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Abstract

Purpose of the study: This paper aims to pioneer the investigation of human resource (HR) and management
accounting (MA) realignment in delivering organizational working flexibility strategy. The core idea is to rebranding the
HR and MA framework for strategic flexible working arrangements (FWA), so that FWA implementation or
enhancement can be both effective and efficient.

Methodology: This study is based on the epistemological of the social constructivist approach and qualitative in nature.
We conducted semi-structured interviews and analyzed the collected data by using thematic analysis.

Main Findings: The results revealed that HR and MA have overlapping responsibilities that add value to effective and
efficient FWA implementation/enhancement. There is a definite prerequisite for HR and MA to sit together to manage
employees' performance appraisal, compensation, and benefits. To ensure the efficiency of FWA, HR critically needs
MA information such as budgeting, return on investment, variance analysis and, cost monitoring of FWA
implementation/enhancement.

Applications of this study: This study provides insight beyond FWA adoption, whereby we proposed a framework for
strategic FWA, which bridges the connection between HR and MA so that FWA implementation or enhancement can be
both effective and efficient. We thoroughly discussed how the synergy between HR and MA can be achieved through
several key elements, which is expected to yield strategic outcomes for the organization. Most importantly, the
organization shall be able to overcome the redundancies between HR and MA roles to create a more compelling strategic
planning for FWA implementation. Hence, leading towards greater strategic outcomes such as strategic dynamic
acquisition, effective HR cost, a strategic link between HR outcomes and business, strategic return on investment, as
well as comprehensive HRM measurement and performance.

Novelty/Originality of this study: The study developed a conceptual framework of HR and MA integration and
strategic outcomes for FWA implementation. The features of this framework are of greater importance for FWA success
and advance the notion of FWA literature by unveiling the strategic alignment between HR and MA.

Keywords: Flexible Working Arrangement (FWA), Human Resource (HR), Management Accounting (MA), Working
Flexibility Strategy, Agile Working.

INTRODUCTION

In recent decades, the demands on flexible work arrangements (FWA) have become a global trend for both fast and
emerging market economies. Rapid and technology-dependent redefined business operation and work design into a more
flexible arrangement (Burgmann, 2012; Cannon & Elford, 2017; Clake, 2005; Goga-Cooke, 2012; Thomson, 2008). The
provision of technology in organizations gives employees greater opportunities for flexibility in scheduling (Andrejic
2017). This advancement of technology has coincided with the emergence of global awareness and new open markets
but has also necessitated that businesses develop a fast-paced, 24/7 culture (eg. Cannon & Elford, 2017; Burgmann,
2012, Lake, 2013).

The emergence of a global consciousness that focuses on the needs of employees, customers, and the public at large on
the principle of sustainability has led to the evolution of FWA adoption (Cannon & Elford, 2017). For example, the need
for FWA is often associated with the issue of a work-life balance and employees’ wellbeing (e.g. Clake, 2005; Downes
& Koekemoer, 2011; Hayman, 2009; Kowalski, 2017; Loon et.al., 2019; Scholarios et.al., 2017). Additionally, FWA
facilitates employees with an increased sense of autonomy in both work and home life, leading to a whole range of
benefits both mental and physical (Chandola et.al, 2019; Barney & Elias, 2010). For organizations to be able to remain
sustainable, they must promote the wellbeing of their employees to enhance performance, thereby developing as an
organization (Currie, 2001).

FWA has been studied by a range of researchers from many related disciplines, and the overwhelming consensus has
been that FWA is beneficial to both employees and employers. FWA has consistently been shown to increase employee
performance (Caillier, 2018; Coenen & Kok, 2014; De Menezes & Kelliher, 2017; Kossek & Michel, 2010), engagement
(Kossek et al., 2010; Lee & Hong, 2011), productivity (Barney & Elias, 2010; Hunter, 2019; Kossek et al., 2010; Obisi,
2017; Ollo-lopez & Bayo-moriones, 2010), reduce turnover (Coenen & Kok, 2014; Lee & Hong, 2011), mitigate stress
(Kossek et al., 2010), improve employee satisfaction (Barney & Elias, 2010), reduce absenteeism (Barney & Elias, 2010;
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Coenen & Kok, 2014), support employee work/life balance, and improve overall business performance (Richardson &
Mckenna, 2014).

Despite the wealth of benefits that have been attributed to FWA, the flexible working strategy is yet to be well-captured
in the current literature of FWA studies. Burgmann (2012) highlighted that the real gap in FWA research lies in how
flexible work can become part of an organization's strategy for building on its strengths and taking up new opportunities
(Burgmann, 2012). Thompson (2019) argued that the debate over whether FWA should be implemented is now over, the
current focus is figuring out ways to get the best results. To effectively integrate FWA into an organization, and
therefore reap the above benefits as outlined above, it is critically important for a business to have strategies in place
throughout their FWA implementation. Therefore, this paper aims to advance the existing literature on FWA by
pioneering the investigation of human resource (HR) and management accounting (MA) intersections in delivering
organizational working flexibility strategy. The core idea is to rebranding the HR and the MA framework for strategic
FWA so that FWA implementation or enhancement can be both effective and efficient.

Numerous studies (Daft & Marcic, 2020; Armstrong, 2006; Lewis & Roper, 2008; Clarke & Braun, 2015; Society
Human Resource Management, 2016; CIPD, 2014) have highlighted the role of HR in managing FWA, but
incorporating MA into FWA studies is relatively new, as their integration in the existing literature is rare and still under-
researched. HR's role in any organization revolves around managing employees, a crucial factor for FWA (Armstrong
2006; Clake, 2005; Daft & Marcic, 2020; Lewis & Roper, 2008; Society Human Resource Management, 2016; CIPD,
2014;). The challenge of HR contribution in FWA and work-life initiatives to individual and organizational performance
are increasingly under pressure since HR professionals are required to demonstrate whether and how these initiatives
contribute to effective management in organizations in terms of financial and non-financial, and perceptual indicators of
performance (Bell et al., 2012).

Mainly, HR outcomes are focus on the effectiveness of managing people. To make a more convincing strategic FWA
plan, the proposition of FWA implementation/enhancement must capture both effective and efficient outcomes. Apart
from HR, management accounting (MA) is another key to operative FWA, which can prove the efficiency of FWA in
the financial aspect, (Amirul et.al., 2019). MA is concerned with the provisions and use of accounting information to
managers within an organization, which provides them with the basis to make informed business decisions that will
allow them to be better equipped in their management and control function (Ladda, 2014). MA reports facilitate future
cost control, income generation, and managerial decision making (Apostolides, 2016). Investigating the intersection
between HR and MA is noting worth to ensure that FWA implementation can be both effective and efficient. If FWA
strategies are not implemented from the outset, FWA implementation may not function effectively for the employee or
the employer, thereby jeopardizing their implementation and potential benefits in the long run.

LITERATURE REVIEW
Flexible Working Arrangement (FWA)

FWA is defined as any policies and practices, formal or informal, which permit people to vary when and where work is
carried out (Maxwell et al., 2007). A deliberately arranged FWA has positive impacts on organization related outcomes,
such as increased financial performance, productivity, organizational commitment, and job-related wellbeing, and
decreased labor turnover and absenteeism (Menezes & Kelliher, 2011). Some forms of flexible working schedules have
been introduced largely to meet employer needs for flexibility or to keep costs down (Stavrou et al., 2010, p.894). The
need for FWA is not solely for employees but also for organizational benefits. FWA has the potential to be used as
strategies to attract unique capabilities and build competencies for competitive advantage (Kotey, 2017) which may in
turn positively affect financial performance (Kotey & Sharma, 2019).

Despite FWA benefits, there are still many companies that are resisted to embrace FWA because of several reasons. For
example, employees were not trusted to manage their own time flexibly and sustain productivity (Lewis & Roper, 2008).
In the same vein, scholars Potter, (2007) asserted that implementation cost also becomes a barrier to FWA realization.
Additionally, FWA is also seen as a complicated process and become a burden to management or business owner (Hartel
& Fujimoto, 2014). Hays (2017) further added that many businesses have been able to offer their employees FWA, but
business leaders have begun to question if FWA makes good business sense and this has led to cases of reduced flexible
working options. CIPD (2014) stressed that negative line management attitudes, as well as the trust issues over the
quality of work, produced preventing employees from being given control over when and where they work. For
addressing the issue or barrier to FWA implementation, the realignment between HR and MA is expected to create a
more convincing strategic framework for FWA implementation.

The Realignment between HR and MA

HR and MA are two different organizational functions but are essential parts of every business. Nevertheless, the
connection between HR and MA are limited and not well-captured in existing literature as it tends to be treated
separately (Amirul et.al., 2019). HR can be referred to as the design and application of formal systems in an organization
to ensure the effective and efficient use of human talent to accomplish organizational goals. This includes activities
undertaken to attract, develop, and maintain an effective workforce (Daft & Marcic, 2020). While the management
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accounting function exists to provide information to decision-makers and to provide advice based on information that is
provided. The information provided by management accounting covers all areas of strategy and operations and includes
information to assist with planning, control, and other decision-making by management (CPA Australia, 2012).

HR roles in FWA is very common in existing literature (e.g. Arsmtrong, 2006; Clarke & Braun, 2015; CIPD, 2014; Daft
& Marcic, 2020; Gilabert, 2008; Kossek et al., 2010; Lewis & Roper, 2008; Society Human Resource Management,
2016; Kowalski et.al., 2017; Thomson, 2008). The HR professionals are the key in this process who are charged with the
operational aspects of implementing FWA to meet strategic goals (Society Human Resource Management, 2016), to
support and coach line managers to deal with FWA effectively and to effectively communicate an organization's
approach to flexible working to all employees and raise awareness of the business benefits (Clake,2005). Without proper
HR planning in implementing FWA may lead to poor decisions and improper work design.

Nevertheless, HR alone will not be enough for the FWA implementation plan. The most convincing FWA plan must be
both effective and efficient. HR is about managing people (effectiveness) and MA is important for financial planning
and projection (efficiency). Management Accounting (MA) has evolved continuously from merely financially orientated
decision analysis to a more broad strategic approach which emphasizes the key financial and operational drivers to create
value for shareholders (Kaplan, 2009). While MA concerns on a formulation of strategic goals to achieve long-term
business performance, the human resource management (HRM) is arguably playing vital roles in contributing towards
organizational performance and competitive advantage (Delery & Roumpi, 2017; Haque, 2020; Katou, 2017; Vedd &
Kouhy, 2001) through creating a driver for the successful implementation of the strategic human workforce such as
FWA.

Zeng (2018) has recently published his work on reciprocal interaction between MA and other management. In his
seminal work, Zeng (2018) highlighted that HR and MA need to collaborate to set goals sufficiently within the grasp of
employees while simultaneously challenging the employees to develop further. Another latest work by Kotey and
Sharma (2019) has investigated the direct and indirect effects of FWA on return on labor (ROL). Their study
significantly found that FWA directly increased ROL and indirectly through a reduction in staff turnover (Kotey &
Sharma, 2019). For organizations, such significant findings will be a good indicator, but it will be more compelling if the
HR plan in FWA implementation is completed with accounting information prepared by MA.

HR may be able to produce basic financial information but not as profound as MA itself. To have an efficient FWA
implementation, HR must look deeper than a percentage of payroll or revenue. HR must understand the largest costs and
know precisely how the money is being utilized. In addition to that, understanding what the return on investment is and
has a solid justification for HR spending (Bannermant, 2003). MA captured information about overall business functions
and performances within an organization, which is reflected through budgeting, performance analysis, and performance
indicators both financially and non-financially which is parallel with the technological and environmental changes that
affect how businesses are operating today. Hence, the information supplied by MA is recognized as essential for
management to make a strategic decision for the success and survival of an organization in a competitive environment
(Vedd & Kouhy, 2001; Saukkonen et al., 2018).

By drawing on the integration between HR and MA, Yoshikawa and Innes (2009) accentuated four vital communication
links between HR and MA, those are budgets, strategic plans, performance-related bonus schemes, and decision making.
Embedding HR and MA in FWA implementation planning will help the organization to trim workforce and workplace
management costs (Amirul et.al., 2019). Accounting information is very important for HR when implementing FWA
because accounting information is essential for planning, controlling, decision making, and used for coordination across
the organization (Kariyawasam, 2016). As stated by Collier (2009), accounting for labor is not an asset to be shown in a
balance sheet, but practically labor is one of the most important assets of a business. In addition to that, there is a need
for HR and MA to work together because a lack of expertise in using MA tools could hinder other management like HR
to link managerial responsibility (including people management) into financial terms (Saukkonen et al., 2018). A
strategic MA approach to HR would be to value (for decision making not reporting) the investment in the knowledge and
skills of employees. This might avoid making short-term decisions to make employees redundant (Collier (2009, p.340)

METHODOLOGY
Philosophical Foundation of Study

This study is based on the epistemological of the social constructivist approach. Constructivism is a non-positivist
paradigm, rather than starting with a theory as in post-positivism, it begins with generating inquiries or inductively
develop a theory or pattern of meaning (Creswell, 2009). The constructivist approach emphasized that learning as an
active process, new knowledge is constructed or developed from participants current and past understanding, knowledge,
and experiences (Creswell, 2009; Orly, 2015; Quintero & Rosario, 2016) The constructivist view prompts this paper to
identify the contextual factors of HR and MA integration to create a more effective and efficient FWA implementation.
Using the constructivist epistemological aspect enables this study to build the frame of the research by including
qualitative methods and gathering perspectives regarding HR and MA integration in employing FWA.
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Participation Recruitment

Senior human resource and accounting practitioners were selected based on the purposeful sampling technique because
these participants have background, knowledge, and experience with the phenomenon of interest in this study (Cresswell
& Plano, 2011). All participants were having more than ten years of working experience, and this has become an
important selection criterion of the study's sample. In a qualitative study, there is no agreed-upon or universally accepted
sample size for qualitative research. For this study, the sample size is determined through the principle of saturation,
which means the data collection leads to the same information (repeated) and there is a new or additional insight to the
information (Crouch & McKenzie, 2006; Guest et al., 2006). There were ten participants involved in this study, which
consist of two HR professionals, four HR professionals with accounting background/experience, and four participants
with pure accounting background (3 Accountant, 1 Auditor). From ten interviews, this study has collected enough
meaningful information to identify key themes and contributing to a new research framework and recommendations.
Dworkin (2012) reported that a tremendous humber of literature commonly suggests between five to fifty participants as
adequate. A seminal work conducted by Guest et al., (2006) has further supported the sample size of this study. Based on
a systematic inductive thematic analysis of 60 in-depth interviews, Guest et al., (2006) study have generated 114
research themes. Of the 114 research themes, 80 research themes (80%) were identified from the first six interviews, and
the number rises to 100 research themes (92%) within the first 12 interviews only. The sample size of this study also
supported by Morgan (2002) who found that the first five to six in-depth interviews produced the majority of new data,
and approximately 80% to 92% of concepts were identified within the first 10 interviews. Morgan (2002) added that
nearly no new concepts were found after 20 interviews.

Research Technique

Semi-structured interviews were used. Mason (2002) defined semi-structured interviews as a process of data generation
where the interviewer plays an "active and reflexive" role. Questions are pre-determined, but the order and wording can
be modified, and questions can be omitted or added during the interview, depending on the answers received from the
interviewee (Robson, 2002). Additionally, qualitative interviews do not aim to standardize but instead achieve more in
terms of "depth, nuance, complexity, and roundedness” of what is to be understood (Mason, 2002). This study is
completely confidential by anonymizing participant backgrounds and they were given three options of how the interview
can be done: face to face, phone interview, online communication. Due to the pandemic crisis of Covid-19 and the
participants' requested to communicate online, most interviews were done through asynchronous online communication
which involves interaction that is not time-bound (e.g. messaging online platform: WhatsApp and chatbox application)
(Perveen, 2016). The time is taken during the asynchronous online communication range from three hours to 24 hours.
Two interviews were conducted face to face and that the time took approximately about 25 minutes.

Research Technique and Data Analysis

Thematic analysis was used in this study, which is summarised as a process of developing codes, identifying themes, and
analytical summary in qualitative data (Braun & Clarke, 2006; Guest, MacQueen & Namey, 2012; Maguire & Brid
Delahunt, 2017). The goal of thematic analysis is to identify themes (i.e. patterns in the data that are important or
interesting) and use these themes to address the research or say something about an issue. This is much more than simply
summarising the data; a good thematic analysis interprets and makes sense of it (Maguire & Delahunt, 2017). The
following table 1 explained further how we used the thematic analysis recommended by Cruzes and Dyba (2011).

Table 1: Thematic Analysis of Study

Analytic Steps Descriptions

Extracting Data Transcribed the interview into text with careful editing to maintain
accuracy and re-checking for verification purposes. The study used the
premises of this information to build a general overview of the topic and
structured research around this.

Generating Codes Generating codes for finding relevant ideas and organized the data in a
meaningful and systematic way. First, all information given was
transcribed into Microsoft office-words. Generating initial codes was
done by coding every segment of the text. Then, we searched for the
most frequent or significant codes to answer the research question of

this study.
Translating Code into In this step, we categories the coded data based on thematic or
Themes conceptual similarity. Identified research themes based on two levels:

semantic (identify the explicit and surface meanings of the data) and
latent (capture underlying ideas, patterns, and assumptions). This step is
important to make sure the themes were coherent and distinct to one
another and worked accordingly to the codes provided.
Create a model of higher- Explore relationships between themes and create a model of higher-
order themes order themes. This step is important to make sure the themes are
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coherent and distinct to one another and work according to the codes
provided. There were considerable overlaps between steps 2, 3, and 4.

Trustworthiness Assess the trustworthiness of the interpretations leading up to the
thematic synthesis.

RESULTS/FINDINGS

This section presents the results of thematic analysis by presenting findings of HR and MA integration in delivering
organizational working flexibility strategy. Next, the study further deliberated the key lessons learned from the findings
of the first research objective to develop a conceptual framework for HR and MA integration, so that FWA
implementation or enhancement can be both effective and efficient.

Overlapping responsibilities between HR and MA

The study has identified that all participants in this study agreed that HR and MA should have a close working
relationship because of their overlapping responsibilities. The integration of both HR and MA in designing the FWA
plan will be very useful to the organizations. The followings were some of the participants' remarks:

"The integration between HR and MA is very useful because manpower cost is just like an iceberg, it is not solely
about payroll. HR and MA integration enable us to record and track every single cost such as return on
investment, total remuneration package, and every single headcount cost." (PHR1)

“Management accounting can predict future finances, so they are good in decisions makes in terms of cost.
Regarding work-life balance, women especially might quit from their career if there is no work-life balance
provided. This work-life balance emerges from FWA. Management accounting knows total loss. MA knows wages
prediction that suitable. MA in the management talent pool may help HR to plan strategically for FWA.” —
(PHR2)

"So far HR and accounting are two separate decisions in an organization. Mainly, HR makes decisions related to
people, and accounting is just processing the payment and taking care of financial records. There is a missing
link between accounting or finance people involved in HR decision making. It is hard to find HR people with an
accounting background. Integrating both HR and MA is very good because HR needs more information on
budgeting, financial projection, and more details accounting formulation." (PHRAC1)

"Accounting information is very important for HR in managing FWA as it helps HR to prepare financial
statements, cash flow, increase corporate governance and monitoring FWA cost, and evaluate actual
performance in light of the original and amended plans. MA can assist HR to take necessary measures, whether
remedial or modified the FWA plan and then achieving the required goals effectively and efficiently.” (PAC1)

"HR needs Management accounting in managing people and HR decision making because MA provides an
overall overview of the strategic planning of a firm, while HR will be an integral part of the overall budgeting.
There must be a synchronization between the two to achieve greater strategic performance.” (PAC2)

"Although HR and accounting might work in different departments, their roles in some of the points intersect with
one another. It is hard to say that these two organizational functions work independently, the collaboration
between HR and accounting within that same organization is undeniable." (PHRAC?2)

The Intersection Point between HR and MA

As a part of HR strategic planning in implementing FWA, this study has found that organizational HR implemented
FWA as a talent management strategy that aimed to build and retain talent pool and developing the workforce to achieve
organizational goals.

"When we talked about HR in managing people with flexible working, the aims will be on creating the talent
pool which includes hiring, developing, and retaining employees. Employees in today's world having high
social demand, and that required them to have flexible work so that they can be more productive and managing
their work-life balance." — (PHRAC2)

"FWA is one part of retention programs, people want work-life balance, they didn't expect the benefit that gains
in the future. People preferred to gain the benefits right away for example from FWA they can have work-life
balance." — (PHR2)

Important remarks of study findings highlight that MA information is very important in managing talent.

"MA can help HR in talent management. For example, through MA, HR can predict whether it's worth hiring
new employees or retain an existing one. This working relationship will enable us to hire the right person with
the right budget.” — (PHR1)

"HR will need managerial and cost accounting report for the cost of worker and make decisions accordingly to
organizational financial resources.” (PAC1)
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"Major concern which many corporations across the organization are facing is associated with high people
cost. Managerial accounting report is very useful for the report related to training expenditure and labor cost
of hiring, retiring or retaining” (PAC3)

"MA emphasis on the learning and growth within the firm, informing the HR what more is needed from the
employees for example enhancing the competencies and other related skills to further improving and achieving
firm's goals. Hence, providing insight into the training employees relevant to the need of the firm." —-(PAC2)

Most of the participants also expressed their views that performance appraisal is one of the vital action plans in
managing employees with FWA.

"Once an organization decided to offer FWA, employees' performance is vital to assess an employee's job
performance within a flexible working environment. An evaluation system to assess FWA implementation must
be created to oversee how effective FWA has been implemented in an organization." — (PHRAC2)

"Integration between HR and MA is useful for performance measurement, especially for-profit oriented
company; every single cent is count. What you give you get back, but there must be a clear policy on how HR
works with MA." — (PHR1)

Participants with accounting background added that

"There must be a synchronization between the HR and accounting department to achieve greater strategic
performance. MA provides information on whether each division is performing at its optimum capacity.
Efficiencies include employees' productivity and such info is need by HR to make decisions on employees'
productivity." — (PAC2)

"Comparison between historical data and budgeted/forecasted figure will make the HR department determine
how performance indicators of employees are to be altered. Along with that, it provides additional guidelines
as to where a significant improvement in the performance of employees is required in the future and which are
the areas where employees are not working up to the standard.”" — (PAC3)

"Accounting information can assist the HR team to make wise decisions in terms of the right number to be hired
which can maximize the capabilities of such organization.” (PHRAC4)

Participants of the study also shared their view on compensation and benefits, which is significantly related to
employees' performance.

"It's highly related when accounting predicts financing while HR managing people. They need to operate
together, cannot split up. As compensation and benefits, accounting knows more rather than HR. Accounting
information might help and can guide HR to have more clear direction on managing people. More clear and
convincing. Compensation under HR, member need to know accounting to make accounting work in the HR
department. If we have a clear instrument/guideline of how MA and HR work together, the FWA proposal will
be more convincing.” — (PHR2)

"HR is not complete without accounting information, for example, payroll needs accounting background. It's
hard to find HR people who like payroll. So, normally we hired someone with an accounting qualification but
she or he will be sitting under the HR department. People with an accounting background is more familiar and
details with accounting formulation.” (PHRAC1)

"HR needs at least basic management accounting in terms of so many things. For example, payroll decision
making, employee benefits for example like annual leave calculation, long term of service calculation
termination in lieu of notice et cetera. These are some portions of accounting understanding in HR decision
making and also in managing people. It serves as the crucial part of HR for which this could guarantee an HR
person manages to develop their job performance because they possess this kind of skill/lknowledge at the
workplace." (PHRAC3)

"For divisional level, HR managers will receive reports related to overtime, productivity, hours worked, an idle
hour on a weekly/monthly/yearly basis, allowances allowed as well as training expenditure to the percentage of
gross salary received/hours worked, etc. These reports will act as a control for the company and particularly
HR which will critically evaluate as employees are underperforming or not. Whether cost being incurred in
exchange for service rendered by employees is adequate or not. Whether the employee is working and had met
the anticipated targets. These all factors are assessed through accounting management reports™ — (PAC3)

It is also reported that implementing FWA may require the existing job to be redesigned and may embedded technology
in the new way of working

"Putting people into flexible work may incur additional cost such as embedded new technology. Does the
organization have enough financial resources for this transformation? If there is an available resource, we
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need a financial projection report to forecast good return on investment or return on labor as results from FWA
implementation.” (PHRAC2)

One of the most important accounting information in FWA planning is budgeting

"MA provides an overall overview of the strategic planning of a firm, while HR will be an integral part of the
overall budgeting.MA supplies info regarding the overall budgeting and strategic plan of a firm, while HR is
part of the budgeting proposed within the MA budgeting. Hence, MA shall assist HR on the available allocation
of resources such as total funds allocation. Managerial support in linking HR strategic to overall firm's
strategic outcome." (PAC2)

"It is vital that there should be a participation of the human resource department while preparation of a budget
for the next whole year. The reason is that budget is a guideline from which budgets are allocated to other
departments. It will enable the human resource department to acknowledge the total funds allocated to the
department for the next whole year. Along with that, the human resource department representative can
respond to any grievances if exist on fund allocation or amount of resources allocated for employee
recruitment, retention, and clearance from the job." — (PAC3)

"MA report or information is very useful for HR because it will help management to manage people better with
an accurate budget.” (PHR1)

Apart from budgeting, the findings also highlight that return on investment, variance analysis, and cost monitoring is the
management accounting information, which is important to ensure that FWA implementation can be both effective and
efficient.

"MA information to HR is very useful as it helps HR to record and track every single HR cost. When HR knows
HR costs, it enables HR to plan a total remuneration package (TRP) and estimate the return of investment
(RON). - (PHR1)

"Without MA information, there will be a missing piece in HR proposal. For FWA to be implemented we need
accurate estimation on labor cost and determine whether it is worth investing in FWA and the overall cost of
FWA implementation.” (PHRAC?2)

"MA is needed as part of the monitoring process; this includes activities from adopting FWA plan and
communicating them from the higher to lower-level people in the organization. Actual performance in light of
the original and amended plan. Variance analysis will be needed in this case and take necessary measures,
whether remedial or modified. Achieving the required goals effectively and efficiently.” (PAC1)

"FWA requires a lot of direct and indirect monitoring, which can be very costly. MA can assist in setting up
budgets and targets for comparison, provide effectiveness and efficiency analysis, planning, and costing for
possible expansion of operation if FWA is proven to be beneficial." — (PAC4)

"Based on my experience, it is very useful for HR to have at least basic accounting knowledge in managing
flexible work, be it big or small project.” (PHRAC3)

Strategic Outcomes of HR and MA integration in FWA

All participants were agreed that integration between HR and MA in creating a flexible working strategy provides a clear
strategic link between HR outcomes and business results. The followings were some of the participants' comments:

"HR outcome is significant and contribute to business performance, while MA may translate such performance
linked to the overall business performance." — (PAC2)

"HR is about people and their effectiveness, integrating management accounting into HR help FWA plan not
merely on the effectiveness of the program but also accentuating on the efficiency of the FWA." — (PHRAC2)

"At the end of the process, the result of the HR side will be way too fast achieved than those without MA." —
(PHRAC3)

"The connection between HR and MA will bridge the gap between HR and organizational outcomes." —
(PHRACS5)

Most of the participants also agreed that integrating MA into HR's FWA plan potentially yield effective HR cost and
saving exercise.

"Management accountant has its role to play at the executive and divisional level. Because at the executive
level, Management accountants perform a cost-benefit analysis and provide valuable information when new
strategies were formulated for the decision-making process.” (PAC3)

"When HR and MA work together cost related to FWA can be utilized an efficient way and time saving too." —
(PHRAC3)
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"HR proposal, particularly in FWA, can be managed more precisely by looking at the projection of HR cost
when implementing FWA." - (PHRAC?2)

"HR and MA integration is reliable, through MA corporate governance can be improved, managing cash flows,
and preparing financial statements.” — (PAC1)

"MA will enable HR to see HR related cost crystal clear and exercising in a way that can save HR budget” —
(PHRACS)

The positive response from overall participants indicated that HR and MA integration capable to build a strategic return
of investment on FWA implementation.

"More strategic ROl due to effective planning between HR combining with Management Accounting." —
(PHRAC3)

"MA report can assist HR to have a right measure to ROl or ROL." (PHRAC2)
"HR and MA integration enable us to record and track every single cost such as return on investment." (PHR1)
"Integrating HR and accounting side will potentially lead to a great return on employees.” — (PHRAC5)

The implementation of FWA has long been recognized as a strategy for hiring, developing, and retaining talent. Most of
the participants believed that the realignment between HR and MA will promote a dynamic acquisition strategy.

"MA report or information is very useful for HR because it will help management to manage people better with
an accurate budget.” (PHR1)

"Hiring employees can be done in the right budget and both HR And account people can discuss together a
rewarding performance which helps to develop and maintaining organization current talent pool." — (PHRAC2)

"Recruitment and retention of employees can be managed in both effective and efficient ways, and that will
optimize organizational capabilities.” (PHRACS)

Another strategic outcome expected from HR and MA integration is that it provides comprehensive qualitative
and quantitative performance management

"Embedding management accounting into HR captured how FWA can be applied to improve business
performance and measure the efficiency of FWA and potential credible value of implementing FWA. —
(PHRAC2)

"There must be a synchronization between the two to achieve greater strategic performance". — (PAC2)

"Also serves as a good benchmark and indicator on evaluating HR performance in producing high
productivity.” - (PHRAC2)

"Performance can be measured accurately because when HR and MA are combined it will cover both people
and financial aspects." - (PHRACS5)

To conclude, the realignment between HR and MA is expected to generate five positive results or strategic outcomes:
provides a clear strategic link between HR outcomes and business results, effective HR cost and saving exercise,
strategic return of investment on FWA implementation, Comprehensive qualitative and quantitative performance
management.

DISCUSSION

The current study found that HR and MA have overlapping responsibilities, both of these organizational functions
should have a close working relationship to create a more effective and efficient FWA plan. HR needs MA in managing
people and ensure that the HR decisions are prudent and farsighted. MA information not merely for a financial statement
but is very useful for financial projection, budgeting, and cost control related to FWA. It is interesting to note that, HR
and accounting might work in different departments, but their roles in some of the points intersect with one another and
the collaboration between HR and accounting within that same organization is undeniable.

As a part of HR strategic planning in implementing FWA, the current study found that HR targets in implementing FWA
are to strengthen the organization's talent pool which includes attracting, developing, and retaining talent to achieve
organizational goals. This finding is in agreement with previous studies (e.g. Kossek et.al., 2014; Burgmann, 2012)
which highlighted the implementation of FWA is often related to attracting and retaining the organizational talent pool.
Important remarks of study findings highlight that MA information is very important in managing talent. For example,
through accounting information organizations will be able to estimate the direct financial costs associated with hiring,
losing employees as well as training replacement needed due to employee turnover.

The findings of the current study are consistent with those of Igbal et al.,(2010) who asserted that the most important
managerial function is to add value to currently available human capital by scheming and executing effective and viable
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human resource development plans. Hence, to implement FWA as part of the strategic goal of an organization, HR is
expected to be able to supply information about the measurement of the cost and value of people from a human factor's
perspective (Igbal et al.,2010). This result also corroborates with the findings of Kotey and Sharma (2019) who found
that FWA directly increased ROL and indirectly through a reduction in staff turnover.

Another important finding highlighted that, there is a definite prerequisite for HR and MA to sit together to manage
performance appraisal of the employees. For example, an evaluation system to assess FWA implementation must be
created and there should be a clear policy of how employees are assessed and how it links to rewards and considering the
financial resource of the organization. Also, the study findings stressed that a comparison between historical data and
budgeted/forecasted figures will make the HR department determine as to how performance indicators of employees are
to be altered. This result is in line with Nguwi (2017) who asserted that is vital to clearly outline the performance goals
and implementation methodology of a system like FWA because, without a clear policy, performance management risks
becoming an abstract exercise that will likely fail. After all, no clear guideline to management, and the employees will
also be left in blurred information.

Corroborate with the previous finding, the current study also presents evidence that HR and MA do not merely
collaborate on performance measurement but also the related matter to compensation and benefits. The evidence of the
study supported that HR payroll will need basic accounting knowledge to identify and measuring data related to
employee's compensation and benefits as well as matching the cost and revenues of the business. These results
corroborate with the findings of Zeng (2018) and, which highlighted the reciprocal interaction between HR and MA.

Another outcome highlighted in this study is related to redesigning the current job to match with a new implementation
of FWA in an organization. This is also consistent with Armstrong (2006) because FWA might include content related to
the job's other basic requirements of executing and scheduling tasks. MA information is important to HR because as
reported in the result of this study, it accentuated that FWA may incur additional costs such as embedded new
technology. At the same time, FWA may also consider space-saving and that will also be resulting in saving cost
exercise. For instance, a firm with a total of 30 employees would require at least an estimated average office space of
7,500 square feet (assuming 30 people x 250 square-feet/employee). Once the organization executes FWA, with half of
the employees have an option to work from home or alternative work schedule, thus, the total space required is now only
as much as 3,750 square feet, as the firm need not accommodate all 30 employees at one time.

The current study also shows that MA partnership with HR is critical. First, in terms of budgeting, the result of this study
heightened that MA provides an overall overview of the strategic planning of a firm, while HR will be an integral part of
the overall budgeting. Besides, return on investment, variance analysis, and cost monitoring is the management
accounting information, which is important to ensure that FWA implementation can be both effective and efficient.
Without MA information, there will be a missing piece in the HR proposal. The most convincing FWA implementation
plan must be able to specify the effectiveness and efficiency of the program. All in all, almost all of the participants
agreed that the realignment between HR and MA will potentially generate positive results such as a clear strategic link
between HR outcomes and business results, effective HR cost and saving exercise, strategic return of investment on
FWA implementation, Comprehensive qualitative and quantitative performance management.

A Proposed Conceptual Framework of HR and MA for strategic FWA Outcomes

Based on the findings and discussion above, a conceptual framework has been developed to enable management or
organizational HR to have a fast but comprehensive view of HR and MA integrations points and the expected strategic
outcomes of FWA implementation (see Figure 1 below).

INTEGRATION

MANAGEMENT
ACCOUNTING INFORMATION STRATEGIC OUTCOMES
FOR HR DECISION MAKING . e
Dynamic Acquisition

Talent Management Strat
- Hiring Budgeting [2LCBY

Develop FwaAs implementation Strategic Link between
Retention & HR spending Plan HR Outcomes &
Business Results

Performance Appraisal Cost Monitoring
Expectation/Goals Keep overall budget Effective HR cost
Measurement under control

Flexible Job Design » Variance Analysis Strategic Return on

Working Space Different between Investment
Embedded actual Cost &
Technology budgeting Comprehensive

Qualitative &

Compensation & Benefit Return on 'HVEStr'fe"t Quantitative HRM

- Fixed Pay Break-even analysis to Measurement &
monitor the positive return of Performance
FWASs

Variable Pay

POINTS

Figure 1: A conceptual Framework of HR and MA integration and FWA strategic outcomes
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This conceptual framework unified both quantitative (financial efficiency) and qualitative (HR -effectiveness)
perspectives in implementing or enhancing FWA in an organization. Additionally, this conceptual model proposed that
flexibility strategy must also be centred on people to a business-focused approach. People management and FWA
implementation cannot be left solely to HR. The conceptual model of this study emphasis that HR alignment involves
the collaboration and devolution of HR and MA to ensure the effectiveness of FWA through the building of constructive
relationships and enhancing the standard of strategic decisions.

As illustrated in Figure 1, the orange box indicated the HR action plan in FWA implementation which included talent
management, performance appraisal, flexible job design, and compensation and benefits. The implementation of FWA is
often related to attracting and retaining the organizational talent pool (e.g. Kossek et.al., 2014; Burgmann,2012).
Attraction, retention, and career management (employee's development) explicated under the dimension of talent
management strategies as clustered in Armstrong (2006) HRM handbook. Most of the HR participants in this study
assumed that MA information will facilitate HR in managing HR costs such as recruitment, training (employee's
development), and retaining employees. In addition to that, most of the HR participants emphasized that HR needs at
least basic accounting to manage employees' compensation and benefits, or else, HR may need to hire someone with an
accounting background. The integration between HR and MA is expected to contribute to a dynamic acquisition strategy
and having an effective HR cost.

Implementing or upgrading existing FWA in an organization may require the current tasks of employees to be
redesigned, which might include content related to the job's other basic requirements of executing and scheduling tasks
(Armstrong, 2006). As indicated in the result of the study, FWA may incur additional costs such as embedded new
technology, but it may also offer saving cost exercise because FWA may result in space-saving. The synergy between
MA and HRM is significant to have a greater impact on internal business process performance such as improves
production efficiency, cost savings, quality improvement, and increased asset utilization (Tavitiyaman et al., 2012;
Bititci et al., 2011). This can be achieved through competent human resources coupled with accurate and reliable
management accounting information (Hutahayan, 2020).

The first and important MA information in the FWA plan is budgeting which involves the activity of planning for future
financial. Firms do budgeting for operational planning, performance evaluation, communication of goals, controlling and
co-ordinating resources (Apostolides, 2016). The HR shall be able to communicate the resources needed and cost
expected to be incurred for any HR program such as FWA. Budget is essential because it helps the firm to have detailed
planning processes and uncover potential problems before they occur and spot the omission and inconsistency of the
plans (Cunningham et al., 2019).

MA information is also needed for cost monitoring purposes, which is important to keep FWA overall budget are under
control. MA provides various control tools and mechanisms which is better known as Management Control Systems
(MCS). This MCS is used as a strategic plan and control to achieve organizational objectives through objective setting
and strategy formulation as well as taking steps to ensure that the employees do what is best for the organization
(Merchant & Van Deer Stede, 2017). MCS tools like planning, budgeting and forecasting, performance measurement,
and reports (Novas et al., 2017) allows management to account for cost and monitor the performances of various
business functions within an organization. Therefore, regarding FWA implementation, MCS is viable to account for
successful FWA execution.

Bambrough (2003) outlines that costs associated with HR activities can be divided into four major categories, which are
(1) cost of training materials, (2) cost of equipment and other facilities, (3) cost of trainees, and (4) trainers' fees. While
FWA is to promote employees' wellbeing which in turn improves employees' productivity (Katz et.al, 2019; Hunter,
2019; Kuroda & Yamamoto, 2018; Obisi, 2017), therefore, such a strategy can be considered as an investment which
expected to yield high productivity, lower employees' turnover, thus reduce the cost of hiring and training new
employees. The trade-off (increase/decrease) between various costs associated with FWA implementation shall be
communicated to management and budgeting is therefore an effective and efficient way to evaluate the effect of FWA. It
would be best to adopt flexible budgeting (FB) in contrast to a static budget, as FB adjusts to any changes in activity and
that it presents cost information which allows for a variance analysis (Labro, 2019). Variance analysis assists
management to examine whether the budgeted amount is following the plan, and any favorable and deficiencies in the
budget analysis shall further assist the management to improve FWA implementation. This provides information to the
firm on the have a better strategic plan to enhance firm performance both in the short and long run. Therefore, it is
expected that MA integration with HR will provide a clear strategic link between HR outcomes and business results as
well as the strategic return of investment on FWA implementation.

Last but not least, HR and MA integration is expected to provide comprehensive qualitative and quantitative
performance management. Most of the prominent performance measurement in MA is using the Balance Score Card
(BSC) as it portrays the overall performance of an organization. In fact, literature has documented that BSC is used to
measure performance in HRM (see for example Gesuela, 2015; and Bachtiar, 2017). Moreover, Amirul et.al., (2019)
have highlighted the interconnectedness between HR and MA utilizing this BSC. The BSC comprises of both financial
and non-financial performance indicators which can be categorized into four metrics: (1) financial, (2) customers, (3)
internal business process, (4) learning and growth (Kaplan, 2009; Tan & Khodaverdi, 2017). Each metric has different
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KPI and organization, may develop the criteria or the KPI which can be tailored and flexible enough to further suit the
firms' aims (Amirul et.al., 2019). The synchronization between HR and MA can be aligned through this BSC, whereby
internal business processes concerns with employees' productivity and that learning and growth focus on employee
improvement, which are the main function of HR. Therefore, both MA and HR are not working in a silo as both
complementing one another to better achieve the organizational objectives in the long run. This can be done through
strategic planning where the integration between these two is essential.

CONCLUSION

In conclusion, this study aims to advance the notion of FWA literature by unveiling the strategic alignment between HR
and MA. It addresses the issues that lie within FWA research which overwhelming on the adoption of FWA, but the
most pressing concern is that there is a huge gap in the existing literature of how this FWA can be strategically managed
to further enhance the overall organizational performance, both financially and non-financially. Therefore, this study
provides insight beyond FWA adoption, whereby we proposed a framework for strategic FWA, which bridges the
connection between HR and MA so that FWA implementation or enhancement can be effective and efficient. We
thoroughly discussed how the synergy between HR and MA can be achieved through several key elements, which is
expected to yield strategic outcomes for the organization. Most importantly, the organization shall be able to overcome
the redundancies between HR and MA roles to create more compelling strategic planning for FWA implementation.
Hence, leading towards greater strategic outcomes such as strategic dynamic acquisition, effective HR cost, a strategic
link between HR outcomes and business, strategic return on investment, as well as comprehensive HRM measurement
and performance. We highlighted our key result findings that are the integration between HR and MA through the HR
action plan for FWA like talent management, performance appraisal, flexible job design, and the compensation and
benefits; with the MA control and tools such as budgeting, cost monitoring, variance analysis, and ROIl. We also
proposed the use of BSC as a key performance indicator to assess the overall outcome of FWA implementation.

LIMITATION AND STUDY FORWARD

The most important limitation lies in the fact of this study is the availability of literature combining both HR and MA.
Thus, more studies are urged to delve far analyzing the possible integration between HR and MA, not only from the
perspective of FWA but other areas. Thus, resulting in more hybrid integration between HR and MA from a broader
perspective. Secondly, since this study merely proposing a strategic FWA framework, yet essential, thus it provides no
empirical evidence on how this framework can function in the real business environment. Nonetheless, our framework
assists researchers to advance this study by proposing innovative tools on how HR and MA may collaborate. Such
innovative tools are important to better assist the organization to have more profound FWA implementation for long-
term business operations.
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