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WORK-LIFE BALANCE ISSUES:
CHANGING WHEN AND How
THE WORK GETS DONE

Carol P. Harvey
Assumption College

Because the 21st century labor force includes more working women, more fathers who want
be involved in their children’s lives, more single parents, and more people who are responsible
for caring for an elderly relative or person with a handicap, and more older workers, there s
an increasing interest in more flexible work schedules. Ninety percent of the companies inter-
viewed in a 2009 Hewitt Associates survey cite work-life balance issues as the leading reason
that their workers wanted more flexible work arrangements such as job-sharing, temporary
leaves, compressed work weeks, telecommuting, phased retirement, on and off ramps and part-
time employment.

Many countries have more progressive work-life laws and organizational policies than
the United States where the only federal legislation is the Family Medical Leave Act that grants
unpaid leave. Globally, particularly in the European Union, longer vacations, paid maternity/
paternity leaves, subsidized child care, etc., are more common. “While U.S. companies gener-
ally offer work-life programs as a competitive advantage the EU mandates them as a function of
social responsibility” (Joshi et al., 2002, p. 16).

THE BUSINESS CASE FOR WORK-LIFE BALANCE

Offering workplace flexibility relates directly to the business case for diversity because such poli-
cies attract a larger and better pool of potential applicants, decrease stress, burnout, absenteeism
a-nd turnover, salary expenses and increase employee satisfaction, customer service, organiza-
tional commitment, and motivation. For example, Deloitte & Touche, the global accounting firm,
saved $41.5 million in employee turnover costs by retaining employees through their flexible
work programs (Corporate Voices, 2005). A 2000 study by the Center for Work & Family ‘found
that 70% of managers and 87% of employees reported that working a flexible work arrangemer ;
had a positive or very positive impact on productivity” (2000)

When work-life balance issues are 1ot addressed the;e can be organizational costs A
survey by Work-Liff: Benefits Consultants found that more than 25% of all employee absence®
were caused by family issues, “For every $1 an employer spends in helping employees balance
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Additional objections to flexible work arrangements include resentment from emplovees
«ho may not be eligible.for such thedules, supervision concerns, difficulties in scheduling m};et-
ings: and stafﬁng-leve{( issues Qurmg peak times (Carlson, 2004). The 2007 Work-life Evolution
Study concluded that “Work-life and flexibility still face skepticism in terms of their impact on
the bottom line” (p- 20). Additionally, even many of the organizations that do have flexible work

policies indirectly discourage their use for male employees and/or fail to promote those who take
advantage of such options (Frankel, 2007).

w.'omen and 94% of men surveyed,
r family emergencies or personal mat-
en felt that they could use these options

WORK-LIFE BALANCE: PARENTAL ROLES AND CARE GIVING

Work-life as a diversity issue results from changing gender roles, new family structures, dif-
ferences between generational values that conflict with traditional work schedules and older
employees financially unable or personally unwilling to retire. Women, who now receive
57% of the bachelor’s degrees and 60% of the master’s degrees awarded each year, com-
prise 50% of the U.S. workforce (Harrington, Deusen, & Ladge, 2010). Both parents work
in over 70% of two-parent households and only 20% of U. S. families with children still
have a working father and a stay at home mother (Boushey & O’Leary, 2009). “The tradi-
tional family structure has been replaced mainly by dual-career couples and single heads of
household (20%) where the single parent is employed” (Boston College Center for Work &
Family, 2008).

However, because so many women with children are now working, “work-life integration
is no longer just a women’s issue: it's a workforce issue” (Sally Helgesen in Prokopeak, 2010).
Astudy conducted by the Boston College Center for Work & Family revealed that today’s fathers
want more involvement in raising their children but that there is less organizational support for
men than women to take on childrearing responsibilities (Harrington, Van Deusen, & Ladge,
2010). U. S. organizations

Have yet to come to terms with what it means to live in a nation where both men
and women typically work outside of the home and what we need to do to ma}kfe 'tl.ns
new reality workable for families who have child care and eldercare responsibilities
throughout most of their working lives (Boushey, 2009, p. 31),
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; ’ re over, there may still be a need to balance Wo

E"YCP' When' tl}:ethcehfrzej; Ierllgejle;iZl:tives or those with a handicap. Cu'rrently, fOTty-fo;l:
re§pf>n51bll|tles wit 21% of all U.S. households provide care for an older family member o, il
mlllllon people or OVSB% tl(:d col; ducted by MetLife and the National Alliance for Caregiving
w1t‘h a handlcap}.1 A alslosty roductivity costs to U. S. employers is $17.1 billion due tq turn.
estlmatbed t}::;i:rrf ?:;T( day mtirruptio“s and medical crises involved with care giving respopg;.
g'\liftri,e: IS::; an org’anization, the estimated total cost to replace a worker usually ranges from, One
to oneEand }:ﬁgstn;iih}zf;::;ilnstaﬁrmyily or caregiver responsibilities may value the option of a
more ﬂ::ec?ble work schedule. A survey by the Cent.er for Wor'k-Life Pglicy found that “g79, of
baby boomers and 89% of Generation Y workers said that flextime was important to them anq ,

key motivating factor” (Hewitt Associates LLC, 2010).

WORK-LIFE BALANCE: FLEXIBLE WORK MODELS

Today, many mature workers are also interested in continued employment past thei.r tradi-
tional retirement age but they seek a more flexible work schedule that allows more time for
travel, grandchildren, hobbies and volunteer work. Due to the prevalence of Baby Boomers,
in 2010 there were 26.6 million workers over age fifty-five in the U.S. While this age group
is healthier and more active, than previous generations, most are not eligible for traditional
pension plans and experienced declining retirement portfolios and home values in the
recent recession. As a result, by 2012 nearly 20% of the U.S. workforce is expected to be 55
or older and 50% of those 65 and older will be working or are actively seeking employment,
“By the year 2020, there will be 27.7 individuals aged 65 and older for every 100 working
adults: this ratio will represent a 28% increase in just two decades” (Challenger, 2005). With
more people living longer, 79-83 years for men and 83-86 years for women but fewer work-
ers contributing to the Social Security and Medicaid programs, these demographics could
place an enormous economic strain both on the federal budget and the growth of American
business.

According to the American Association of Retired Persons (AARP) 68% of the workers
age fifty to seventy plan to either continue working past their traditional retirement age or to
continue to work in some different capacity than their current job. However, only 17% wanted to
work full time, the remainder wanted more flexible scheduling (2007).

While it would seem advantageous in terms of the economy and the business case for
diversity to develop more programs to keep older workers employed and contributing to Social
Security longer, several factors account for the failure of many businesses to capitalize on the
talents of this segment of the workforce, In a survey of middle to large sized employers, the
Watson Wyatt consulting firm found that only 16% of the organizations surveyed had some type
of flexible program for older workers and 70% had simply not seen the need for such programs
(Watson Wyatt Worldwide, 2004). In addition, negative perceptions and stereotypes about older
workers suc.h as their being inflexible, less productive, hard to manage, more costly and lacking
and/or unwilling to learn new technology still prevail. Other employers may try to avoid hiring
older e'mployees b'ecause c.>f a fear of age discrimination lawsuits. In addition, current federal
regulations regarding pension benefits and contributions under ERISA legislation (Employment

Retirement Income Security Act) and the IRS are outdated and may complicate adopting these
innovative programs.
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. AstraZeneca Pharmaceutical offers its sales reps the options of job sharing and

part-time schedules. Productivity metrics such as number of calls, presentations and
sales yields indicated that these workers compared favorably with the full time sales
force (Corporate Voices, 2005).

+ 1-800CONTACTS has reduced employee turnover by implementing a phone sys-
tem that allows its call center workers to take sales and customer service calls from
home (Galinsky, Elby, & Peer, 2008).

nnual turnover rate of 5%
$ 600 agents can work from home and
Program that allows 25% of the staff to
asis (Galinsky, Elby, & Peer, 2008).

sec.urity and aerospace supplier, employees
r nine days and taking every other Friday off
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WORK-LIFE BALANCE: REDEFINING “RETIREMENT”

Traditionally, retirement used to mean leaving one’s job completely and relying on defined ben-
efit pension plans and Social Security for support. Soaring health costs, increased longevity,
more reliance on self-managed defined contribution retirement plans instead of guaranteed
income streams, low savings rates, and a desire to try a new occupation or self-employment has
changed this concept for older workers. Today, retirement in stages, called “working retirement,”
is gaining in popularity (Cahill, Giandrea, & Quinn, 2006). In a recent survey, the American
Association of Retired Persons (AARP) found that 70% of workers over forty-five plan to seek
part-time work or flexible schedules or to never retire at all (AARP, 2007). A survey commis-
sioned by MetLife revealed that the primary reasons for older workers to continue emplo.yment
are that they either need the money (60%), or want to stay active (45%). However, motivators
and needs varied among older workers depending upon their life stages. While w9rkers 60—§5
year-old value job design and flexible work schedules, workers 66-70 are more 1r.1terested in
meeting their needs for social interaction and mental stimulation (DeLong & Associates, 2006).

Some organizations offer Phased retirement programs which is a workplace Plan that
allows workers of a specified age to gradually reduce the hours that they work. for thellr current
employer. Such programs allow employers to maintain a trained workforce while emp oyies l:a.l:
have more free time and a gradual transition to full retirement. Phased re.tlrement wor sl bes
When it ties to an organization’s mission and objectives. For example, meeting the specxﬁcka :)r
force needs for increased staffing during seasonal peaks, or to complete project-based ¥§r € C_‘
isa win-win situation in terms of the business case for diversity and for older worker;. e 0cfo$e
Pany gets knowledgeable trained workers who already know the culture and procedures
Organization and the older workers are able to work fewer hours.
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stem—Since skilled employees in the healthcare industry, particy.
¢ in short supply and 50% of all nurses in the U.S. will reach the traq;.
larly nurses, ar Mercy Health System, located in Janesville, Wisconsip,

i irement age by 2015, ] : 1]a
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Weekender Program—work only wse)ekend shifts and a Traveler Option—work on 5
L i nt (AARP, 2006).
ghljv‘;T: l;z:ses(iig: gl:mp(any islocatedina forme.r theater. in Needham, MA where thjs
4th generation family business manufactures high fl“aht)’ reusable needle,ts and fab-
ricated stainless steel products. Most of Vita Needle.s employees are part-time senjor
citizens averaging 74 years of age. Employing seniors who al'ready have Me.dicare
coverage saves on health benefits. The workers’ hard work ethic and a corr?mltment
to quality production has allowed Vita Needle to compete successful!y with global
manufacturing competition by keeping quality high and manufacturing costs low.
President Fred Hartman credits “the company’s success to “this dedicated low-tech
workforce that is behind Vita Needle’s high-tech success” (Employees inject vitality,
n.d.). What makes Vita Needle unique is that the management has structured the
work around the employees’ needs and lifestyles, which Hartman describes as the
“ultimate flex-time.” Each worker has a key to the building and can come and leave
according to their needs as long as the work gets done.
CVS/Caremark—the pharmacy giant employs over 107,000 people and 18%
are older workers. This organization offers a unique “Snowbirds” program that
allows workers to transfer from a cold northern climate to a store in the South and
Southwest during the winter months and then transfer back to their original store in
the spring. Not only does this help CVS to retain employees who want to winter in
warmer climates but it also staffs these stores with the extra already trained employ-
ees needed to accommodate increased consumer demand from these yearly popula-
tion shifts (Gardner, 2006).
L.L. Bean—This Freeport, Maine based clothing and sports equipment retailer,
encourages its 861 retirees to return to work when seasonal orders peak (AARP, 2006).
Monsanto—Since 1991, Monsanto has maintained a database of retired workers
who want to work part-time, full time or on special assignments. Currently, 66%
(200) of them have work assignments (Fetterman, 2005).
The Aerospace Corporation located in El Segundo CA conducts federally funded
deff:nse a}nd aerospace research for the government. Because of the complexity of
their projects, retention of scientists and engineers with security clearances is vital.
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Innovative Ideas: 10 Til 2—Part-Time

A Denver, Colorado, placement firm, 10 til 2, bases its business model on matchi 1l

parents and older workfers needing flexible work schedules, with organizationsntgh:x(t) vsiglle-}f'ducamd
part-time long-term’})asxs. Started by four stay-at-home mothers, 10 il 2 considers its busin 4 03 al
“in, win, win, win. Workers get flexibility and organizations get access to an experie (; 0 Tlo g
educated talent pool. Job listings on the website include a range of positions suchzs a ;::pl;i?ari%si-

event planner, and customer service. Recently, 10 til 2 expanded by selling franchises on a national
pasis and now has offices in eleven states.

|

CONCLUSION

It is important to remember that the organizations mentioned in this article have made work-
place flexibility succeed both for their employees and for their organizations but these com-
panies tend to be the exceptions not the norm. Today’s workforce is different in terms of its
lifestyle and values. One way to capitalize on these differences is to think creatively about the
way work gets done. Innovations that meet the needs of the individuals as well as those of the
organization can create win-win solutions. “Current trends seem to suggest that the desire for
work-life balance will continue to be a driving force for labor in America regardless of genera-
tion” (Beckman, 2010).

llly Points of Law

The Age Discrimination in Employment Act of 1967 was an

of the Civil Rights Act. The provisions apply to federal, state, and local governments

and organizations with twenty or more employees. In addition, this law protects job
ployment discrimination based on age

applicants and employees over forty years from em ninat . :
in terms of hiring, firing, promotion, layoffs, benefits, compensation, job assignments,
and/or training, The ADEA forbids retaliation against those who file charges, testify, or
participate in investigations, proceedings, and litigation under the ADEA.

&rce: http://www.eeoc.gov/types/age.ntml

expansion of Title VII




