
FLEXIBILITY IN THE TOURISM SECTOR: 
DO ORGANISATIONS AND EVENTS NEED TO BE FLEXIBLE IN ORDER TO 

RECRUIT AND RETAIN VOLUNTEERS? 
 

Leonie Lockstone 
Victoria University 

Leonie.Lockstone@vu.edu.au 
 

Karen Smith 
Victoria University of Wellington 

 
Tom Baum 

University of Strathclyde 
 
 
ABSTRACT 

The concept of flexibility has received widespread attention beyond its theoretical 
roots in manufacturing. It has been applied to the services sector, including tourism 
and hospitality; however, little work has investigated the transference of its basic 
tenets to volunteering. Research is lagging behind practice in contemporary 
volunteering as the value of flexible attitudes and flexible work options in terms of 
recruitment and retention outcomes is increasingly recognised. To address this gap, 
the current paper proposes a conceptual model that takes into account levels of 
reciprocal flexibility between host organisations and their volunteers, against the 
backdrop of volunteer supply. A comprehensive explanation of the literature 
supporting this model and its accompanying research questions serve as a way forward 
to determine whether all types of tourism organisations, offering a range of 
volunteering opportunities, need to be flexible in order to recruit and retain volunteers. 
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INTRODUCTION 
This paper considers workplace flexibility in the context of volunteering, with particular 
reference to the tourism context and proposes a conceptual model as a means of better 
understanding the value of flexibility theory to this area of volunteer work. The concept of 
reciprocal flexibility, to be elaborated upon, is the basis for this understanding, particularly 
when considered in association with volunteer supply. To provide a sound understanding of the 
theory contributing to the model, literature on volunteering, flexibility and the nexus between 
both areas will be reviewed. 
 
 
VOLUNTEERING 
This paper focuses on formal volunteering, which takes place through an organisation, and is 
defined by Volunteering Australia (2005: 1) as: 

An activity which takes place through not for profit organisations or projects and is 
undertaken: 

• to be of benefit to the community and the volunteer; 
• of the volunteer's own free will and without coercion; 
• for no financial payment; and 
• in designated volunteer positions only. 
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Formal volunteering incorporates diverse activities and a range of settings, including tourism 
organisations. Previous research has tended to focus either on residents volunteering in tourism 
organisations within their local community (such as museums, visitor information centres, and 
at events), or on tourists volunteering at their vacation destination, although there have been 
recent calls to consider tourism volunteering more holistically (Uriely, Reichel and Ron 2003; 
Holmes and Smith 2006).  Given the latitude of focus, this paper sits within the former tradition 
and draws parallels between volunteer and paid staff in tourism organisations.  
 
 
FLEXIBILITY 
The concept of flexibility has been applied to a wide range of issues and levels of analysis 
(Atkinson 1984; Blyton and Morris 1991; Hakim 1990; Geary 1992; Reilly 1998; Kelliher and 
Riley 2002). Its theoretical development and application, however, has largely been undertaken 
in the context of paid manufacturing workforce environments although there is some evidence 
of application in terms of the low-paid service sector (Guerrier and Lockwood 1989; Timo 
2001; Lai and Baum 2005).  
 
 
Building upon such discussion, the opportunity exists to understand and evaluate the roles, 
functions and structure of volunteer groups in terms of various forms of flexibility, namely, 
functional, temporal and numerical. Functional flexibility involves workers utilising multiple 
skills, working jobs at different skill levels or shifting between functions. In contrast, numerical 
flexibility involves adapting the size of the workforce readily and at short notice in response to 
the prevailing level of economic activity. Temporal flexibility adjusts the quantity and timing of 
existing staff resources (Rimmer and Zappala, 1988). It is closely associated with numerical 
flexibility but does not utilise additional workers to meet workload fluctuations.  
 
 
All these forms of flexibility are incorporated in Atkinson’s (1984) Flexible Firm model, which 
has been the dominant contributor to the flexibility debate (Cappelli 1995). Its segmented nature 
aligns the achievement of functional flexibility to ‘core’ labour market positions (predominantly 
full-time workers) and numerical and temporal forms of flexibility to ‘peripheral’ positions. The 
extent of critical and applied research undertaken in relation to this model is substantial. While 
this research has not extended into the realm of volunteering, industries including tourism and 
hospitality are a particular focus of this effort (Kelliher 1989; Guerrier and Lockwood 1989; 
Holloway and Davies 2001; Lowry 2001).  
 
 
FLEXIBILITY AND VOLUNTEERING 
It has been suggested that the organisation of formal volunteering often requires a high degree 
of operational flexibility (Geber 1991) and that for volunteers and paid staff, working in the 
voluntary sector generally demands a flexible approach (Gann 1996). We now highlight the 
nexus between flexibility and volunteering by examining literature in two key areas. Firstly, 
researchers have investigated the flexibility of paid work and how this affects an individual’s 
availability to volunteer. Secondly, and particularly relevant in the context of this paper, is 
research which considers whether the flexibility of volunteer work itself can influence 
recruitment and retention outcomes.  
 
 
Time to volunteer – How does the flexibility of paid work affect the capacity to volunteer? 
Reviews of current trends in volunteering overwhelmingly suggest that available time is a key 
influence on propensity to volunteer. Work-life balance issues and the demand they place on 



peoples’ time (from employment, family, leisure) increasingly affect the time availability of 
both current and potential volunteers (Gaskin 2003; Merrill 2006). Lack of extra time is a key 
barrier to increased voluntary activity (McClintock 2004; Kitchen, Michaelson, Wood and John 
2006), particularly for young people, those in employment, and those with higher household 
incomes (McClintock 2004).  
 
 
Many researchers support the view that having flexible arrangements within paid employment, 
and having an employer who is supportive of volunteering, increases the likelihood of 
volunteering (Coleman 2002; Freeman 1997; Hall, McKechnie, Davidman and Leslie 2001; 
Wicks 1995). Research at major sporting events offers more mixed support to this argument. At 
the Manchester Commonwealth Games among volunteers in paid employment, women were 
more likely to take advantage of flexible hours in order to volunteer, whereas men tended to 
take annual leave (Downward, Lumsdon and Ralston 2005). In other cases, even when 
volunteers are also in paid employment, the time they donate to volunteering at an event is 
mainly from their spare time (Solberg 2003) or a combination of leisure, work and even 
sleeping time (Williams, Dossa and Tompkins 1995).  
 
 
Flexibility to volunteer – How do flexible volunteering work options affect volunteer 
recruitment and retention? 
The influence of time pressures on volunteering participation levels has been established above, 
and research on the integration of flexibility and volunteering has also considered how the 
flexibility of the volunteer work itself can influence recruitment and retention outcomes. There 
is some evidence that volunteers are increasingly taking up flexible volunteering opportunities. 
Analysis of UK data found that, whilst regular volunteering has remained relatively static, 
overall, people were giving more time, but volunteering in more transient and flexible ways 
(nfpSynergy 2005). Similarly, while more Australians are volunteering, the median weekly 
hours of voluntary work has remained stable (Australian Bureau of Statistics 2001); Bryen and 
Madden (2005) suggest this trend supports the growth of short-term volunteering assignments. 
Fourth-fifths of current volunteers surveyed by Volunteering Australia (2006) identified that 
flexible volunteering hours were important to them. 
 
 
In response to changing demands and needs of volunteers, organisations are developing a range 
of flexible volunteering opportunities (Gaskin 2003) that are “short term, time specific and 
flexible” (Esmond 2001: v). Borgiattino (2005) identifies flexibility as one of six success factors 
necessary to increase participation in volunteering. Australian organisations involving 
volunteers seem to have recognised this demand for flexibility, variously offering flexible 
hours, short term, and once-off opportunities (Volunteering Australia 2006). Virtual 
volunteering options are proposed as a way of introducing flexibility in both temporal and 
geographical terms (McClintock 2004; Merrill 2006). 
 
 
The types of strategies recommended to increase flexibility predominantly relate to temporal 
flexibility, suggesting one-off, short-term or drop-in volunteering (Gaskin 2003), or 
volunteering at times outside traditional (paid) working hours (The Urban Institute 2004). 
Macduff (1991) first coined the term ‘episodic volunteering’ to refer to one-off volunteering 
assignments which offer a flexible relationship with an organisation and Hustinx and 
Lammertyn (2004: 568) use ‘distant’ to describe volunteer participation that is characterised by 
loose, infrequent, short-term and activities-based involvement. More recently, it has been 
recognised that, whilst the volunteering activities may be short-term, the volunteers may return 
or re-engage with a single organisation in a series of episodic relationships (Macduff 2005; 



Handy, Brodeur and Cnaan 2006). Bryen and Madden (2006) use the term ‘bounce-back’ to 
describe this situation, and draw parallels with the factors influencing retention of continuous 
volunteers while also arguing that the “notion of episodic volunteering as distinct from 
traditional volunteering is gaining ground in the literature” (p.10).  
 
 
In addition to the temporal flexibility offered by episodic volunteering opportunities, Gaskin 
(2003) also suggests having a flexible rota system that recognises that volunteers can often 
make only a limited commitment. Numerical flexibility can be achieved through a pool of 
volunteers (Gaskin, 2003) so demands are not unrelenting and Borgiattino's (2005) 
recommendation for flexibility in terms of work content could be interpreted as functional. 
 
 
Despite recognition of the importance of flexibility to recruiting and retaining volunteers 
(Gaskin 2003), very few studies have linked the underlying tenets of specific flexibility theories 
to volunteering. An exception is Lockstone (2005) who after due consideration of the seminal 
works of Atkinson (1984) and Piore and Sabel (1984), developed and tested a model of 
convergent flexibility specifically with volunteer settings in mind. Convergence, in this 
instance, was the degree of alignment between flexibility practices in terms of their assessed 
availability and value. The study highlighted a positive link between functional flexibility 
practices and the job satisfaction outcomes of volunteers and paid workers in the museums 
sector. 
 
 
RECIPROCAL FLEXIBILITY 
In the context of paid working environments, it has been recognised that researchers have often 
adapted a fairly one-sided perspective to examine flexibility trends and issues (Walsh and 
Deery, 1997). Failure to provide a holistic picture has arisen, due to a focus on the employer 
stance at the expense of the employees’ view. Reilly (2001) emphasised the importance of 
negotiating between employer and employee interests in his theoretical work on mutual 
flexibility. Reilly contends that the facilitation of organisational change, improved productivity 
levels and lower rates of absenteeism are key practical benefits derived from mutual flexibility. 
Many commentators on flexibility theory (Tailby 1999; Houseman 2001) have acknowledged 
the benefits (or costs dependent upon whose perspective is being adopted) of flexibility for 
employers and employees and, in doing so, have unmasked the potential incompatibilities of 
interest. Mutuality is not a new concept (Tsui, Pearce, Porter and Tripoli 1997), however, the 
models by Reilly (2001) and also Sheridan and Conway (2001) explicitly set out to articulate 
how flexibility can be achieved according to this principle.  
 
 
In the context of volunteering research, there has been little attempt to examine whether such 
mutual, or for the purposes of this paper, reciprocal flexibility exists between organisations and 
their volunteer staff. A full explanation of this concept will be provided later in the paper. 
Lockstone and Baum (2006), in a study examining the press reporting of the Melbourne 2006 
Commonwealth Games’ volunteer program, noted that the scope of the event and the 
complexities surrounding its organisation, including volunteer role and training requirements, 
served to highlight the delicate balance between a volunteer’s freedom to choose the activities 
they participate in and the event organiser’s need to fill roles and rosters.  
 
 



THE INFLUENCE OF RECIPROCAL FLEXIBILITY AND VOLUNTEERS SUPPLY 
ON TOURISM VOLUNTEERING 
Given the lack of research in the area, it may be questioned to what extent reciprocal flexibility 
applies across the full range of volunteering opportunities that exist in the tourism sector. The 
following model (Figure 1) depicts reciprocal flexibility in relation to volunteer supply (low 
versus high) and type of volunteer opportunity (sustained versus episodic). To provide insight as 
to how the conceptual model has evolved from the available literature, its two fundamental 
building blocks are now discussed. This explanation should ensure greater understanding of the 
relationships depicted in Figure 1.  
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Figure 1: The influence of reciprocal flexib ility and volunteer supply on tourism volunteering 

 



Building Block 1 – Flexible Organisations Offering Sustained Volunteering Opportunities 
to Core and Peripheral Volunteers 
The proposed model posits that volunteering activity takes place in both flexible organisations 
and pulsating organisations. The former provides an outlet for sustained or ongoing 
volunteering opportunities in settings such as museums, tourist attractions and visitor 
information centres. Indeed, there is a long research tradition associated with volunteers and 
volunteering within these more stable and long-term working environments, with particular 
attention being paid to the management of volunteer staff in museums and heritage attractions.  
 
 
Necessitated by continuing operational requirements, flexible organisations, akin to Atkinson’s 
(1984) Flexible Firm model, provide for a separation of workers, in this instance volunteers, 
into two types: core and peripheral. Pearce’s (1993) seminal study exploring the organisational 
behaviour of unpaid workers supports this view. Characteristics of core volunteers noted by 
Pearce include willingness to offer help, well informed, reliable and a tendency to hold formal 
office. Members of the periphery, in contrast, are often less involved and informed about 
organisational activities, with Pearce suggesting that a lack of free time limits the opportunity 
for these volunteers to seek core positions.  
 
 
Likewise, building upon Atkinson’s (1984) flexibility theory, our proposed model suggests that 
the work of core and peripheral workers (volunteers) is likely to be associated with different 
types of flexibility practices. Graham and Foley’s (1998: 36) study of volunteering in Scottish 
urban museums provides general support for this with the authors stating “it is clear that 
volunteering in Glasgow Museums accommodates considerable numeric and functional 
flexibility”.  
 
 
The makeup of building block one draws upon traditional thinking in relation to flexibility 
theory and volunteer research. Whilst flexibility may have become a catch-cry of the 1980s and 
beyond and a point of difference from then standard bureaucratic structures, Hanlon (2002: 50) 
suggests that “today’s generic organisational structures are similar to those of flexible 
organisations”. This point is made to clearly highlight distinctions that may arise in relation to 
volunteering opportunities in pulsating organisations. 
 
Building Block 2 – Pulsating Organisations Offering Episodic Volunteering Opportunities 
to One-off and Bounce-back Volunteers 
The term ‘pulsating organisation’ was coined by Toffler (1990) to describe organisations that, 
over the course of their lifecycle, variously expand and contract. In the current context, the work 
of Hanlon (2002) and Hanlon and Cuskelly (2002) provides a contextual link between the 
concept of the pulsating organisation and events. Volunteering at events, particularly sporting 
and mega-events have formed a second strand of research on volunteer workers in tourism and 
is widely cited in the relevant literature on episodic volunteering. It has been suggested that 
pulsating organisations are extreme forms of their flexible counterparts (Hanlon, 2002). Indeed, 
rapid movements in personnel numbers over a relatively short time period, is likely to require a 
more episodic approach to staffing, including volunteering. This is consistent with the 
contention that volunteer participation can be “discrete or episodic, rather than continuous or 
successive” (Harrison 1995: 372).  
 
 
Supporting episodic work patterns, parallels can be drawn between this term and Atkinson’s use 
of ‘distancing’ in the paid work literature. In reference to the third tier of his Flexible Firm 
model (in addition to the core-periphery bifurcation), Atkinson (1987) maintains distance 



workers conduct activities from which the organisation has chosen to distance itself, tasks 
which can be either highly specialist or very mundane, performed on an planned basis or only 
when the need arises. This description could apply equally well to the use of volunteers.  
 
 
The proposed model suggests that, as a result of volunteering on an episodic basis (e.g. at mega 
events, major events or community events), volunteers will fall into one of two categories. First 
are those volunteers who commit to the event but take that commitment no further once the 
event concludes (one-off volunteers) or volunteers who ‘bounce-back’ to experience other 
volunteering opportunities (Byren and Madden 2006). Evidence of bounce-back was reported 
by Lockstone and Baum (2006) in their study of the volunteer experience at the 2006 
Melbourne Commonwealth Games. They noted several volunteers had served at a variety of 
previous mega sporting events in Australia and overseas. This finding is consistent with 
Ralston, Lumsden and Downward’s (2003) study of the Manchester Commonwealth Games 
where 75% of the volunteers fell into the bounce-back category, although their previous 
volunteering had not necessarily been in the mega events context.  
 
 
Given that pulsating organisations and episodic volunteering are inherently demand driven, and 
events by their nature are temporally bound, it would be reasonable to expect that numerical 
work practices dominate for both one-off and bounce-back volunteers. Whilst this is largely the 
case, the proposed model also recognises that, in the case of bounce-back volunteers, event 
organisations may provide a greater choice of flexibility options in order to retain the services of 
these volunteers or recruit volunteers with previous experience. 
 
 
The makeup of building block two largely draws upon emergent thinking in relation to 
flexibility theory and volunteer research. Indeed, the concept of ‘bounce-back’ volunteers 
(Byren and Madden 2006) is cutting edge and has as yet not been tested in relation to tourism 
settings. Now that the major elements of the model have been outlined, the paper will now 
discuss the relationships depicted in Figure 1.  
 
Key Relationships 
Using a bottom up approach to view the proposed conceptual model (see Figure 1), the first 
point of contact for potential volunteers in dealing with tourism organisations is through the 
recruitment process. For those volunteers who have paid positions, it is assumed that they have 
the necessary time available and flexibility in their working roles to volunteer (Hall et al. 2001). 
These factors are considered to be less important for other potential volunteer groups (e.g. 
retirees, unemployed and students); however, based on previous research (Australian Bureau of 
Statistics 2001), the model does not assume these groups are more likely to volunteer. This is an 
important point considering that volunteers in tourism related organisations are more likely to 
come from outside the labour force (Australian Bureau of Statistics 2003). For all potential 
volunteers, regardless of whether they are paid workers or otherwise, it must be acknowledged 
that other factors, beyond the scope of the current paper, will contribute to their decision to 
volunteer 
 
 
Once volunteers are recruited, the proposed model depicts the choice of voluntary activity set 
against the framework of building block one (flexible organisations) or building block two 
(pulsating organisations). Dependent upon volunteer type, as an outcome of participation and 
provision of relevant flexibility practices, various feedback loops are depicted indicating 
potential retention outcomes. In the case of core volunteers, flexibly working in sustained roles, 
Figure 1 contends that in support of Pearce (1993), these volunteers will be more likely to focus 



their efforts on one particular organisation. The model suggests similar retention outcomes for 
peripheral volunteers and bounce-back volunteers, despite the differences in organisation 
(flexible versus pulsating) and work (sustained versus episodic) type. For peripheral volunteers, 
whilst it is acknowledged that they may have less time or possibly less inclination to devote 
their voluntary efforts towards one organisation, that does not preclude them seeking out other 
opportunities either on a sustained or episodic basis. The very nature of ‘bounce-back’ 
volunteering (Bryen and Madden 2006) supports the relationships depicted. However, to date 
there is limited research on whether bounce-back from episodic involvement may encourage 
more sustained volunteering activity. Reports are not entirely supportive of the contention (Ker 
2006), however, it is too soon to exclude the proposed link, hence its inclusion in the current 
model. This gap, together with research that investigates the communalities between peripheral 
and bounce-back volunteers, would prove a worthwhile extension of current knowledge relating 
to flexibility and tourism volunteering. 
 
 
The proposed model recognises a single organisation may embrace both types of volunteering, 
hence the inclusion of a link representing cross-over opportunities. While sustained 
volunteering opportunities are typical of flexible organisations such as museums, the same 
organisations may also involve episodic volunteers, for example to run one-off events, or short-
term programmes. Conversely, although special events are used to typify episodic volunteering, 
within an event there may also be volunteers who make an ongoing and sustained commitment 
to the pulsating organisation. Saleh and Wood (1998) and Handy et al. (2006) categorise these 
year-round event volunteers as ‘core’, in contrast to the ‘non-core’ episodic volunteers who 
work only during the event delivery or immediate build up. 
 
 
In terms of the key relationships depicted in Figure 1, the only association not yet discussed is 
that between reciprocal flexibility and volunteer supply. This association represents the key 
contribution of the proposed model to flexibility research in relation to tourism volunteering. As 
such, it will be separately examined.  
 
Reciprocal Flexibility and Volunteer Supply 
In preference to ‘mutual’ flexibility used in relation to paid work environments, the proposed 
model adopts the term reciprocal flexibility to recognise the relationship between volunteers and 
their host organisations and to what extent flexible working attitudes exist between both parties. 
As depicted in the model, varying levels of reciprocal flexibility are likely to accompany 
sustained and episodic volunteering opportunities. To highlight the potential variations, mega 
event volunteering, for example, is likely to be characterised by less reciprocal flexibility as 
compared to volunteering in museums, visitor information centres, etc, that require volunteers 
on an ongoing basis. Complementing Lockstone and Baum’s (2006) findings in regards to a 
‘like it or lump it’ attitude to the rostering of volunteers at the 2006 Commonwealth Games, 
Downward et al. (2005) highlighted the high expectations organisers had of volunteers’ 
commitments at the 2002 Manchester Games. Organisers targeted volunteers who were willing 
to be flexible and committed, and “flexibility in working practices was paramount [and] this 
may have meant working late and weekends” as well as long hours (Manchester 2002 The XVII 
Commonwealth Games 2002: 163). It is difficult to imagine that host organisations seeking 
volunteers to fill sustained positions can ask for the same degree of commitment, particularly as 
many museums, visitor attractions and visitor information centres are partially or solely reliant 
upon unpaid workers to operate (Henning 2006). Furthermore, volunteer recruitment and 
retention are often ongoing management concerns for these types of organisations. As such, the 
model depicts that reciprocal flexibility is tied to the supply of available volunteers. Increased 
volunteer supply may be linked to conditions of reduced reciprocal flexibility and with the 
reverse scenario likely to apply in the case of smaller, flexible organisations. 



 
 
As a caveat to the model, it is recognised that the linkage between reciprocal flexibility and 
volunteer supply will not hold true for all sustained or episodic forms of volunteering. For 
example, small community events are likely to be just as reliant upon volunteers in light of 
funding difficulties and a lack of paid staff.  Conversely, some large museums and visitor 
attractions have waiting lists for volunteers and may be able to afford to be less attentive to the 
flexibility needs of their unpaid workers. That said, based on the supporting literature there 
appears to be sufficient face validity to suggest that the proposed model would be a worthwhile 
subject for future testing, especially to ascertain whether the posited association between 
reciprocal flexibility and volunteer supply stands and if not, under what conditions it is 
confounded. With a view to such testing, a series of research questions, extrapolated from the 
model, will now be examined. 
 
 
RESEARCH QUESTIONS 
The preceding discussion clearly delineates between the major elements and key relationships of 
the proposed conceptual model (see Figure 1). While a range of issues are raised by the model, 
the focus here is on only research questions relating to the main focus of the current model, the 
association between reciprocal flexibility and volunteer supply. 
 
 
Research Question 1: Under what conditions do volunteers experience low reciprocal 
flexibility? 
The model suggests that low reciprocal flexibility will be present in relation to episodic 
volunteering opportunities, where there is a large supply of available volunteers.  
 
 
Research Question 2: Under what conditions do volunteers experience high reciprocal 
flexibility? 
The model suggests that high reciprocal flexibility will be present in relation to sustained 
volunteering opportunities, where there is a low supply of available volunteers.  
 
 
Research Question 3: What additional factors influence the level of reciprocal flexibility 
that volunteers experience? 
Several variables may support or confound the proposed relationship between reciprocal 
flexibility and volunteer supply. These are grouped according to organisational scale (budget, 
number of paid employees and organisational age), appeal (reputation of the organisation or 
event and status as an once-in-a-lifetime opportunity or an ongoing concern) and rewards for 
service (tangible and intangible). It is assumed that the relevance of these variables will differ 
for sustained and episodic volunteering opportunities.  
 
 

CONCLUSIONS  
This paper has addressed the nature of volunteering in the context of tourism. In particular, our 
discussion focuses on issues of workplace flexibility and the application of theory relating to 
this area to voluntary work. The notion of reciprocity in flexible working, benefiting both 
volunteers and their employers, is explored and a conceptual model is proposed that seeks to 
identify the key facets of reciprocal flexibility as they apply to volunteer work in tourism. From 
this, key research questions are identified as a way forward towards further work that will 
empirically evaluate the model and its practical application. 



 
 
The concept of reciprocal flexibility is important to all employment contexts, whether 
addressing the respective needs of employees and their organisations in a paid or volunteer 
capacity. Flexibility has, historically, been a manta preached by employers seeking change in 
the workplace practices of their staff. Today’s increasing focus on work-life balance, 
particularly within tight labour markets, means that the concept has growing importance as a 
means by which organisations can compete in the job market for the best workers. These 
principles are equally applicable to those working for organisations in a voluntary capacity as 
they are within the paid work domain. The model proposed is one that can be of practical value 
to volunteer organisations, in the tourism sector, in terms of assessing issues of work 
availability, lifestyle demands, personal motivation and effective resource management in 
relation to their volunteer workforces. It can also help both parties in the reciprocity equation to 
manage their key scarce resources, notably time, to mutual benefit and effect. 
 
 
 
 
 
 



REFERENCES  
Atkinson, J. (1984). Manpower strategies for flexible organisations. Personnel Management, 

August, 28-31. 
Atkinson, J. (1987). Flexibility or fragmentation? The United Kingdom labour market in the 

Eighties. Labour and Society, 12(1), 87-105. 
Australian Bureau of Statistics. (2001). Voluntary Work 2000. Canberra: Australian Bureau of 

Statistics. 
Australian Bureau of Statistics. (2003). Australia's Cultural Volunteers 2000. Canberra: 

Cultural Ministers Cultural Statistics Working Group. 
Bagguley, P. (1990). Gender and labour flexibility in hotel and catering. The Service Industries 

Journal, 10(4), 737-747. 
Blyton, P., & Morris, J. (1991). A flexible future: Aspects of the flexibility debates and some 

unresolved issues. In P. Blyton & J. Morris (Eds.),  A Flexible future? – Prospects for 
Employment and Organization. New York: W. de Gruyter.  

Borgiattino, S. (2005). Promoting + Developing Volunteering. Brussels: EFIL (European 
Federation for Intercultural Learning). 

Bryen, L., & Madden, K. (2006). Bounce-back of episodic volunteers: what makes episodic 
volunteers return? Working Paper No. CPNS 32. Brisbane: Queensland University of 
Technology. 

Cappelli, P. (1995). Rethinking employment. British Journal of Industrial Relations, 33(4), 563-
602. 

Coleman, R. (2002). Characteristics of volunteering in UK sport: lessons from cricket. 
Managing Leisure, 7, 220-238. 

Downward, P., Lumsdon, L., & Ralston, R. (2005). Gender differences in sports event 
volunteering: insights from Crew 2002 at the XVII Commonwealth Games. Managing 
Leisure, 10, 219-236. 

Esmond, J. (2001). ‘BOOMNET’: Capturing the Baby Boomer Volunteers: A 2001 research 
project into baby boomers and volunteering. Perth: Department for Community 
Development, Government of Western Australia. 

Freeman, R. B. (1997). Working for nothing: the supply of volunteer labour. Journal of Labor 
Economics, 15(1, pt. 2), 140-166. 

Gann, N. (1996). Managing Change in Voluntary Organizations: A Guide to Practice. 
Buckingham: Open University Press. 

Gaskin, K. (2003). A Choice Blend: what volunteers want from organisation and management. 
London: Institute for Volunteer Research. 

Geary, J. (1992). Employment flexibility and human resource management. Work, Employment 
and Society, 6(2), 251-271. 

Geber, B. (1991). Managing volunteers. Training, June, 21-25.  
Graham, M., & Foley, M. (1998). Volunteering in an urban museums service: a definitional 

reassessment. In M. Bennett,, N. Ravenscroft & D. Phillips (Eds.), Tourism and visitor 
attractions: Leisure, culture and commerce (pp. 21-38). London: Leisure Studies 
Association. 

Guerrier, Y., & Lockwood, A. (1989). Managing flexible working in hotels. Service Industries 
Journal, 9(3), 406-419. 

Hakim, C. (1990). Core and periphery in employers' workforce strategies: Evidence from the 
1987 ELUS Survey. Work, Employment & Society, 4(2), 157-188. 

Hall, M., McKechnie, A.-J., Davidman, K., & Leslie, F. (2001). An environmental scan on 
volunteering and improving volunteering. Toronto: Canadian Centre for Philanthropy. 

Handy, F., Brodeur, N., & Cnann, R. A. (2006). Summer on the island: episodic volunteering. 
Voluntary Action, 7(3), 31-46. 

Hanlon, C. (2002). Managing the pulsating effect in major sport event organisations. PhD 
Thesis, Victoria University. 



Hanlon, C., & Cuskelly, G. (2002). Pulsating major sport event organizations: a framework for 
inducting managerial personnel. Event Management, 7, 231-243. 

Harrison, D. A. (1995). Volunteer motivation and attendance decisions: competitive theory 
testing in multiple samples from a homeless shelter. Journal of Applied Psychology, 
80(3), 371-385. 

Henning, G. K. (2006). Understanding the guided hiking experience: A theoretical model of 
organizational performance and hiker perception. PhD thesis, University of Calgary. 

Holloway, R., & Davies, J. (2001). Exploring the use of flexibility arrangements in tourism and 
hospitality organisations. In C. Pforr & B. Janeczko (Eds.), Capitalising on research. 
Proceedings of the eleventh Council of Australian Tourism and Hospitality Education 
Research Conference (pp. 145-165). Belconnen: University of Canberra. 

Holmes, K. & Smith, K. A. (2006). The contribution of volunteers to tourism. Cutting edge 
research in tourism: New directions challenges and applications, 6-9th June, University 
of Surrey. 

Houseman, S. N. (2001). Why employers use flexible staffing arrangements: evidence from an 
establishment survey. Industrial and Labor Relations Review, 55(1), 149-170. 

Hustinx, L., & Lammertyn, F. (2004). The cultural bases of volunteering: Understanding and 
predicting attitudinal differences between Flemish Red Cross volunteers. Nonprofit and 
Voluntary Sector Quarterly, 33(4), 548-584. 

Kelliher, C. (1989) Flexibility in employment: developments in the hospitality industry. 
International Journal of Hospitality Management, 8(2), 157-166. 

Kelliher, C. & Riley, M. (2002). Making functional flexibility stick: An assessment of the 
outcomes for stakeholders. International Journal of Contemporary Hospitality 
Management, 14(5), 237-242. 

Ker, P. (2006, July 3). Games no spur to alter habits: Survey. The Sydney Morning Herald, 
Supplement, p. 15. Retrieved March 28, 2006, from Factiva database. 

Kitchen, S., Michaelson, J., Wood, N., & John, P. (2006). 2005 Citizenship Survey: active 
communities topic report. London: Department for Communities & Local Government. 

Lai, P. & Baum, T. (2005). Just-in-time labour supply in the hotel sector: the role of agencies. 
Employee Relations, 27(1), 86-102. 

Lasby, D., & McIver, D. (2004). Where Canadians volunteer: Volunteering by type of 
organization. Toronto: Canadian Centre for Philanthropy. 

Lockstone, L. (2005), Managing the volunteer workforce: Flexible structures and strategies to 
integrate volunteers and paid workers. PhD Thesis: Victoria University.  

Lockstone, L., & Baum, T. (2006). Volunteers and the 2006 Commonwealth Games in 
Melbourne: An inlooker perspective. In C. Chen (Ed.), Hospitality and Tourism 
Education: Trends & Strategies, Proceedings of the 2006 Joint Conference of APTA & 
APacCHRIE, Hualien, Taiwan: Taiwan Hospitality & Tourism College and National 
Taiwan Normal University. 

Lowry, D. (2001). The casual management of casual work: casual workers' perceptions of HRM 
practices in the highly casualised firm. Asia Pacific Journal of Human Resources, 
39(1), 42-62. 

McClintock, N. (2004). Understanding Canadian volunteers: Using the National Survey of 
Giving, Volunteering and Participating to build your volunteer program. Toronto: 
Canadian Centre for Philanthropy. 

Macduff, N. (1991). Episodic volunteering: Building the short-term volunteer program. Walla 
Walla, Washington: MBA Publishing. 

Macduff, N. (2005). Societal changes and the rise of the episodic volunteer. In J. L. Brudney 
(Ed.) Emerging Areas of Volunteering (pp. 49-61). ARNOVA Occasional Paper Series, 
1 (2). 

Manchester 2002 The XVII Commonwealth Games (2002) Post Games Report. Manchester: 
Manchester 2002 The XVII Commonwealth Games. 



Merrill, M. V. (2006). Global trends and the challenges for volunteering. The International 
Journal of Volunteer Administration. XXIV(1), 9-14. 

nfpSynergy (2005). The 21st Century Volunteer: A report on the changing face of volunteering 
in the 21st Century. London: nfpSynergy. 

Pearce, J. L. (1993). Volunteers: The organisational behaviour of unpaid workers. London: 
Routledge. 

Piore, M. J., & Sabel, C. F. (1984). The second industrial divide. New York: Basic Books. 
Ralston, R., Lumsden, L., & Downward, P. (2003). Sports development impact of the 

Commonwealth Games: Study of volunteers (pre-Games). Manchester: Manchester 
Metropolitan University International Centre for Research and Consultancy for the 
Tourism and Hospitality Industries. 

Reilly, P. (1998). Balancing flexibility: meeting the interests of employer and employee. 
European Journal of Work and Organizational Psychology, 7(1), 7-22. 

Reilly, P. (2001). Flexibility at work: Balancing the interests of employer and employee. 
Hampshire: Gower. 

Rimmer, M., & Zappala, J. (1988). Labour market flexibility and the second tier. Australian 
Bulletin of Labour, 14(4), 564-591. 

Saleh, F., & Wood, C. (1998). Motives of volunteers in multicultural festivals: the case of 
Saskatoon Folkfest. Festival Management and Event Tourism, 5(1/2), 59-70. 

Sheridan, A., & Conway, L. (2001). Workplace flexibility: reconciling the needs of employers 
and employees. Women in Management Review, 16(1), 5-11. 

Solberg, H. A. (2003). Major sporting events: Assessing the value of volunteers’ work. 
Managing Leisure, 8, 17-27. 

Tailby, S. (1999). Flexible labour markets, firms and workers. In G. Hollinshead,, P. Nichols & 
S. Tailby (Eds.), Employee relations (pp. 457-504). London: Financial Times Pitman 
Publishing. 

Timo, N. (2001). Lean or just mean?: The flexibilisation of labour in the Australian hotel 
industry. Research in the Sociology of Work, 10, 287-309. 

Toffler, A. (1990). Power Shift. New York: Bantam Books. 
Tsui, A. S., Pearce, J. L., Porter, L. W., & Tripoli, A. M. (1997). Alternative approaches to the 

employee-organization relationship: Does investment in employees pay off?. Academy 
of Management Journal, 40(5), 1089-1121. 

Urban Institute, The (2004). Volunteer management capacity in America’s charities and 
congregations: A briefing report. Washington, D.C.: The Urban Institute. 

Uriely, N., Reichel, A., & Ron, A. (2003). Volunteering in tourism: additional thinking. 
Tourism Recreation Research, 28(3), 57-62. 

Volunteering Australia. (2005). Definitions and principles of volunteering. Melbourne: 
Volunteering Australia. 

Volunteering Australia. (2006). National Survey of Volunteering Issues 06. Melbourne: 
Volunteering Australia. 

Walsh, J., & Deery, S. (1997). Understanding the peripheral workforce: an examination of 
employee diversity in the service sector, Working Paper No: 112. Melbourne: 
Department of Management & Industrial Relations, University of Melbourne. 

Wicks, B. E. (1995). The business sector's reaction to a community special event in a small 
town: A case study of the ‘Autumn on Parade’ Festival. Event Management, 2(3/4), 
177-183. 

Williams, P. W., Dossa, K. B., & Tompkins, L. (1995). Volunteerism and special event 
management: A case study of Whistler's Men's World Cup of Skiing. Festival 
Management and Event Tourism, 3(2), 83-95. 

 
 


	flexibility in the Tourism Sector:
	Do Organisations and Events Need to be Flexible in Order to Recruit and Retain Volunteers?
	Abstract
	Keywords: Reciprocal Flexibility, Sustained Volunteering, Episodic Volunteering, Flexible Organisations, Pulsating Organisations
	Introduction
	This paper considers workplace flexibility in the context of volunteering, with particular reference to the tourism context and proposes a conceptual model as a means of better understanding the value of flexibility theory to this area of volunteer wo...
	Flexibility
	Flexibility and Volunteering
	Time to volunteer – How does the flexibility of paid work affect the capacity to volunteer?
	Reciprocal Flexibility
	The Influence of Reciprocal Flexibility and volunteers supply on tourism volunteering
	Building Block 1 – Flexible Organisations Offering Sustained Volunteering Opportunities to Core and Peripheral Volunteers
	Building Block 2 – Pulsating Organisations Offering Episodic Volunteering Opportunities to One-off and Bounce-back Volunteers
	Key Relationships

	Reciprocal Flexibility and Volunteer Supply
	Research Questions
	conclusions
	The concept of reciprocal flexibility is important to all employment contexts, whether addressing the respective needs of employees and their organisations in a paid or volunteer capacity. Flexibility has, historically, been a manta preached by employ...
	References

