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Abstract

The not-for-profit sector is lobbying for change following significant increases in
governance and compliance requirements within the sector over the last number of
years. The need to be transparent and accountable is not contested, instead the sector
is calling for a streamlining of compliance requirements and additional resources to
meet growing demands within a sector which was impacted by funding reductions
during the last recession and has delivered outcomes on stagnant funding since these

cuts.

Through an in-depth review of the current research and literature pertaining to talent
management strategies and employee engagement, the researcher established the
importance of both of these concepts with the not-for-profit sector and discovered that
the reach of the impact of increased compliance and governance requirements is not
researched. To address this the research problem sought to identify if talent
management strategies and employee engagement are impacted as a result of

increased compliance and governance requirements in the not-for-profit sector.

Through a subjective lens, the researcher conducted semi-structured interviews with
senior management from 8 not-for-profit organisations. The interviews explored the
lived reality within these organisations as a sample for the sector and also the
perceptions of the wider sector based on the expert knowledge of those working within

the sector.

The findings indicate that although the increased governance and compliance
requirements do not impact on the implementation of talent management strategies,
they impact on core elements of these strategies by diverting the attention of senior
management from strategic planning which is core to good governance. As a result
the focus is on administration, and at times survival instead of a strategic approach to
employee engagement through staff development, job satisfaction and culture
creation. The most damaging implication identified being the lack of retention of staff.
To this end the researcher recommends lobbying for change to include training on
new governance and compliance requirements and a shared resource to meet these

requirements as well as a system to avoid and unnecessary duplication of resources.
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Chapter 1 — Introduction

“The not-for-profit sector is at breaking point” (Flynn, et al., 2018) is the opening line
to a letter penned to the Irish Times by a coalition of seven Irish Charities in 2018. The
aim of this letter was to highlight the inability of not-for-profit services to continue to
provide the same level of service within a sector which is experiencing increased
governance and compliance requirements without additional resources to implement
them. The cost of compliance for these organisations in 2017 was identified as
between €500,000 and €1.5 million per charity, however no additional resources were
allocated to offset these costs (Flynn, et al., 2018). This is a sector wide issue which

impacts on the distribution of resources within not-for-profit organisations.

The not-for-profit sector is subject to a range of legal and regulatory obligations
depending on their activities, mission and the manner in which they are established.

These include but are not limited to:

e Statutory returns to the Revenue Commissioners,

e Compliance with General Data Protection Regulations 2018 (GDPR),
e Compliance with the Health and Safety Authority,

e Compliance under the National Vetting Bureau Acts 2012 to 2016,

e Compliance with employment law legislation,

e Compliance with the Lobbying Act 2015,

e Compliance with the Charities Governance Code 2019,

e Compliance with the Company Act, 2014.

The Wheel (2019b), a national association for charities, community and voluntary
groups and social enterprises, outline that there is an increase in the legal and
regulatory requirements in which not-for-profits operate and state that the complexity
of the environment coupled with the duplication of reporting is putting additional
pressure on organisations. Research finds that there is a need to avoid duplication in
reporting and a resulting recommendation was made that the Charity Regulator should
support efforts to streamline compliance requirements and reduce the duplication of

reporting, possibly through a centralised reporting structure (Charities Regulator,



2018b). Grant Thornton (2019) identifies that the increase in compliance and
governance requirements within the charity sector is putting pressure on organisations
in terms of additional costs, time and manpower and furthermore outlines that
duplication in reporting is resulting in the diverting of resources from frontline activities

due to the lack of personnel to manage compliance.

As well as these legal and regulatory requirements, there are a number of factors
which have led to an increase in compliance and governance within the not-for-profit
sector. Organisations receiving public funding are accountable to their funders to
ensure that the funding is spent in the manner in which it is intended. A report by
Indecon (2019) outlines that it is recognised that State funded services incur a cost to
comply with funder requirements, internationally a grant to assist with these
requirements is paid by the funder, however in Ireland these costs are borne by the
organisation receiving funding which is identified as putting pressure on these

organisations.

Furthermore, the charity sector in Ireland has come under scrutiny over the last
number of years due to the emergence of numerous scandals including the
mismanagement of charitable donations within the CRC which contributed to a
pension fund for a former CEO (Irish Independent, 2014) and the misuse of funding
by former Console CEO (O’Regan, 2016). Research by McAllister (2018) identifies
that scandals such as these have had a negative impact on the reputation and public
image of not-for-profit organisations which impacts on funding. Furthermore, as
illustrated in figure 1, Anderson, Dermody and Isard (2019) outline that the charity
sector is heavily reliant on donations as those surveyed stated that almost 15% of their
income is received through donations suggesting public perception is critical to ensure

these donations continue to be received.



Funding Source Average % of Funding

Government 63.3
Donations 14.6
Membership 3.2
Deposit interest 0.1
Fees 2.1
Otherio 2.8
Total 100%

Figure 1 - Overall funding by source in 2018 of participating organisations

The development of the Charities Governance Code (2018a) increased regulation in
the sector to ensure accountability and transparency of organisations to their
stakeholders. Although the code is not mandatory to all not-for-profits as it relates to
those with charity status only, the working group leading its development
recommended that it should apply to not-for-profit organisations as it represents best
practice (Charities Regulator, 2018b).

Despite the impact of increased governance and compliance requirements, research
highlights that organisations within the not-for-profit sector are in favour of improving
standards by implementing good governance standards however concerns are
identified in relation to the ability of not-for-profit organisations to ensure compliance
and continue the same level of service provision within limited resources, without an
impact on frontline services (O’Connor, 2019). The reallocation of resources to
governance and compliance impacts on both the frontline services and the support

and development of those providing these services.

This increased governance and compliance has had a direct effect on organisations’
Talent Management strategies, specifically employee engagement. Talent
management strategies focus on all aspects of employee management, from
recruitment to retention of employees, and are a tool for organisations to ensure that
they have the right people at the right time to respond to the organisation’s
requirements (Armstrong, 2016). Employee engagement is a vital element of any
talent management strategy as engagement increases productivity and can lead to
better retention of employees. Research by Amarach (2017) highlights that the public

believe that salaries of those in the charity sectors are too high, that altruistic
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motivations should be more important than remuneration to staff in this sector and that
charities should be utilising volunteers to provide the majority of their work. This is
contrary to the findings in the same study which identifies that the public view is that
charities should be providing a professional, top-quality service which is achieved
through staff investment. This public perception points to an opinion that talent
investment is not important in the not-for-profit sector however a lack of investment in
staff has a negative impact on retention. Public perceptions are vital to the not-for-

profit sector as organisations are reliant on public funding.

Resources are required to implement talent management strategies however
resources allocated by funding agencies cover the cost of core work to deliver on
mission, not talent development. The Charities Governance Code highlights that good
governance assumes organisations have the elements of a talent management
strategy in place such as recruitment plans and training and development plans but

this is not always possible within limited resources (Charities Regulator, 2018a).

Whilst academic work on talent management strategies is increasing there remains a
lack of research conducted into the link between these strategies and the increased
governance and compliance requirements. This dissertation responds to the gap in
the literature. The researcher investigated talent management strategies within the
not-for-profit sector with a focus on employee engagement and how these are
impacted by additional governance and compliance requirements. Using a qualitative
research approach to investigating talent management strategies, employee
engagement and increasing governance and compliance requirements within the not-
for-profit sector, the researcher could demonstrate the lived reality for organisations

when responding to changing requirements.



Chapter 2 — Literature Review

2.1. Introduction

In May 2019, the Central Statistics Office reported that unemployment was at 4.4% in
Ireland which is classified as full employment (CSO, 2019). The shortage of available
talent due to full employment and the globalisation of markets increases competition
for talent acquisition resulting in a need for organisations to develop talent
management strategies which are strategic approaches to the recruitment,
engagement and retention of talent.

The implementation of talent management strategies enables organisations to be
proactive in ensuring they have the best talent to achieve their mission. This is equally
as important within profit driven organisations as not-for-profit organisations as both
set goals, and aim to achieve these goals, through the work of their people. Research
identified that organisations with talent management practices which focus on the
human resources within an organisation, and identify a commitment to this resource,
report having employees who are not only more engaged but also are retained by

organisations (Corporate Executive Board, 2004).

Employee engagement decreases the risk of turnover ensuring retention of talent
within the organisation. Turnover of staff impacts on organisations in numerous ways
such as the monetary and psychological costs (Huang, et al., 2006), readjustments
required within teams and the organisation (Chhabra N. L. and Mishra, 2008), loss of

organisational knowledge and work disruption (Allen, et al., 2010).

Not-for-profit organisations often work on behalf of the State to provide services which
are not provided in other sectors, often due to their lack of profitability. Due to
numerous factors such as the dependence of this sector on public funding through
both the State and public donations, there is a high level of accountability and

transparency expected by external stakeholders.

“Good governance involves putting in place systems and processes to ensure that

your charity achieves its charitable objectives with integrity and is managed in an



effective, efficient, accountable and transparent way.” (Charities Regulator, 2018a, p.
5)

Maintaining good governance ensures that an organisation has robust internal
policies, systems and processes in place to be compliant with external regulatory, legal
and funder requirements. As not-for-profit organisations are funded through public
funding, good governance is essential for the continuation of funding as it provides
accountability and transparency in relation to the allocation of resources.

The majority of the literature relating to talent management strategies focuses on the
for-profit sector (Poocharoen & Lee, 2013), however the limited literature pertaining to
the not-for-profit sector stresses the importance of proactivity in relation to developing

strategies to ultimately ensure social missions are achieved.

Accordingly, the literature review will explore the potential impact on organisations of
the increase in compliance and governance requirements in the not-for-profit sector
with a specific focus on employee engagement and document why research into their
impact on talent management strategies and employee engagement is of importance

for practitioners.
2.2. Talent Management Strategies

Talent management systems are in place in most organisations, although they are not
always recognised as formal strategies (Kamil, et al.,, 2011). There is no single
definition of talent management as authors define it according to their own
understanding (Lewis & Heckman, 2006; Aston & Morton, 2005).

The theory underpinning talent management is concerned with identifying the talents
of an employee and helping that employee to grow and use these talents to the
competitive advantage of the organisation (Scullion, et al., 2010). Israelite’s definition
of talent management concurs with that of Scullion et al., (2010) stating that it is “the
collection of things companies do that help employees do the best they can each and
every day in support of their own and the company’s goals and objectives.” (Israelite,

2010, p. 233). Using Israelites (2010) description of talent management, a strategy



should not solely focus on what is required to achieve the goals of an organisation,
but also a focus on the employee and their fulfilment.

Kamil et al., (2011) elaborate on the above definitions by suggesting that there are two
streams of thought on what is involved in talent management, the first being the
functions and practices within the human resource department which are applicable
to employees and the second is the present and future ability of an organisation to
each its goals Therefore, implementing a talent management strategy is a proactive

investment in employees to the benefit of the overall goals of the organisation.

Bussin (2014) furthers the importance of the proactive nature of talent management
strategies by identifying their primary function as the ability to attract, engage and
retain talent and require a proactive and planned approach to implement. The
objective of these strategies is to ensure that employees are effectively managed to
encourage them to grow to their full potential by developing the necessary skills
identified for the role and to keep employees engaged and motivated resulting in
employee retention. Armstrong (2016) suggests that talent management strategies
are essential as they help an organisation to achieve its end goal by understanding
and responding to its needs which ultimately allows the organisation to grow and
remain competitive. Talent Management strategies are therefore crucial to
organisations in carrying out their mission as they ensure organisations are equipped

with the personnel required to meet their needs.

These explanations and research provide a clear and simple description of talent
management strategies as a tool to enhance organisation outcomes by investing in

individuals which forms the basis of this study.
2.3. Importance of implementing Talent Management Strategies

The importance of implementing talent management strategies is something which
has been established throughout the literature and research to date. Within a growing
economy in which competition for staff increases, not-for-profit organisations must
rethink their attitude to human resource management, which historically was a
viewpoint that human resource management was a feature of for-profit organisations

only, to ensure that they remain competitive in attracting and retaining staff (Von
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Eckardstein & Brandl, 2004). Stahl (2013) supported this by outlining that within the
current employment climate, in which a war for talent exists, not-for-profit
organisations need to be better resourced by funding agencies for talent development,
to not only attract and retain employees, but also as this will contribute to the skills of
the workforce which ultimately influences social change. The work of Chandler,
Russell and Putnam-Walkerly (2012) is in line with Stahl (2013), additionally they
argue that for meaningful change to occur within the sector funding agencies need to
invest in a long term development plan for talent, not just one off training programmes
but a systemic approach to developing leaders and other employees within the not-
for-profit sector. King (2017) furthered the research into the importance of
implementing talent management strategies by focusing on the employee, concluding
that a strong system of talent management which includes a talent development
element is essential to ensure that employees see the organisation's commitment to

talent development is in line with its overall strategy.
2.4. Barriers to implementing Talent Management Strategies

All organisations require funding to carry out their purpose. In the not-for-profit sector
this is obtained through various sources which includes donations, fundraising, funder
agreements and earned monies through the activities of the organisation. Due to the
dependence of not-for-profit organisations on external funding, the capacity to

implement talent development strategies is limited.

In their research, Chang, Huang, and Kuo (2015) highlight areas which affect the
ability of not-for-profit organisations to design talent management strategies which
includes human resources relating to capacity and workload, and financial
environment relating to financial instability. The dependence on year to year funding
agreements creates an inability for not-for-profit organisations to strategically focus on
talent development. This negatively affects the ability of not-for-profit organisations to
attract and retain talent which results in a further strain on resources. This finding was
supported by Ban, Drahnak-Faller and Towers (2003) who found that organisations
reported that the restrictions imposed by funding agencies limited the use of resources
on management functions such as human resources. Novick O’Keefe (2015)

advanced this theory by identifying that the allocation of funds from direct provision of



services within not-for-profit organisations is taking away from the purpose of the
organisation and straining their already limited funding. This is echoed by The Wheel
(2019c) in their Budget 2020 submission which identifies a need to introduce a multi
annual funding arrangement on a three year cycle which will assist organisations with
future planning in which they could enable not-for-profit organisations to more
effectively recruit and retain staff.

When examining accountability in the not-for-profit sector, Ebrahim (2003) found that
accountability is also an additional factor which negatively affects organisations ability
to successfully implement talent management strategies. Ebrahim (2003) found this
to be the case when the organisation’s focus becomes fulfilling the short term reporting
requirements of the stakeholder instead of allowing an organisation to future plan in

areas such as talent development.

These issues are compounded by the low unemployment rate further added to
difficulty in attracting and retaining top talent. It is therefore crucial that not-for-profits
must invest in talent to ensure they remain viable and competitive. However, this is
difficult within the not-for-profit sector as funding within the sector is restricted with an

expectancy of the majority going to frontline services.

The literature revealed that due to the dependence of not-for-profit organisations on
external funding, their ability to implement talent development strategies is limited. The
not-for-profit sector in Ireland is also impacted by the increased governance and
compliance requirements and duplication of reporting due to the complex funding
streams within not-for-profits. This is a more significant issue for organisations with
multiple funders as these organisations are required to report information to each
funder in a different way. Not-for-profit organisations are further impacted by new
statutory regulations and legal requirements resulting in increased administration at

management level which reduces time for strategic development.

Having established a strong understanding of talent management strategies and the

barriers to their successful implementation in the not-for-profit sector it is next



necessary to explore the research conducted into the key drivers of employee

engagement in order to ascertain their importance in a talent management strategy.

2.5. Employee Engagement
2.5.1. Definition

Finding a single definition of employee engagement is as complex as finding a
common understanding of its impact within an organisation. Kahn (1990) provided the
first academic framework for employee engagement and described engagement as
“‘people employ and express themselves, physically, cognitively or emotionally during
role performances” (Kahn, 1990, p. 694). This concept is the foundation for employee

engagement studies.

Interest in employee engagement increased, the range of definitions and
understanding of engagement expanded. Employee engagement is described as “a
positive, fulfilling, work-related state of mind that is characterized by vigor, dedication,
and absorption.” (Schaufeli, Salanova, Gonzalez-Roma and Bakker (2002, p. 74)).
This definition is the most used within literature relating to employee engagement
according to a study by Bailey, Madden, Alfes and Fletcher (2015). An engaged
employee is a person who feels involved in the organisation and work, passion for the
role, committed to the organisation which are evident through their work (Mone &
London, 2009). These definitions focus directly on the employee and their levels of
empowerment, motivation and engagement. Conversely, Robinson, Perryman and
Hayday (2004) differ in their focus, stating that engagement is “A positive attitude held
by the employee towards the organisation and its values. An engaged employee is
aware of business context, and works with colleagues to improve performance within
the job for the benefit of the organization” (Robinson, et al., 2004, p. 9), a definition

which is more organisationally focused, placing its needs at the forefront.

Wegner (2011) outlines that employee engagement and retention are closely linked
with the former having a direct impact on the latter. Mathis and Jackson (2008) support
this stating that employee engagement is the method of encouraging an employee to

continue to work within the organisation. Retention benefits organisations as it retains
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knowledge, minimises disruption to teams and avoids the costs associated with

recruitment.

Despite the varying definitions and understandings of both how to engage employees
and why employers should engage employees, the commonality within the literature
is that at a basic level employee engagement is a psychological state in which the
employee is positively connected to the employer. Furthermore, there is an agreement
across literature that employee engagement has a positive impact on organisations
and individuals either directly or indirectly. A focus on employee engagement is
therefore an essential aspect within a talent management strategy.

2.5.2. Models and Theories of Engagement

A seminal work in the study of engagement is the (Kahn, 1990) Model of Employee
Engagement. (Kahn, 1990) outlined that certain psychological conditions are required
for engagement as outlined in figure 2. These psychological conditions;
meaningfulness, safety and availability are linked to elements of employment through
work elements, interpersonal relationships and individual interferences (Kahn, 1990).

The concept of meaningfulness is described by Kahn as “feeling that one is receiving
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a return on investment of one’s self in a currency of physical, cognitive, or emotional
energy” (Kahn, 1990, p. 703).

Psychological Conditions

Task Characteristics
Role Characteristics | 2 Meaningfulness
Work Interactions Engagement

Physical
Safety Lr: Emotional

Cognitive

interpersonal Relationships
Group and Intergroup Dynamics
Management Style and Process
Organizational Norms

Depletion of Physical Energy
Depletion of Emotional Energy
Individual Insecurity
Outside lives

Ayailability

g U

Figure 2 (Kahn, 1990) Model of Employee Engagement

Furthermore, social exchange theory suggests that people use rational decisions
when making choices about their relationships, including employment relationships,
based on an exchange process (Saks & Gruman, 2014). The employment relationship
is identified as a two-way interdependent relationship in which an employee feels an
obligation to an employer for resources provided in the relationship and if there is a
breakdown in this balance it will result in a disengaged employee (Saks & Gruman,
2014). Therefore, employee engagement is identified as being a two-way process with

potential for positive outcomes for both the employer and employee.

In the context of this research the requirement for meaningfulness is particularly
important as the research investigates the potential impact of the increase in
compliance and governance on employee engagement which is potentially impacted

by meaningfulness of work and mission alignment.
2.6. Drivers of employee engagement

Bailey et al. (2015) assessed the results of 214 studies relating to the factors which
impact employee engagement and concluded that there are 5 factor groupings which
they describe as the antecedents of employee engagement: psychological states; job

design; leadership; organisational and team factors and organisation interventions.
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These factors which are required for employee engagement can be linked to the
various theories of engagement including the Jobs Demands-Resources model (B. &
Evangelia, 2007) and the Ultrecht Work Engagement Scale (Maslach, et al., 2001)

and are evidenced through research Bailey et al. (2015).

Individual psychological states are mostly attributed to positive perceptions of a
person’s ability, self-efficacy and resilience with enjoyment of work also being
identified as important to employee engagement (Bailey, et al., 2015). Schaufeli and
Bakker define work engagement as “the psychological state that accompanies the

behavioural investment of personal energy” (Schaufeli & Bakker, 2010, p. 22)

Job design is a predetermined outline of what a job role involves and how it relates to
the structures within the organisation which includes duties, how the role is to be
performed, supports in place and resources available (CIPD, 2020a). ). The Charities
Governance Code (Charities Regulator, 2018a) outlines that it is crucial for good
governance that employees have clarity in relation to their roles. Research finds that
job design can have a large impact on the behaviours and attitudes of an employee
(Campion, et al., 2005). According to (Shantz, et al., 2013), the Jobs Characteristics
Model developed by Hackman and Oldman in 1980 is the basis for most of the
research in the area of job design that followed it. The elements of job design; skill
variety, task identity, task significance, autonomy and feedback, as outlined in the Jobs
Characteristics Model, result in an employee experiencing feelings of meaningfulness,
responsibility and connection to results which impacts on organisation results (Shantz,
et al., 2013). Job design can therefore provide structure for employees to work within
which can increase engagement, achievement and satisfaction for the individual and

results in efficiency and accountability for an organisation (Shantz, et al., 2013).

Leadership has a significant impact on employee engagement as it impacts on work
experiences (Tims, etal., 2011) and has the potential for loss of talent if bad leadership
exists (Hay, 2002). (CIPD, 2020b) outline that a variety of successful and unsuccessful
approaches are adopted by leaders which makes it difficult to provide a common
definition of effective leadership however leadership is described as having the

capability to impact on the achievements of people towards a mutual objective.
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A range of individual perceptions of organisational and team factors are also found to
influence employee engagement including the psychological contract, remuneration,
value alignment, employee voice and organisational support (Bailey, et al., 2015).

Employee engagement interventions are described as organisational initiatives aimed
at enhancing engagement levels, examples of such are training and development
programmes, new ways of working or communication strategies, particularly those
aimed at increasing employee voice (Bailey, et al., 2015). There are few studies which
focus on the impact of interventions on increasing employee engagement however
there is increasing interest in this area due to the belief that interventions improve
employee engagement which impacts on company outputs.

2.6.1. Employee engagement in the not-for-profit sector

Current literature and research regarding employee engagement focus more heavily
on the for-profit sector (Park, et al., 2018), potentially due to the link between employee
engagement and increasing company performance with profitability as a common
measure. Since it was associated with an increase in profitability for organisations by
Harter, Schmidt & Hayes (2002) there is a noticeable increase in interest in the area
which has resulted in a multitude of studies in relation to the concept. These studies
have a wide range of suggested impacts such as engagement driving positive
outcomes for individuals and organisations (Saks & Gruman, 2014), increasing
profitability (Hill & Birkinshaw, 2012), lowering employee turnover (Baumruk, 2004)

and increasing competitive advantage (Yapp, 2009).

Despite the evidence of the benefits of employee engagement to organisation
success, which when related to not-for-profit organisations results in a benefit to
society, there is a little research in the area which concerns the not-for-profit sector
(Nonprofit HR, 2016; Selander, 2015). This may be because not-for-profit
organisations driven by their mission to serve society, not profit (Selander, 2015) and
the focus of employee engagement research is predominantly on increasing

profitability.

There are significant differences in the desired outcomes and available resources in

not-for-profits as compared to for-profit organisations which together have the potential
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to impact on the strategies within these organisations (Park, et al., 2018). This is
supported by (Ridder & McCandless, 2010; Selander, 2015) who state that not-for-
profit organisations reduce the use of human resources development strategies due

to costs associated with these strategies.

Furthermore, a distinction is evident between for-profit and not-for-profit organisations
as the latter are more susceptible to employees departing organisations due to work
engagement (Kim, 2014; Nonprofit HR, 2016). This provides evidence that the work
engagement of employees in the not-for-profit sector is driven by intrinsic motivation
rather than organisational investment. Selander (2015) supported this finding that not-
for-profit organisations attract employees due to their alignment of the organisations
goals and mission and allowing employees to carry out these goals results in a feeling

of work being meaningful.

Due to the significance of intrinsic motivation to working within the not-for-profit sector,
it is difficult to use existing models of measuring engagement in not-for-profit
organisations (Park, et al., 2018). Therefore, a unique approach to understanding work

engagement in the not-for-profit sector is required.
2.7. Conclusion

The research revealed there is an increase in the requirements for reporting and
increased standards in relation to governance in the not-for-profit sector. The
increased compliance requirements result in strain on the resources of not-for-profits
in all aspects of service delivery including talent management strategies. Internal
resources including people are reallocated to ensure compliance with regulations
however there is no further resources given by funders to offset this. The purpose of
not-for-profits is to provide the best service to those within this target group and this

should be supported by competent and engaged staff.

The literature identifies that numerous factors including public mistrust, changing
funder requirements and regulatory changes have contributed to an increase in the
governance and compliance requirements in the not-for-profit sector. These factors
have resulted in financial and administrative repercussions on the sector as evidenced

by research by such as (O’Connor, 2019; Indecon, 2019). This is further demonstrated
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by the Irish not-for-profit sector calling for support from the government to address
these issues. (Indecon, 2019; The Wheel, 2019a).

The literature review examined the concept of talent management strategies and
employee engagement and their impact within organisations. The literature revealed
that talent management strategies are crucial to the success and future capabilities of
not-for-profit organisations. Furthermore, it identified that engagement and retention
are key aspects within these strategies whilst revealing a number of barriers to their
successful implementation, notably a lack of strategic funding, the duplication of work
resources and increased governance and legislation. Although the not-for-profit sector
agrees that a business type approach with greater accountability to stakeholders may
improve effectiveness (Cunningham, 1999), the sector believes that this cannot be
achieved without additional resources without impacting on service provision
(Indecon, 2019).

Whilst research into the not-for-profit sector is increasing the literature revealed a lack
of research conducted into the impact of increased governance on talent management
strategies and employee engagement, instead it primarily focused on their financial
implications. To address this the researcher is posing the specific questions to gain
insight into whether the reallocation of resources for compliance purposes is having
an impact on employee engagement and retention and how this knowledge could be

of value to the sector.
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Chapter 3 — Methodology

3.1. Research Problem

The literature review revealed that the not-for-profit sector is identifying a significant
risk to the sector's ability to continue to provide service provision without adequate
resources to offset the impact of increased administration due to changing regulations.
Significantly, the literature reflects a view that talent management strategies enhance
an organisation's ability to achieve their goals, particularly in the not-for-profit sector
which relies on intrinsic motivators to attract and retain talent. A core element to
achieving this is employee engagement which if achieved can result in a reduction of

employee turnover.

The research problem seeks to identify if talent management strategies and employee
engagement are impacted as a result of increased compliance and governance

requirements in the not-for-profit sector.
3.2. Research Obijectives

The research problem will be addressed by examining the following research

guestions:

e Are talent management strategies necessary within the not-for-profit sector?

e What are the barriers to implementing talent management strategies within the
not-for-profit sector?

e What are the factors leading to employee engagement within the not-for-profit
sector?

e Does the identified increased governance and compliance requirements impact
on talent management strategies and employee engagement within the not-for-

profit sector?
3.3. Research Background

To answer the research problem, do increased governance and compliance
requirements impact on talent management strategies and employee engagement, it

is imperative to first look at the philosophical framework, analyse the possible data
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collection methods and select the most appropriate approach based on the research
objectives. As identified in the literature review through exploration of employee
engagement measurement tools, traditional methods of measuring employee
engagement may not be applicable. This is due to the difference between the drivers
of engagement within the not-for-profit sector as compared to the for-profit sector
which most tools are designed to analyse. Furthermore, given the lack of previous
research to use as a comparator the researcher selected an exploratory approach to

investigate the research problem.

The researcher took due consideration of the techniques for choosing a research area
outlined by Saunders, Lewis and Thornhill (2009) which encourages a researcher to
take a holistic approach to formulating a research topic. As per figure 3, the researcher
discussed the key issues impacting on the not-for-profit sector with colleagues within
the sector, identified personal strengths and interests through revisiting previous areas
of study and selected an area which is identified in literature as important. (Saunders,
et al., 2015, p. 31)

Rational thinking Creative thinking

Examining your own strengths and interests Keeping a notebook of your ideas
Examining staff research interests Exploring personal preferences using past

Looking at past project titles projects

Exploring relevance to business using the

Discussion ;
literature

Searching existing literature
Relevance trees

Scanning the media . A
Brainstorming

Figure 3: More frequently used techniques for generating and refining research ideas (Saunders, et al., 2015, p.
31)

According to Flick (2011) research questions should address socially relevant issues.
The researcher’s interest in the work within the not-for-profit sector led to looking at
current areas of concern within the sector. Through exploration into current literature
it was identified that there is an issue relating to an increase in compliance and
governance requirements within the not-for-profit sector. The researcher engaged in
further exploration of talent management and employee engagement studies within
the not-for-profit sector which generated an understanding of the importance of these

concepts within the sector and identified a lack of research in this area. To further the
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understanding of the impact of the increased governance and compliance
requirements in the not-for-profit sector the researcher chose to look at an area not
previously studied to contribute to the research within the sector.

Quinlan (2011) highlights that it is important to reflect on personal motivations for
research as a variety of factors impact on our understanding of the social world such
as class, gender, age, family life and a number of other factors. As a HR Manager
within the not-for-profit sector, the area of study was selected as the researcher has
experience of the increased reporting requirements, has identified the impact on
others within the sector and would like to gain a better understanding of the impact on
organisations to facilitate discussions within the area. The researcher chose the
research area as a way to meaningfully contribute information which may lead to
further study in the area, suggest solutions based on lived issues or highlight the
issues further to strengthen the current appeals for support within the sector.

3.4. Research Philosophy

Research is a process of systematic analysis of a subject which involves the collection
of data, analysis of that data collected and an interpretation of the information
(Saunders, et al., 2015). Philosophy is a belief system based on the interpretation of
reality (Collis & Hussey, 2014). Research paradigms are philosophical frameworks
that direct research and how it should be managed (Collis & Hussey, 2014). The
purpose of completing research is to increase knowledge of a subject area through
efficient and structured investigation (Collis & Hussey, 2014). It is therefore imperative
that the researcher first recognises the approach which best fits the area of research,

the potential limitations of the approach and subsequently what to do with the data.

Research has a multitude of layers with each contributing to the approach of gathering
and processing information to ensure the best possible method of addressing the
research question. The Research Onion developed by Saunders et al. (2015), as set
out in figure 4, highlights the different considerations involved in moving from a
research idea to a completed piece of research and outlines that the philosophical

underpinnings of the research should shape the final piece of research.
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Figure 4: Research onion - (Saunders, 2015, p. 124)

“A research paradigm is a framework that guides how research should be conducted
based upon people’s philosophies and their assumptions about the world and the
nature of knowledge” (Collis & Hussey, 2014, p. 43). The choice of research
philosophy selected is based on the researcher’s views and interpretations of the world
which is important as this identifies the assumptions made by the researcher in the

approach and strategy throughout the research (Saunders, et al., 2015).

Ontology and Epistemology are philosophical approaches which underpin a research
topic. With a focus on the research question and research aims, these philosophical
approaches allow a researcher to decide on the most relevant approach to be adopted

and why this approach will work best (Saunders, et al., 2009).

Ontology reflects an understanding by a person as to what constitutes reality and
“raises basic questions about the nature of reality and the nature of the human being
in the world” (Denzin, 2005, p. 183) Epistemology is making sense of our world and is
“a way of understanding and explaining how | know what | know” (Crotty, 1998, p. 3).

Ontological beliefs, which are concerned with the nature of reality and epistemological
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beliefs, which are concerned with what we can possibly know, must be approached in
relation to the researcher’s worldview (Crotty, 1998). Although both are distinct
philosophies, King and Horrocks (2010) identify the approaches as interlinked
therefore ontological and epistemological assumptions should all be examined within

the process.
3.4.1. Ontology - Subjectivism

Ontology is a way to view research philosophy which contains various paradigms.
These paradigms include objectivism and subjectivism. Objectivism is a view of a
reality which is experienced through the senses, quantifiable and exists independent
to its observer (Collis & Hussey, 2014). In taking an objectivist approach a researcher
focuses on explanation and control. A subjective view identifies reality as dependent
on the observer who engages social reality through cognition (Collis & Hussey, 2014).
Subjectivism therefore takes more of a qualitative approach as the data is not easily

guantified.

The researcher chose a subjective approach which Saunders et al. (2009) suggests
situations are created by what we perceive and how we react. Although an objectivist
approach may have fit with the idea of the research subjects working within a more
controlled and regulated environment which dictates their existence, this study focuses
on the resulting impact on employee’s conscious or unconscious engagement or

disengagement which the researcher determines is a subjective view.
3.4.2. Epistemology - Interpretivism

Epistemology relates to what a researcher classifies or does not classify as knowledge
and it focuses on the information which is recognised to be true (Collis & Hussey,
2014). This philosophical approach is based on three paradigms; interpretivism,
positivism and realism. When considering an epistemological approach to the
research, the researcher considered the findings from the literature review. The impact
of increased compliance and governance requirements on organisations is a national
issue which is researched to an extent with supporting evidence from bodies such as
The Wheel who advocate for change, however the impact of the regulations in relation

to employee engagement and employee retention is not researched and therefore the
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researcher determined the approach to the research should be interpretivist.
Interpretivism identifies that individuals are complex and unique with different reasons
for their actions as opposed to a positivist view that society defines individual actions
(Collis & Hussey, 2014). Positivism also requires credible data and facts from
observable occurrences however an interpretive approach considers subjective
meaning in situations and identifies the motivations and reality with the detail which is

why it was chosen.

This is particularly relevant to this research as the research is trying to ascertain
information relating to a question which is not previously measured so the parameters
are undefined. A positivist approach is not appropriate as it requires access to existing
theory and requires data to be observed to be credible according to Saunders et al.,
(2009). Furthermore, a positivist approach requires value free research and as the
researcher has identified the subject area has directly impacted on their work so
although the research will endeavour to provide a value free approach, this will be
difficult to ensure. Although an argument for a positivist approach could be made as
disengagement has possible measurable outcomes such as loss of employees or
increased sick leave, the researcher determined that this data may not be readily

available so therefore does not change the position of an interpretive approach.

Realism was also considered as a philosophical position to ground the research
however the research aim is to collect opinion and identify consequences for
individuals and therefore the reality of the research is coming directly from people and

the human mind.
3.5. Research Approach - Inductive Reasoning

Research takes different approaches depending on the approach to the topic that the
researcher decides is most applicable. According to Saunders et al. (2009) the
literature review is critical to the research approach taken by a researcher as it outlines
trends, results of previous studies and other key insights into the area of research.
This allows the researcher to determine if a deductive or inductive approach is more

applicable to the research.
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Inductive reasoning involves the researcher developing a theory through research in
contrast to deductive reasoning which tests an existing theory. Deductive reasoning
may start with a hypothesis and use the data collection to confirm or deny the theory
however inductive reasoning is based on an idea and uses the data collected to gain
more insight and generate theory (Collis & Hussey, 2014). An inductive approach is
used within this study as although the researcher found information relating to the
impact of increased governance and compliance requirements within the not-for-profit
sector, the previous research did not examine the impact in relation to talent
management strategies or employee engagement.

Saunders, Lewis and Thornhill (2007) outline that inductive reasoning allows a
researcher to gather information from individuals, potentially organise this information
into themes and develop theory or generalisations as a result. This is in contrast to
deductive research which uses theory to outline the framework of research and this is
used to investigate or verify a theory (Saunders, et al., 2009).

3.6. Research Purpose - Exploratory

Saunders et al. (2009) outline three purposes for conducting research; exploratory,
explanatory or descriptive studies. The choice of method depends on how the
researcher wants to use the information and what information is important to complete
the research. Exploratory research is conducted in situations in which there is not
enough information known about a phenomenon and so it requires exploration
(Saunders, et al., 2007). The aim of this research is to further explore an area which
is previously not researched to provide insight. Explanatory research builds on
exploratory and descriptive research as it asks why and how phenomenon occurs.
Explanatory research is not a viable option as there is not enough evidence within the
area being researched to build on in an explanatory way. Finally, descriptive research
looks at a phenomenon and seeks to explain what is happening without necessarily
defining why this phenomenon is occurring. The researcher determined this was not
appropriate to this study as the understanding as to why the issue is occurring is

essential to the research.
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Following careful consideration of the application to all three methods outlined above
in relation to their role in allowing the researcher to answer the research problem it
was determined that exploratory research was the appropriate purpose for this

research as it involves the exploration of areas where key research is lacking.
3.7. Research Design

Qualitative research allows a researcher more flexibility to gather information related
to the topic. Given the complexity of the research topic it was deemed necessary to
select a method which would allow the researcher to determine and gain a strong
understanding of the impact of governance and compliance requirements both in a
general way and specifically in relation to employee engagement and retention.

According to Holliday (2007) due to its complex nature, human and organisational
behaviour cannot be understood using a list of structured questions and quantitative
methods. Additionally, Dudwick, Kuehnast, Jones and Woolcock (2006) note that
many of the characteristics of people, organisations and their intricacies, opinions and
beliefs cannot be adequately understood by a series of quantitative data, instead they
must gain an in-depth knowledge of the participants' experience. Qualitative research
allows a researcher to explore and experience a respondent’s position in ways which
are different to quantitative research (Hackley 2001 and Cahill 1996). The reason for
this is primarily due to its broad and open-ended nature. Interviewees can discuss
issues which affect them most as a result of not having a finite set of issues to explore
(Yauch & Steudel, 2003).

Given that it was imperative for the researcher to gain an in depth understanding of
the impact of governance and compliance requirements on talent management
strategies in the not-for-profit sector it was determined that qualitative research, using
semi-structured interviews enabled the researcher to collect in depth data relating to
the topic which could not be gathered through quantitative methods. The researcher
recognised a lack of previous research in this area so therefore there was no previous
assessment tools on which to model quantitative research. Although consideration
was given to assessing the engagement levels of employees through quantitative

assessment tools, the research area was to not to measure employee engagement
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but instead the impact of increased compliance and governance requirements on
employee engagement and therefore these tools were deemed invalid for this
research piece.

3.8. Research method — Inductive

Following consideration of inductive or deductive approaches to data collection and
determining that inductive research is most applicable to this research, the researcher
selected semi-structured interviews as the data collection method. Interviews are
completed to examine phenomena and subsequently the data collected can be
examined to identify themes highlighted by participants (Flick, 2011). Choosing a
semi-structured interview method allows the interviewer flexibility to both ask
guestions to ascertain information required and be guided by the interviewee on their
perspective (Quinlan, 2011) and as it does not focus on building on previous research
it allowed more flexibility.

Unstructured interviews were considered as a viable data collection method as the
informal nature of these interviews allows the interviewer to establish a good rapport
with the interviewee which can lead to good insights however the absence of
standardised questions can question the reliability of the interviews (Saunders, et al.,
2009). As the research looks at both talent management strategies and employee
engagement it is beneficial to the process to have guide questions to ensure all areas
of interest are discussed. This provides both the interviewer and interviewee an

understanding of the requirements of the research.

Structured interviews were also considered. These are fixed in their content which
allows easy replication across different sample sizes as required and the consistency
in questions allows the researcher to compare data easily however the structure of
these interviews limits the scope of the data and forces the participants to choose a

predetermined answer from a set of answers provided (Saunders, et al., 2009).

The use of semi-structured interviews is in line with the choice of the exploratory
approach to this research and allows for the researcher to guide the interview with
specific questions however the researcher is aware that an unstructured interview is

usually favoured in exploratory research as it has greater depth into the subject. This
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method of collecting qualitative data will ensure that the information recorded covers
the specific areas which will inform the research question however the interviewee will
also have the opportunity to identify key points that they feel are relevant which the

researcher may not have covered in the structured element.
3.9. Sampling - Non-probability

Sampling is the process of selecting a population on which to base research which
may be deemed representative of a larger population if required. The need for
sampling comes from the limited access researchers may have to time, money or
participants (Saunders, et al., 2009). According to Quinlan (2011) ensuring that the
sample is representative is the key issue.

Snowball sampling is a method of sampling that requires each participant to refer the
next participant to participate in the study. The researcher determined that although
this method could be beneficial in terms of finding participants, however, Saunders et
al., (2009) identify that snowball sampling could potentially lead to bias within the
research as the participants are likely to suggest further participants similar to

themselves. Accordingly, this method of sampling was not selected.

Probability is a sampling technique requiring a researcher to ensure that every
member of the population has equal chance of selection (Quinlan, 2011). It was
deemed an inappropriate sampling method for this study as this research is being
conducted as part of a Master's Degree programme, the researcher has a limited

scope for accessing the population that would be required for a probability sample.

Non-probability sampling differs from probability and snowball sampling as it allows
the researcher more flexibility in their decision on who to include in their data collection.
This flexibility was imperative given the researchers access to participants and
accordingly this sampling method was determined the most appropriate method for

this study.

The researcher will use a judgemental approach to sampling which as outlined by
Quinlan (2011) allows the researcher to include participants based on criteria relevant

to the research. As specified, the research focuses on senior management
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observations of the impact of increased reporting requirements on employee

engagement and retention.

The researcher intends on using a sample size of 8 interviewees in senior
management roles in the not-for-profit sector. As per figure 5, a self-selection sampling
size is sufficient to provide a sufficient sample where the data does not need to be
collected from the entire population, does not require statistical inferences to be made
from the sample, does not require a sample to be representative and is based on an

exploratory approach.
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Figure 5: Selecting a non-probability sample (Saunders, 2009, p234)

3.10. Data Collection

To allow the researcher to be fully immersed in the interviews the use of video calling
was agreed ahead of time with interviewees via a completed consent form. The
interviewer set out boundaries in relation to the process and discussed them with

interviewees prior to taking part. All interviews were conducted online via Zoom or
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Microsoft teams depending on the preference of the interviewee. The interviewer

recorded the audio using the recording function on the interviewer’s phone.

This data collection method gave the interviewer the flexibility to engage with
participants and to listen to the interview recordings at a later stage to ensure of
recorded data. The interviewer compiled the data into a spreadsheet which was coded

by interview questions and emerging themes.
3.11. Validity, Reliability and Bias

Validity refers to the extent to which the research findings accurately represent the
variables that they were intended to represent (Ghauri & Gronhaug, 2005). The
relationship between validity and bias is important as a researcher must be aware of
bias prior to conducting research to ensure the research method, which in this
research is semi-structured interviews, is bias free. To ensure the interview process is
free of bias, the interviewer ensured that the questions generated were focused on the

topic but general and unassuming in their wording.

Reliability refers to the extent to which the data collected will be consistent if tested
again using the same methods (Saunders, et al., 2009). Reliability can be both
internal, based on how accurately your research measures what you intended it to
measure and external, the research method can be generalised beyond your current
work. Bias as this can have a significant impact on reliability and should be considered
during research design. A lack of structure in the research process can result in bias
from the interviewer, interviewee or through participation. The researcher’s awareness
of the potential for bias and requirement of reliability of process provided the
researcher with an understanding of best practice prior to choosing a research
method. The researcher developed questions for the interviews which were provided
to a supervisor for feedback and finally tested these questions in a test interview prior
to the research interviews. The research questions were required to be easily
understood, neutral and should not put the interviewee at a disadvantage. The process
should ensure the interviewee feels comfortable in answering the questions as any
negative feelings have the potential to impact on the result. It is essential for a

researcher to self-identify any personal opinions which may impact on research in the
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form of bias as this awareness and self-reflection allows the process to be consistent
and reliable.

3.12. Ethics

Ethical considerations should be at the core of research development and be evident
throughout the process, from proposing a research idea, analysing and recording the
data collection to publishing the findings. The researcher considered the area of

research and the method of research prior to submitting a research proposal.
3.12.1. Anonymity and confidentiality

The research participants were assured of their anonymity in writing and this was
further emphasised at the interview stage. Participant anonymity was maintained
throughout the process. The assurance of anonymity and confidentiality allows
participants to be open and honest during the interview process due to an increased
sense of security. This increases the chances of obtaining valid and unbiased data.
The data was processed and used within the research analysis in a way to ensure that

participants were not identifiable at any stage.
3.12.2. Consent

Consent forms (see appendix 1) were designed and provided to potential participants
prior to their agreement to participate. In addition to the consent form, the researcher
provided research information sheets (see appendix 2) which outlined the context of
the research and the area of research. The two documents ensured that the
participants were fully informed of the reasons for the research and additionally, how
they would be contributing if agreeable. The documents outlined the method of data
collection, how the data would be used by the researcher and how the data would be
stored. The patrticipants returned the consent forms prior to participating. This was not
done at the interview stage as video interviewing was mostly utilised due to COVID-

19 restrictions.

At the beginning of each interview the participants were reminded that with their
permission the interview would be recorded and asked to again give their voluntary

consent to which all agreed. The audio only from each interview was recorded. At the
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end of each interview, participants were assured that their data would remain

confidential and anonymous.

Participants were informed that they had a right to withdraw their input at any point

throughout the process without redress.
3.13. Demographics:

There was an even representation of male and female participants with 4 female and
4 males. All participants interviewed have a senior management role in the not-for-

profit sector.
3.14. Interview format

Following extensive consideration of the ethical issues in relation to semi-structured
interviews, the interviewer conducted a pilot interview. The pilot interview was
conducted with an independent person to both assess the content of the interview
through testing the questions and to gain feedback on how the process was

conducted.

Eight semi-structured interviews were conducted between the 29" June and 23" July,
2020. During the interviews, participants commented on the wider sector as well as
their own organisations as the majority of participants had a significant amount of
experience working in the not-for-profit sector. The interviews were hosted via an
online video platform of the interviewee’s preference. The interviews were scheduled
for 40 minutes however they ranged in duration from 30 minutes to 55 minutes. The
interview’s audio was recorded which was discussed with participants. All participants
provided consent prior to recording the sessions. A total of 15 questions were used,
see appendix 3, which allowed time for flexibility in probing of areas of interest to the
research. The questions were designed to explore the main areas of the study, which
are talent management strategies and employee engagement and to assess if there
was an impact within these areas due to the increase in compliance and governance
requirements within the not-for-profit sector. The question structure allowed the
interviewer to establish a rapport with the participant by gaining an insight into their

roles. The researcher was aware that the terminology used may not be commonly
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understood so each participant was guided by general definitions which are outlined
in the question list (see appendix 3). The structure of the questions was of the utmost
importance for the interviewer as it allowed participants to provide information on
processes and structures within their employment relating to the main areas of study
before moving on to see if these structures are impacted by increased compliance and

governance.
3.15. Data Analysis

Saunders et al., (2009) outline that following the data collection process the researcher
must summarise, categorise and organise the data. The researcher used a thematic
approach to analysing the data which allows qualitative data to be organised by

identifying themes and similar responses within the data (Maguire & Delahunt, 2017).

As the data collected was subjective and not easily categorised the interviewer began
the analysis by recording the responses to questions and linked information into a
spreadsheet before analysing this information further and identifying themes. This
involved systematically searching the data and arranging the information by coding
the themes. Open coding was initially used to organise the data and make sense of
the information. Axial coding allowed the researcher to set themes and start to link the
information. Following this the researcher implemented selective coding to connect

the categories of data and find links between themes and categories.

By developing these rigorous methodological guidelines and by demonstrating
rigorous judgmental standards throughout the research process the researcher

ensured the findings would hold validity for academics and practitioners.
3.16. Limitations

The research looks at the senior management perspective of the impact of the
increase in governance and compliance requirements on employee engagement. The
absence of data from other levels of employees may have an impact on external

reliability and could create different results if the participant base was expanded.

COVID-19 impacted on the sample size due to the additional workload of not-for-profit

organisations during the pandemic response. A sample size of 10 participants was
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outlined in the research proposal but this was not achieved due to availability issues
for both the researcher and the participants.
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Chapter 4. Findings, Analysis and Implications

4.1. Core findings

4.1.1. Employee motivations for working in not-for-profit sector

The overall aim of this research was to investigate if talent management strategies,
with a particular focus on employee engagement, are impacted by increased
compliance and governance requirements. To investigate this the researcher first
established the motivations for employees to work in the not-for-profit sector which,
according to Indecon (2019), has lower salaries and less favourable terms and
conditions for comparable roles than the for-profit sector.

All participants outlined that a connection to the mission of the organisation was the
main motivator to working within the not-for-profit sector, with the majority of
participants stating that the mission of their organisation was a focus on creating a
more equal society through different means depending on the organisation. Participant
1 described the motivation for working in the not-for-profit sector as having “the
vocation to do something with their careers that isn’t necessarily about income
generation, it's about having that deeper fulfilment.” Participant 5 states that the
motivation to work within the sector is “a wish and a respect for other people that they
want that life could be better, not in kind of a do-goodery sense but more in the sense
of a recognition that society is unequal and that by choosing to work in this work that

it is one way of addressing that inequality”

The ability to try to make a difference in society was the core motivation identified for
working within the not-for-profit sector. Following discussion relating to employee
engagement with the participants the researcher asked if the identified increase in
compliance and governance requirements impact on the organisations ability to deliver
on mission. All participants felt that there was an impact or potential impact to service
delivery as a result of changing requirements which impacts on the mission of
organisations with a belief that employees could become disengaged which could
result in a loss of employees. Participate 4 outlines this by stating that it “potentially
has the issue that you won’t be able to recruit or retain employees or they’d get fed up

all this level of compliance that they’re being asked” (to contribute).
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4.2. Talent Management Strategies

All participants described talent management strategies as important within the not-
for-profit sector with several identifying that they are more important than in the for-
profit sector however only 2 of 8 organisations recognised having a formal strategy.
Retention of staff was identified as the most important element of the strategy, whether
formal or informal, and employee engagement was seen as crucial to retention. The
majority of participants identified that the sector could not be as competitive with terms
and conditions as other sectors so therefore focusing on other areas such as training
and development, support and supervision, acknowledging staff and creating
progression opportunities. Although as later discussed there is an impact on the ability
to provide elements of a talent management strategy, there is no indication of
increased compliance and governance requirements impacting on the ability to
implement a formal strategy. Therefore, the researcher concluded that talent
management strategies whether formal or informal in their structure and appearance
are of fundamental importance to not-for-profit organisations and accordingly are

crucial to both employee engagement and retention.
4.3. Themes

Having established employee motivations for working in not-for-profit organisations
and determining the importance of talent management strategies in this sector the
researcher used thematic analysis to collate the data and identify themes pertaining
to the research problem and objectives from the respondent’s interviews. Three main

themes were evident which are as follows;
e Job /role satisfaction
e Leadership capacity
e Impact on resources — time, human and financial

These three themes will now be discussed and analysed in relation to the research

problem with key findings and implications drawn from each.
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4.3.1. Job and role satisfaction

The literature review outlines that employee engagement is driven by a number of
factors including job design. CIPD (2020a) describes job design as an important
element of an organisation's strategy as it impacts not only on the performance of an
organisation but outlines that it is also linked to job satisfaction. Job satisfaction is the
degree to which an employee enjoys their work according to Garnett, Abraham and
Abraham (2016) and it is influenced by factors such as work, salary, relationships,
views of the organisation, work conditions and supervision (Locke, 1976). Evidence
links job satisfaction to the effectiveness of both employees and the organisations in
which they work (Harrison, et al., 2006). Furthermore Garnett et al. (2016) outline that
the amount to which the role and environment satisfies a person’s employment
desires, values and personal characteristics influences the degree of job satisfaction
a person experiences. Three key findings emerged from analysing this theme which
are analysed below with implications provided for each.

Finding 1 - Job role satisfaction is a key driver of employee engagement in the

not-for-profit sector.

The first key finding within this theme is the importance of job role satisfaction to
employee engagement amongst employees in the not-for-profit sector. This was
evident throughout the research findings, supporting the work of (Garnett, et al., 2016)
and (Harrison, et al., 2006). As previously noted in the research, the ability to try to
make a difference in society is the core motivation identified for working within the not-
for-profit sector. Employee engagement is closely linked to the motivation to work in
the sector by participants and is described as the reason people continue to work
within the sector with less competitive terms and conditions to other sectors. All
participants outlined that employee engagement was achieved through a connection
to the mission and working to achieve the mission which was outlined as a key function

of all roles.

Working within the not-for-profit sector is recognised as a way to give back to society
and participants recognised that employees want to make a difference in the lives of

others. A total of 5 of the 9 participants outlined that there must be an ability for staff
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to stay connected to the mission as a main focus of their role to remain engaged.
Critically for the not-for-profit industry the majority of the participants, with the
exception of one, highlighted that without job and role satisfaction employees become

disengaged.

Research shows that job design factors such as job resources and job demands
outlined in the Job Demands-Resources model have an impact on engagement
(Bailey, et al., 2015). Throughout the research interviews participants made reference
to increased compliance and governance having a significant impact on job design
and job satisfaction that the overall opinion was that compliance requirements create
disengagement.

Participant 2 outlines that “when people come in to the organisation they have a certain
expectation that they’re going to be spending the vast majority of their time working
with the clients and making a difference in people’s lives but in actual fact that’s true
obviously but it's definite the capacity of your working week to do that has diminished
because of the amount of compliance, paperwork and reporting that you have to put
in place.” Participant 7 outlines in relation to meeting governance and compliance
requirements “that it takes you away from actually doing your job, actually being able
to reach what you’re meant to be doing, your mission all that kind of stuff it takes your
away from that”. Participant 6 added further weight to this argument stating that “For
people who are highly motivated to make a difference in people’s lives they do not see
that as making a difference in people’s lives and that is a frustration.” Therefore, all
participants believe that the ability to deliver on its mission and goals of the
organisation is eroded by the increase in compliance and governance requirements.
Participants outlined that diverting time and resources to reporting and administration
work impacts their ability to perform their role, provide effective service delivery and

crucially creates disengagement and job dissatisfaction.

The implication of this finding for not-for-profit organisations is that if the increase in
compliance and governance erodes the ability to perform mission focused work,
employees can become disengaged. In order to keep employees engaged not-for-
profit organisations must ensure employees job design is reflective of the work

required and when possible demonstrate how their work is benefiting others.
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Finding 2 - Job role disengagement affects the retention of employees in the
not-for-profit sector.

The second key finding within this theme is the adverse effect that increased
compliance and administration duties have on employee retention. Pressingly for not-
for-profit organisations the researcher found that the most damaging effect of
disengagement due to changing job tasks is the potential loss of talent. This was
illustrated by participant 2 who outlined that the increased focus on compliance and
paperwork is identified on the majority of exit interviews as a reason for leaving the
organisation. P2 explained exit interviews highlighted that the reality within which
employees must work, with high levels of compliance and governance reducing

frontline service provision, leads to lack of retention.

The implication of this finding is worrying for both organisations and funding bodies
particularly as the not-for-profit sector is not as financially competitive as other sectors.
Crucially organisations must respect the passion of their employees to make a
difference in the lives of others as this is their main motivation for working in the sector
and ensure clear communication, upskilling and consistent alignment to their goals in

order to increase retention and avoid the loss of employee’s organisations.

Finding 3 - Effective upskilling and recruitment can combat the negative effects

of increased compliance.

The final key finding within this theme is although the increasing governance and
compliance requirements are an issue for employees the researcher discovered the
importance of effective recruitment and upskilling in helping address this issue. This
was illustrated by Participant 5 who highlighted that organisations need to make these
requirements clear as part of the recruitment process and upskill staff when necessary
to meet the new demands as some organisations “blindly ignore that and stumble
along with probably an incorrect skill set”. Crucially for organisations this participant
outlines that disengagement can occur in these situations when employers are
unrealistic about the requirements of a role. Participant 6 supported this outlining that
“there is frustration and feeling that they don’t have the skills but have to do it and the

knock on effect is frustration and the knock on is that senior management are
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supporting them to get the things done”, highlighting the need for effective recruiting

across all not-profit-organisations.

The implication of this finding is that it provides practical advice for not-for-profit
organisations in addressing the adverse effects of increased governance on employee
engagement. By upskilling current employees and by changing recruitment processes
to make interviewees more aware of these new duties’ organisations can improve their

capability to meet these requirements whilst minimising employee disengagement.

Overall, the findings of this theme highlight that job design and satisfaction are key
drivers of employee engagement in the not-for-profit sector, supporting the findings of
Bailey et al. (2015) who argue that job design is an essential requirement of ensuring
employee engagement. Whilst all participants agree that the standards set in terms of
governance are beneficial to the sector, the majority of participants outlined that this
takes away from the role that the employee was employed to undertake. Furthermore,
when this affects their ability to provide effective service delivery it can result in
employee disengagement and retention issues. To combat this, it is argued that
upskilling employees and revising recruitment policies can help minimise employee

disengagement.
4.3.2. Leadership capacity

“Leadership is an ability and eagerness to inspire and lead people in an organization
to attain the objectives.” (Khalil & Siddiqui, 2019, p. 17) Leaders set the direction of an
organisation and work with others to achieve objectives which requires a considerable
amount of input as leaders must outline the vision, provide guidance on how to achieve
this vision and motivate and encourage employees to achieve goals while building
trust through communication and individual support (Bohn & Grafton, 2002).
Therefore, it is argued that leaders are responsible for both developing talent
management strategies and ensuring employee engagement within not-for-profit
organisations. The capacity for leaders to provide more than management of tasks is
essential to achieving organisational goals. This includes investing time in an
organisation's key resource, people. Four key findings emerged from analysing this

theme. They will now be analysed below with implications provided for each.
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Finding 1 - Employee recognition is a key driver of engagement in the not-for-
profit sector.

The first key finding within this theme is that employee recognition is identified as vital
to strategies taken to engage employees by participants due to their inability to provide
financial rewards. The finding supports the work of Wiley (2010) who states that in
order to drive engagement it is crucial for leaders to show recognition for the work of
employees, demonstrate respect, ensure roles remain interesting and engaging,
inspire confidence in the organisation and demonstrate a concern for the wellbeing
and progression of an employee. This support is demonstrated throughout the
findings, notably by Participant 6 who outlines in relation to staff that recognition is
essential to “whether they remain happy or not so the money isn’t the whole piece |
think that’s what that indicates that it is about recognition and valuing people and how
you do that in a structure where you don’t always have the money to go with it”.
Participant 4 added to this and highlighted the additional benefit to engaging staff
through recognition by remarking on its value in relation to employee retention stating
that if “you reward through you know recognition of their contributions you tend to have
a good retention of staff’. However, it should be noted that the researcher found that
it is not always possible for leaders to find the time to meet all of the requirements of
the role. This was notably illustrated by Participant 1 who outlined this becoming a
factor impacting employee engagement by stating that “when people start working
extra hours and they are not claiming for them or there is no way of being paid it's the

thing that we’re noticing the most”.

The implication of this finding is that providing recognition is identified as extremely
important to employee engagement in the not-for-profit sector however the
governance and compliance requirements take aware time which can be dedicated to
improving this piece. Although fundamental in their nature aspects such as showing
recognising and rewarding work, demonstrating value and respect and a concern for
the wellbeing of employees can often be forgotten or overlooked yet this research has
found their importance should not be understated. Furthermore, future studies into
assessing the value of each of these aspects from an employee's perspective as a

comparison technique would be beneficial in advancing research in this field.
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Finding 2 - Organisation culture is crucial to employee engagement in the not-
for-profit sector.

A second key finding within this theme is that organisation culture is an essential
aspect of employee engagement amongst not-for-profit sector organisations with
several participants outlining that as leaders they aim to promote a culture which
engages employees through interventions. This finding supports the work of Khalil &
Siddiqui (2019) who stated that developing and fostering a culture which is in line with
the values and mission of the organisation is the role of leadership within an
organisation as leaders are the driving force to foster such an environment. The
researcher found numerous ways in which not-for-profit organisations invest in culture
creation. Table 1 below outlines these methods as documented by participants in the

research.

The implication of this finding highlights the importance of creating, maintaining and
promoting an organisational culture which engages employees. The researcher has
shown that through interventions such as; meaningful recognition of staff contributions,
one to one support and supervision, team meetings, organisation days and training
and communication not-for-profit organisations can actively enhance a fundamental

aspect of their talent management strategy and effectively engage their employees.

Intervention Relevant participant/s Percentage of

Participants

Meaningful recognition of staff|1,2,3,4,5,6,7,8 100

contributions

One to one support and|1,2,63,45,7 75

supervision
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Team meetings 1,2,3,4,6,7,8 87.5

Organisation days 1,2,3,56,7,8 87.5
Training 1,2,3,4,5,6 75
Communication 1,2,3,4,5,7,8 87.5

Table 1: Organisation interventions into culture creation

Finding 3 - Culture interventions and leadership are adversely impacted by

increased compliance and governance

An additional key finding within this theme is the impact of increased compliance and
governance on leadership and culture creation. It is the role of leaders to develop
strategy, oversee its implementation and invest in people which requires time to focus
on these elements of the role. Although investing in employee engagement through
interventions and leadership is outlined as vital by participants the researcher found
that increased compliance and governance requirements adversely affects their ability
to do this by diverting attention from leadership requirements to administration. The
increased governance and compliance requirements within the sector are identified as
a barrier to focusing on staff by all participants, all of whom are in senior management
roles. This is illustrated by Participant 7 who explains that although investing time in
staff is important compliance takes over and explains “that takes you away then from
the other pieces that you should be doing you know so like because that’s more of a
priority sometimes, you have to have your compliance stuff’. This is further
demonstrated by Participant 3 who outlines that compliance and governance
requirements “reduces time that you can invest and the irony is that you're expected
to do all of these pieces under governance as well. Under good governance you're

expected to engage and invest in your employees, you're kind of expected to do it all”.
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Crucially for not-for-profit organisations the key implication of this finding is that there
is a huge disparity in what constitutes good governance and what is financially
feasible. It suggests the need for further discussion on this topic and its codes by
industry bodies or forums in order to address the imbalance and negative impacts felt

by organisations.

Finding 4 - Increased compliance and governance requirements reduces the

capacity to be strategic.

A final key finding within this theme is that the additional workload created by increased
compliance and governance requirements is the overall responsibility of the
leadership. As a result of this it was found to reduce leadership capacity to be strategic
Participant 5 outlines this by stating “As CEO I’'m expected to have a strategic role and
an oversight role strategically and all that but | remember saying to them (the Board)
if you think I've thought strategically at any stage in the last 3 months you're wildly
mistaken. | hadn’t, my head is buried in this stuff (Governance and Compliance) and |
said it's so frustrating”. Participant 3 supports this and outlines that as CEO the
participant seeks to support staff through talking on the governance requirements as
much as possible stating “I would see the project leaders roles in terms of supporting
staff as key and | would try to relieve the project leaders from the governance as much
as | could but there’s some things that only a project leader can do”. Participant 3
explains that the participants organisation is lucky in terms of its structure to have the

ability to do this but not all similar services have a CEO.

This finding holds worrying implications for not-for-profit organisations in Ireland as
reducing the capacity of CEO’S to be strategic can directly impact organisations future
growth and development as well as their ability to effectively carry out their mission

and goals.

Overall, the findings of this theme highlight that increased governance and compliance
requirements divert the focus of leaders from enhancing the employee experience
through recognition, leadership and organisational culture initiatives to administration.

Crucially this impacts on the sector's ability to focus on talent management strategies
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and employee engagement and can impact on staff morale, development and

retention.
4.3.3. Impact on resources

Talent management strategies require resources to be successfully implemented but
the dependence of not-for-profit organisations on external funding providers limits their
resources as outlined in the literature review. The researcher found strong evidence
throughout the research to support the literature and research to date, discovering that
the increased governance and compliance exacerbates this issue by not only
impacting on human resources but also reducing the available time and financial
resources required to effectively engage employees due to lack of dedicated funding.
This finding supports the work of Chang et al., (2015) who found that capacity,
workload and financial instability are amongst the challenges encountered by not-for-
profit organisations when trying to design a talent management strategy.

Participants identified that the increase in governance and compliance requirements
in the sector negatively affects the availability of human resources, creating
disengagement which ultimately impacts on retention of staff. A total of 6 of 8
participants remarked on how increased administrative duties reduces the ability of
their organisation to implement a formal strategy to attract, engage and retain talent.
Furthermore, 7 of the 8 participants highlighted that there is a negative impact on
resources due to compliance demands. Significantly, direct evidence of this was
outlined from the employee's perspective by Participant 2 who stated that increased
governance and compliance requirements had grown “exponentially” and as a result
“that definitely has an impact and is commented on routinely in exit interviews when
people are leaving”. In addition to the core finding outlined above three key findings
emerged from analysing this theme. They will now be analysed below with implications

provided for each.

Finding 1 - Not-for-profit organisations lack the resources to invest in

employees.

The first key finding within this theme is that all participants outlined that their

organisations invest in their employees, viewing it as essential for both their
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engagement and retention. However, it was discovered that this investment was

significantly limited by the available resources.

As outlined in table 4, there are a variety of ways in which organisations invest in staff
such as; meaningful recognition of staff contributions, one to one support and
supervision, team meetings, organisation days and training and communication.
However, the researcher discovered that a lack available budgets and dedicated
resources impacts upon organisations ability to engage in these interventions. This is
demonstrated by Participant 4 who highlights that “you don’t get budgets that allow
you to create that space and time to have staff days, you don’t get resources for the
governance and oversight and management of team and development of team, really
in many of the projects you have to eke it out or find a way to do it within existing
budgets”. Critically Participant 4 outlines that the increased governance and
compliance pieces do not have an impact on the lack of resources to engage in these
activities, instead it is the extra workload and associated costs in relation to time and
human resources which reduces the budget to achieve these interventions. Participant
6 echoed this sentiment and further highlighted its importance by remarking on the
inability of not-for-profit organisations to invest in the engagement of their employees
stating that “I think the underlying thing there is that because we are the charity sector

we don’t have the ability to make a profit and as a result of that we cannot reinvest”.

This finding supports the good governance standards such as those outlined in the
Charities Governance Code (Charities Regulator, 2018a) which outlines a requirement
for organisations to plan in relation to recruitment, development and investment of
staff. However crucially the research revealed that funding agencies to whom these
organisations report do not necessitate this need to develop a talent management

strategy.

The key implication of this finding for not-for-profit organisations is that while they view
investing in their employees as essential for engagement and retention their ability to
do so is firmly influenced by their available resources or lack thereof. It is the
associated costs of increased compliance and governance, namely human resources,
extra workloads and time which ultimately reduce organisations budgets and ability to

provide effective employee engagement initiatives. Despite good governance

45



standards outlining the importance of talent management strategies the researcher
suggests that funders must do more to allow their organisations to invest in their
employees and dedicated set funding to directly offset the cost of compliance.

Furthermore, an alternative solution to funding staff engagement and development
initiatives is fund raising however public perceptions of the not-for-profit sector as
organisations which should be run by volunteers or low wage employees impacts on
the ability for organisations to fundraise.

Finding 2 - Increased governance and compliance requirements reduces time

The second key finding within this theme and the most significant impact that was
outlined by participants in relation to the increased governance and compliance
requirements was on time. In relation to implementing the Charities Governance Code
(Charities Regulator, 2018a), Participant 8 states that “if COVID hadn’t come along
Louise | don’t know where I'd be in terms of doing this stuff because you’d be doing it

at night time and weekends”.

Worryingly this is not a unique occurrence in this sector. Participant 8 comments on
how these requirements impact upon service delivery stating that “you’ve less time to
engage, less client time which really does annoy me because that's what we’re all
about”, a finding which also affects the engagement and motivation of employees. This
issue was also highlighted by Participant 6 who remarked on it by outlining that “to get
it done and get it done well you have to make choices and it does take you away from
frontline services”. The research revealed that there are now too many conflicting
priorities for employees and management and they do not have the appropriate time
to ensure all aspects of their role are carried out effectively. For the majority of

organisations getting through their current workload dominates their focus.

The impact of increased governance and compliance requirements was demonstrated
beyond organisation's inability to fully focus on their core responsibilities as it was
found to affect their long term thinking and strategic planning. Participant 5 outlines
this sentiment in an example which is described as an extreme working period which
was ‘literally admin, survival, compliance, tendering, replying to questions and we

were just avalanched underneath this stuff.” Participant 5 adds that “thinking about a
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future outside the week ahead was non-existent’, demonstrating one of the most
detrimental impacts of increased governance. This sentiment is supported by
Participant 6 who when discussing opportunities to engage in national conferences to
hear about challenges and developments within the sector stated that “I know that
there’s times where there’s a daylong conference coming up on that and my heart’s
desire would be to go to it but there’s a choice to be made and you know governance
will win out”. The reality for not-for-profit organisations is that adhering to and
managing compliance requirements can often supersede more valuable
organisational activities such as developing strategies plans, attending conferences

and forums and providing their core service.

The implication of this finding is that increased governance and compliance
requirements such as the Charities Governance Code (2019) result in a significant
loss of time for not-for-profit organisations. They detract not only from time spent on
service provision but crucially reduce the number of hours set for long term strategic
planning. To account for this loss of time and its significant impact on not-for-profit
organisations it is argued that a streamlining of reporting is necessary, supporting the
recommendation that the Charity Regulator made to streamline compliance
requirements and reduce the duplication through a centralised reporting structure
(Charities Regulator, 2018b).

Finding 3 - Increased compliance and governance effects organisational

structures

The final key finding within this theme is the impact of increased reporting
requirements on organisational structures and senior management. This is best
illustrated by Participant 2 who outlines that due to the impact of compliance and
governance within the participants workplace, the senior management team was
restructured to put a compliance manager in place”. The participant further explains
that “we’ve had to make one senior manager solely focused on compliance,
governance and support”. Crucially in this instance the restructuring accounts for 33%
of the organisation's senior management team which Participant 2 outlines has a
significant impact on their organisation. Participant 3 added weight to this finding

outlining that specifically in their role as CEO there is an impact in terms of governance
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and compliance. The participant states that “simply by focusing your attention on one
area such as governance, you know it demands more of your attention so

automatically it’s pulling you away from other areas of your work.”

This finding holds worrying implications for the not-for-profit sector in Ireland as it
illustrates how many organisations are having to alter their organisational structures,
particularly at senior management, pulling these managers as well as CEO’s away
from their core responsibilities, strategic focus and tasks which is contrary to good
governance ideology. It highlights the needs for dedicated administrative personnel or
a dedicated industry wide shared service to alleviate the burden of this increased
compliance and reporting.

In conclusion the findings of this theme highlight that the lack of dedicated resources
and funding to offset the increased governance and compliance in the not-for-profit
sector not only impacts on human resources but also causes a reduction in working
time and financial resources available to effectively engage employees as part of a
talent management strategy. Crucially for many organisations this creates long term
problems with employees suffering from disengagement and as a result it ultimately

impacts upon staff retention.

48



Chapter 5. Discussion, recommendations and conclusions

5.1. Discussion

The main objective of this research was to investigate if there is an impact on talent
management strategies and employee engagement as a result of the increase in

governance and compliance requirements within the not-for-profit sector.

Talent management strategies were identified by the research participants as more
important within the not-for-profit sector than the for-profit sector due to the inability of
the sector to be competitive in relation to conditions of employment however very few
services identified having a formal strategy. As outlined in the literature review, Kamil
etal., (2011) outline that strategies are not always formal but may be in place. Although
several participants outlined having a formal or informal strategy, the approach within
the majority of organisations was haphazard, with limited resources identified as the
research for a lack of strategic approach. Previous research in the area of talent
management strategies outlined that workload, human resource capacity and financial
instability impact on the ability of an organisation to implement these strategies
(Chang, et al., 2015). This is in line with the findings of this research and this was
identified as a barrier to engagement and retention due to the inability to implement
proactive strategies to invest in employees. Core to this research was understanding
if increased compliance and governance requirements impact on talent management
strategies. The researcher found that the barriers outlined in previous research are
compounded by the additional workload due to the additional administration however
there is no evidence that they impact on the ability to implement talent management
strategies with many participants outlining a need to be more creative with their

approach.

This research has highlighted a need for further research into how talent management
strategies are implemented within organisations which identify a strategy within the
organisation. This could be used as a practical guide for other organisations to

recognise their strategy and build on it.
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Although the ability to implement talent management strategies was not identified as
impacted by increased compliance and governance, elements of a talent management
strategy are impacted e.g. employee engagement. The research highlights that job
satisfaction and leadership capacity are both impacted due to the increase in
compliance and governance requirements. A key finding in relation to job satisfaction
is that the decrease in mission focus due to the refocus on administration creates
disengagement. Although all participants outline that employee engagement is crucial
to their organisation, the research shows a diminishing of the capacity of leaders to
act strategically in relation to engagement due to the increase in governance and
compliance. The limitations of this research highlight that further research should
include a more diverse demographic as the research gathered was the subjective view
of the management within organisations, with limited research within organisations to

confirm this view.

5.2. Limitations

5.2.1. Data

A significant limitation on this research was the lack of data available within the not-
for-profit sector in relation to employee engagement. Only 2 of the 8 participants
outlined a formal method of evaluating employee engagement which results in a
subjective view from senior management in relation to what impacts engagement

within their organisation.
5.2.2. Limited literature

Although a limited amount of literature was available to ground the topic, the majority
of the literature in relation to talent management strategies focuses on the impact in
relation to profitability. Similarly, with employee engagement, the researcher found it

difficult to find research which focused on the not-for-profit sector.
5.2.3. Choice of research design

The researcher approached the research problem through qualitative research due to
the researchers view that the depth of scope from semi-structured interviews would

allow for deeper analysis. Although this is true, on reflection a quantitative approach
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with data gathered and cross referenced from a range of employees within
organisations would have resulted in a more representative and less subjective

account of employee engagement.
5.2.4. COVID-19

The impact of COVID-19 was substantial to this research. Firstly, it deterred the focus
of the researcher to work which had an impact on the available time to conduct
research. Secondly, frontline services within the not-for-profit sector experienced an
increased workload due to the additional support required by service users so the
availability of participants was limited. Finally, the lack of access to the library and
appropriate work space was a difficulty.

5.3. Personal learning statement

This was an extremely challenging learning experience which has expanded my skill
set and tested my ability to preserve. My ability to be impartial was tested and my
understanding of the importance of this was expanded. It was both exciting to delve
into a topic of relevance to my work and terrifying to try to remain disconnected from
personal experiences. The process has taught me the value of the perspective of
others, the importance of networks for support and has provided me with a deeper
understanding and appreciation of the research process. Although there were times |
considered deferring, especially with an increased workload due to COVID-19, | am

delighted that | persevered and have a piece of work to be proud of.
5.4. Conclusion

This dissertation involved an exploration into a current issue within the not-for-profit
sector, increasing governance and compliance requirements. It is widely accepted that
there has been and continues to be an increase in the reporting required from not-for-
profit organisations, with duplication of reporting being a major area of contention. The
current literature pertaining to the issue focuses on the impact on resources so in an
effort to increase the research within the field the researcher focused on the impact of
governance and compliance requirements on employee engagement and talent

management strategies within the sector.
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The background research outlined that within the sector there is support for good
governance standards however there is an identified erosion of resources due to the
manner in which services are required to report. It was apparent throughout the
interviews that there is a profound belief in the positive effects of the objectives of
increasing governance standards, which are increasing transparency, accountability
and ensuring organisations are delivering on mission however there was a disregard

for the implications within organisations of complying.

The literature review outlined the importance of investing in a talent management
strategy, particularly in not-for-profit organisations whose terms and conditions are not
as competitive as other sectors and therefore they rely on intrinsic motivators for staff
retention. Employee engagement was highlighted as of vital importance to retention
of employees and the capacity for leaders to invest in staff was outlined as critical. The
research did not find that the ability to implement talent management strategies was
impacted by increasing governance and compliance requirements as organisations
instead associated the lack of strategy with a lack of resources. However, the impact
on employee engagement, which talent management strategies aim to increase, was
evident through the reallocation of resources, redefining of job design which impacted
on job satisfaction and the capacity for leaders to be more than managers. Therefore,
although increased governance and compliance requirements do not impact on the
ability to implement strategy, it does impact on an organisation’s ability to deliver key

elements of a strategy by diverting resources to compliance.

The research highlights that good governance and compliance requirements are
underpinned with a desire to improve the work of not-for-profit organisations, instead
they drain the resources, enthusiasm and engagement of those working in a sector
which is driven by the objective to contribute to society. Investing in those working
within these organisations is an investment in the communities and groups within
which they work. This work highlights that the passion and commitment to want to
make a difference can be depleted but a strategic investment in these organisations,
and within the areas such as governance and compliance which creates a barrier to

job satisfaction could exponentially impact on society.
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Overwhelming the organisations contributing to this research were eager to get
participate to research for the benefit of the sector. Harnessing that enthusiasm to
work together to lobby for change within the sector could create a big difference in the

lives of others.

5.5. Recommendations

5.5.1. Recommendation 1 - State funded shared resource for governance and

compliance

Firstly, the researcher recommends developing links with similar organisations and
developing a partnership approach to respond to governance and compliance
requirements. A business case to funding agencies for a compliance officer as a
shared resource could outline the benefits of this shared resource to frontline service
provision. This would reduce the additional administration identified for senior
management and other employees which allows organisations to focus on mission
and employee engagement. This could be a short-term solution to the issue to allow

a more strategic approach to be established as per recommendation 2.
5.5.2. Recommendation 2 - Not-for-profit reporting portal

There is a duplication of reporting identified within the not-for-profit sector which puts
unnecessary additional pressure on organisations. The establishment of a not-for-
profit compliance portal would reduce the amount of reporting completed by
organisations. This portal would take a considerable amount of research and buy in
from both the State and not-for-profit sectors so it is a longer-term solution developed
over 3 to 5 years. Although this would have an implication for organisations in terms
of time, it would be a long-term solution to an identified issue. This would have a
positive impact on employee engagement as it refocuses the organisation on mission

alignment.
5.5.3. Recommendation 3 - Job design

The researcher recommends that new job descriptions are reflective of actual roles or
current job descriptions are redesigned to be an accurate reflection of roles. This

ensures employees understand the requirements of their role and can therefore outline
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areas of required upskilling. This can be done at no cost to an organisation through
engaging with employees and managers about roles. This provides clarity to both staff
and management about the expectations of the role and the support required within
the role.

5.5.4. Recommendation 4 - Training and Development

The researcher recommends that employees are properly trained in the areas of
compliance and legislation. There are organisations, such as the Wheel, who offer low
cost options for the delivery of training in areas such as compliance and governance.
Further to this, any new or revised systems of reporting by funders should be
implemented with a training and development strategy to support services to efficiently

implement these systems.
5.5.5. Further research

Further research could seek to establish if employees within organisations with talent
management strategies are more engaged. This would expand the literature base and
may be used to help lobby for change to highlight the importance of allocating costs

for employee investment to funders.
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Appendices

Appendix 1 - Consent form

INTERVIEW CONSENT FORM

Dear Participant,
Firstly, I would like to thank you for your agreement to participate in my research.
Working title

An exploratory study into the impact of increasing governance and compliance
requirements in the not-for-profit sector on talent management strategies with a

particular focus on employee engagement
Rationale and purpose

There is a call from within the Irish not-for-profit sector to address the impact of
increased governance and compliance requirements on not-for-profits organisations.
Although the governance standards are welcomed within the sector, the lack of

additional resources to respond to the changes are identified as a concern.

The purpose of this research is to investigate if there is an impact on talent
management strategies, with a focus on employee engagement, as a result of the

increased governance and compliance standards in the sector.
Structure and time requirements

The research will be conducted through semi-structured interviews which will be
approximately 45 minutes in duration. These interviews will consist of a series of open-

ended questions.
Consent to take part in research

To confirm your willingness to participate please respond to all of the below questions

to the best of your ability.
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I voluntarily agree to participate in this research study.

| understand that my agreement to participate now, does not preclude me from
withdrawing at any time or refusing to answer any question without any

consequence.

| understand that within two weeks of my interview | can withdraw consent to

use data collected in this interview, in which case the material will be deleted.

The researcher explained the purpose and nature of the study to me in writing

and | have had the opportunity to ask questions about the study.
| understand that | will not benefit directly from my participation in this research.

| understand that participation involves agreeing to be interviewed about my
views on the subject in relation to my current role and that | will be asked a serious

of open-ended questions to facilitate the discussions.

| understand that the interview will be hosted via a video call and | agree to my
interview being recorded. | understand that the recording will relate to the audio file

only and the interviewer will not be recording video.

| understand that all information | provide for this study will be treated

confidentially.

| understand that signed consent forms and recordings will be retained by the
researcher in a locked box that only the researcher has access to until the researcher

receives the results of their dissertation after which it will be deleted.

| understand that under freedom of information legislation, I am entitled to
access the information | have provided at any time while it is in storage as specified

above.

| understand that | am free to contact the researcher at any time to seek

clarification or information.
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| understand that extracts from my interview may be used in the body of the

Master’s thesis for which it is being collected with any identifying information removed.

Signature of Participant Date

| believe that the participant is giving informed consent to participate in this study

Signature of researcher Date
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Appendix 2 - Participant information sheet

Participant Information sheet template

| would like to invite you to take part in my research study.

Before you decide you need to understand why the research is being done and what

it would involve for you. Please take time to read the following information carefully.
Ask questions if anything you read is not clear or if you would like more information.
Take time to decide whether or not to take part.

Title of research:

An exploratory study to measure the impact of increasing governance and compliance
requirements in the not-for-profit sector on talent management strategies sector with

a specific focus on employee engagement.

The researcher and their research

| am a final year student studying for a Masters in Human Resource Management in
the National College of Ireland. | am passionate about the work of the not-for-profit
sector in Ireland and | believe that further research in this area could support work

within this sector.

The aim of the research is to identify if there is an impact on talent management
strategies and employee engagement as a result of increasing governance and
compliance requirements in the not-for-profit sector. The overall aim is to support the
concerns within the sector of the impact of increasing compliance and governance

requirements with research data.
Context

There is a call from within the Irish not-for-profit sector to address the impact of

increased governance and compliance requirements on not-for-profits organisations.
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Although the governance standards are welcomed within the sector, the lack of

additional resources to respond to the changes are identified as a concern.

The purpose of this research is to investigate if there is an impact on talent
management strategies, with a focus on employee engagement, as a result of the
increased governance and compliance standards in the sector.

What will taking part involve?

The interview will be a semi-structured interview with the researcher working from a
list of questions as a guide for the conversation. The researcher will first establish if
the interviewee feels there is an increase in governance and compliance requirements
in the sector. The researcher will also discuss the impact of increased governance and
compliance, if identified, in broad terms and will specifically focus on the impact, if any,

in relation to the employee engagement.
The interviews will be conducted via video interview due to COVID 19.
Why have you been invited to take part?

The researcher selected you to take part in this study due to your role in a not-for-

profit organisation.
Do you have to take part?

Participation is voluntary and each person should make a decision based on an
informed choice to participate. The consent form attached outlines your rights, if you
decide to take part, which includes the right to refuse to answer a particular question

and the right to withdraw from the research following the interview process.

What are the possible risks and benefits to taking part?
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The researcher does not identify any potential risks for taking part but is very willing to
discuss any risks that you may identify prior to agreement to participate.

The benefits of participating are to contribute to the research which increases

knowledge within the sector.
Will taking part be confidential?

Yes, the researcher will anonymise the data included in the completed research. The
researcher will not share your personal details with other parties and will inform you of

any breaches that may occur.

The researcher will secure all data using password protected files. The researcher will
be the only person with access to the data.

The researcher is required to break confidentiality if the researcher deems that there
is a serious risk of harm to a person based on the content of the interview. The

researcher will inform the participant that this information will be reported.
How will the information you provide be recorded, stored and protected?

The interview will be recorded by the video platform used to conduct the interview on
the researcher’s laptop. Only the audio file from the call will be recorded for this
interview. It will be secured in a password protected folder. The researcher is the only
person who will have access to this data. The non-anonymised data will be retained
until the results of the exam board as received as per the consent form. The
anonymised data will be stored for a period of two years from the date of the exam

board.

Signed consent forms and original audio recordings will be retained in the researchers
dwelling with access restricted to the researcher until after my degree has been
conferred. A transcript of interviews in which all identifying information has been

removed will be retained for a further two years after this. Under
freedom of information legalisation you are entitled to access the information you

have provided at any time.
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What will happen to the results of the study?

The research will publish the research if it the results are deemed to make a significant
impact to the sector.

Who should | contact for further information?

The researcher is Louise Mullins. Louise can be contacted via email at
misslouisem@gmail.com, Imullins@doccs.ie or by phone at 0876249489.

Thank you for taking the time to read the above information and please do not hesitate

to contact me for clarity on any areas of the above.
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Appendix 3 - Guide research questions

Semi Structured interview

Context — The use of the term employees refers to all employees in the organisation
at every level and in every position

Opening guestions

1. How many employees does your organisation have?
2. What is your role?

3. What are the mission and values of the organisation you work for?

Talent Management Strategy — The processes implemented by an organisation
ranging from recruitment to retention of employees. According to (Isralite 2010) talent
management is “the collection of things companies do that help employees do the best
they can each and every day in support of their own and the company’s goals and

objectives.”
4. What motivates people to work in the not-for-profit sector?

5. Do you think talent management strategies are necessary in the not-for-profit

organisations?
6. Can you describe your organisations talent management strategy?

7. What are the most important elements of a talent management strategy to

your organisation?
8. How would you describe employee engagement?

0. What do you think are the main drivers of employee engagement in your

organisation?

10. How does your organisation measure engagement? Formally or informally?
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11. What, if any, do you feel are the internal and external barriers to employee

engagement in the not-for-profit sector? Do these exist within your organisation?

The sector has outlined an increase in governance and compliance requirements

over the last number of years.

12. Has this impacted on your ability to deliver your mission? If yes, does this

impact on employee engagement within your organisation?

13. An organisations resources can include financial resources, time, human
resources or physical resources. Do you think increased governance and
compliance requirements affects any or all of these resources within your

organisation?

14. Does your organisation actively aim to engage its employees through
interventions? If yes, is this impacted by changes in relation to governance and

compliance requirements in the sector?

15. If employees become disengaged due to increased governance and

compliance requirements, how can organisations support re-engagement?
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