 2018). Consequently, when employees perceive that
within their working environment the organisational culture is not supportive,
then flexible work arrangements can be available but are not used (J. Smith
& Gardner, 2007).

As result of the pressure, employees feel their workplace is unhealthy
(Sindhar, 2018). Study participants of Nissen & Termer (2014) rated their
current circumstances as not optimal as overtime, private appointments only
on weekends, and presence at the client site lead to limited WLB in the
consulting profession. Thus, within the long-hour culture, managers need to
explore possibilities to prevent burnout and to foster a healthy balance of
working and non-working life (Sindhar, 2018) and the use of WLB practices
without negative consequences (Correll et al., 2014). The theme health will

be discussed in more detail the next section.
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2.4.4 Health implications related to work-life balance

The permanent availability, and given the increase in pressure and intensity
at work because of faster response requirements, the challenges of man-
aging work and life with the imbalance of non-work life has become prob-
lematic for employees (Guest, 2002) and can lead to health issues (Singh,
2013). When continually focussing on working tasks, employees can expe-
rience stress and burnout (Meenakshi et al., 2013). Technology not only
increased the number of working tasks. In addition, the total amount of pro-
cessed information with different means has increased and employees re-
port they can hardly manage these information amount anymore (Wolter,
Bellmann, Arnold, & Steffes, 2016).

As a reaction on this issue, studies suggest that more flexibility to organise
the working task can result in a more healthy WLB (Manasa & Showry,
2018). However, this flexibility requires the capabilities for self-management
and working conditions that support a healthy behaviour instead of self-en-
dangering behaviour (Krause et al., 2014). Taking into account the view of
Neckel and Wagner (2014), the given flexibility can lead to self-exhaustion.
The technological change even supports to be nonstop available (Humbert
& Lewis, 2008). However, long-working days and stress can lead to physical
and mental health risks, such as smoking and alcohol consumption, increas-

ing weight and depression (Meenakshi et al., 2013).

To retain their professionals, organisations have to react on the issue of
burnout and fatigue. Without time to relax and recover, employees’ perfor-
mance and career is impacted (Meenakshi et al., 2013) and can lead to less
productivity and low employee satisfaction which impacts organisational
success (Sindhar, 2018).

It can be expected that challenges for health will even increase (Wolter et
al., 2016). Thus, from the organisational perspective, managers should en-
courage their employees to take time to recover (Meenakshi et al., 2013)
and help their employees managing their WLB in a healthy way (Zheng,
Molineux, Mirshekary, & Scarparo, 2015).
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2.4.5 Work-life practices in consulting companies

According to Baran and Klos (2014), human capital is an organisation’s
most valuable asset. Furthermore, Qu and Zhao (2012) have emphasised

that WLB is critical to be successful in the business of competition.

Consulting companies are innovative drivers for flexible working options, of-
fering the opportunity to choose between onsite and remote activities (Mital,
2010). Researchers have observed that work-life practices have continued
to emerge in the consulting sector. Implications on this subject have been
presented by Kaiser et al. (2010). They have found the evaluation of WLB
initiatives to be an interesting field for further research, and they have ex-
plored whether the use of the office Friday® or home office support an in-
crease in the compatibility of work and non-work activities. Moreover, they
have recommended including additional attributes of participants in the
study, such as job situation, partner, individual preferences and personal
characteristics (Kaiser et al., 2010). One study has examined why compa-
nies implement WLB policies. The findings of this Spanish study present a
potential relationship between WLB policy implementation and organisa-

tional performance (Adame-Sanchez et al., 2016).

The following paragraph provides a summary of WLB understanding and
practices on the home pages of consulting companies (accessed June
2019). Most consulting companies have published their view of WLB, high-
lighted its importance and offered to support the professional and private

life of their employees.

Deloitte emphasises employee satisfaction as the most important capital
and employee engagement as a worldwide brand, and the company intends
to make working there attractive and flexible (Deloitte, 2019). Furthermore,
Accenture states its understanding of th