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Foreword

The davs of the male bicadwinner-female housewife system of
family life have gone. Yet this model still lies behind our work
structures and lurks in the mind of the man in the gray flannel suit,

The gap between an idealised familv model and the real links
between families and paid work widens every day, so we should
expect that reality gap to raise some doubts in the minds of
emplovers. This study, pleasinglv, shows those doubts do exist
and. more importantly, that emplovers in large companies are
taking some action to ensure a better ‘fit' between work and family
fife.

This Institute has pursued the work--family issue because we
know it is of central importance to the family lives of Australian
waorkers, We have studied child care, maternity leave, trends in
women's labour force participation and the changing nature of
marital roles.

This is the first study to Jook closely at what the managers of
farge companies think about such issues. it does not preach at
them: rather it asks whether or not they see family matters as part
of the emplover’s responsibility at all, whether they understand
the reciprocal impacts of work and family, and what they think
thev can and should do about it.

We are aware that smialler businesses face different problems in
dealing with the family responsibilitics of workers: a separate
studv will deal with this, We are also aware that the attitudes of
trade unions are crucial in blocking or stimulating changes in line
with 1LO Convention 156 on Workers with Family Responsibilities:
another study is fooking at their role. But we trust this report will
throw new light on how farge companies perceive the issue. They
are more progressive than manv mav itagine, and they report
sorme of the obstacles to good intentions.

P want to thank the company managers who participated in this
studv, the Affirmative Action Agency whao assisted b setting it up.,
and the many cmplovers and media outlets who have helped us
piblicise the work familv issue

In the end. it is o 'wino win® issue. lor emplovers gain in
productivity and emplovees achieve a better quality of family life.
Without both, Australia is in bigger trouble than most people
realise,

Don Edgar
Director
Australian Institute of Family Studies
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About This Study

The increasing number of famulies in which both partners and
parcents work has focused attention on the relationships between
work and familv environments, and the consequences when
ciuplovers and emplovees attempt to balance work and family
responsibilitics. Assumptions about the structure of work and the
work of families are chattenged when both husbands and wives
or single parents have obligations in these often competing
domains,

Al workers have famities and with family ties come responsibil
ities of care and support, whether caring for children or helping
clderly refatives. Families can provide support and encourage
ment for workers in how thev pertorm their jobs. or bhe a sonrce of
worry and stress that interteres with getting the job done. Emplov
crs are rightlv concerned with productivity and profit: the abibity of
cimplovees to manage the obligations of work and family can be
essential in achioving these aims,

American sociologists Kamerman and Kahn (1987), who have
followed trends in work and family issues for several decades,
have observed. ' .. society has changed, work has changed:
therefore, the workplace should change too’

Changes in familv and gender refationships have had a pro
found effect on Australian society, The entrimcee of women into
the workforce has aftered the wav people think about work and
family fe and how the two can be organtsed. While the attention
has beea on changes in women’s expectations and behaviours,
men's roles and experiences are also atfected. Fuchs (1988)
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states, "The decisions that individual women and men make with
respect to work, marriage, fertility and child care affect their
communities, their states and the nation.”

Legislation, burcaucracy and unions have begun to address the
issues for workers with family responsibilities. In March 1994,
Australia ratified the International Labour Organisation (11.0)
Convention 156, "Workers with Family Responsibilities” which
requires its signatories to proniote services to improve conditions
for workers with family responsibilities. A Work and Family Unit
wits established within the Department of Industrial Relations to
liaise with State, Territory, Commonwealth and community bodies
on the needs of workers with family responsibilitios.

The Government's 1990 National Child Care Strategy cominit
ment to provide 30000 places by 1993 has been extended to
include anyadditional 50 000 ptaces by 1996, Approximately 14 000
of these places are expected to be provided by emplovers with
mcentives created under the 1988 Industny Inttiative, These will
assist emplovers to establish work-based child care through tax
benefits (see Chapter Two for details). Fee rehiet for tow and
middle income families using government or commercial child
care was extended  (Department of Community: Services and
Health 1990).

The Aftirmative Action (Equal Opportunity for Women) Act 1986
and the Sex Discrimmation Act 1981 provided iitiatives to assist
wottien to achieve educational and vocationat goals. The Affirma
tive Action Ageney momtors private sector and higher education
isthitution compliance with the Act. Most States hiave established
women's emplovinent branches to encourage acceess to a wider
ranye of ocenpations.

Manv corporations have appointed an cqual opportumnity officer
or asstgned these duties to personnel and human resource man
agers. In 1985, the Buasiness Council of Austraha and the Confoed
cratton of Austrahan Industiy establishied a Council for Equal
Frnploviment Opportunity,

The Australian Counail of Trade Unions (ACTU adopted an
Action Program tor Women Workers” i 1985 to promote child
care. Hexible workmg hours and various torms of parental feave.

While women's dual roles as caregivers and warkers have
received the most attention, the understanding that men are
fathers too and have tannv obhgations 1s gammg recogmtion. The
Austrabian Industnial Relations Commission recently decded
favor of the ACTU case seckimg unpard parental feave for fathers.
The decision allows fathers to share i 52 weeks unpatd leave. a
benehit previoushy avadlable ondv to mothers In consultation with
cinplovers, part time work up to a child’s second bhirthday mav he
negobiated CACTE 1984

A tew Australian emplovers Liave set up chiifd care centres o
school hohdav programs and others are assessing the needs of
ther emplovees tor chiild care and alternative working schiedules,
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However, although government, unions and some employers,
both in Australia and overseas, have implemented or are consid-
ering policies to assist workers with family responsibilities, less is
known about the attitude of Australian employers to work and
family issues. This report is an attempt to extend our understand-
ing of emplovers’ perceptions about the connections between
work and family life.

The report summarises the demographic and social changes
affecting work and family life. Some of the government and
corporate initiatives taking place overseas and in Australia are
described. 1t presents the findings from a qualitative study of
Australian companies that explored emplover perceptions, atti-
tudes and responses regarding work and family issues and the
implications for shaping the provision of policies that support
workers with family responsibilities.

The study examines what employvee matters are considered
critical, whether work and familv conflicts are recognised as a
problem, how an emplovee’s family needs are catered for, what
policies or initiatives that are supportive to families have been
considered or implemented, what are the constraints and where is
the resistance to introducing benefits, and what is the attitude of
each company to men and women sharing family responsibilities.

Methodology

The study was based on 53 semi-structured interviews with human
resource, personnel, equal opportunity or general managers in
40 companies in several Australian States between  August

Deceniber 1990, Letters explaining the study were sent to human
resource or personnel directors and appointments were subse-

Figure 1: Title and number of people interviewed

Personnel Manager 47% (25)
Other
Manager 15% (8)

Humn Resources
Manager 13% (7)

Equal ‘ Managing

Employment e Director 17% (9)
Opportunity ‘ alf
Officer 8% (4)

1)
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quently arranged by telephone, The majority of interviews were
conducted in person at the main headquariers of the companies,
Additional interviews were conducted by telephone with manag-
ers of individual business units within conglomerate companies.

Human resource managers, personnel directors and equal
opportunity officers may share titles and responsibilities. These
professionals were chosen because of their broad involvement in
company policy and emplovee relations. Their roles can include
assessing emplovment needs, developing recruitment, selection
and promotion criteria, ensuring compliance with regulatory
requirements such as affirmative action and award restructuring,
identifving  emplovee  problem areas, reviewing benefits  and
developing training and career advancement strategies.

A non-random sample of emplovers was selected to provide a
cross-section of emplover experience. These are large companices
and do not include small businesses, where conditions and
responses would be quite different. Discussions with the Affirina-
tive Action Agency and the Office of the Family in Western
Australia acted as a guide to some companies considered to be
interested in such issues. Some effort was made not to duplicate
research with the few companies that had received extensive
publicity about their initiatizes in providing child care.

A range of industries was included: food, textile and other
manufacturing, natural resources production, transport, retail,
finance, legal, health, hospitality and communication. Several
public service agencies were included. Manufactiring companies
formed the largest number.

‘Figurée 2:'Ir'|dustry' sector: type and number

Natural
Resources
17.5% (7)

Manufacturing
27.5% (11)

Finance/Business
20% (8)

“Public Service
g 7.5% (3)

" Retail
7.5% (3)

Media

Transport
7.5% (3)

2.5% (1)
Hospitality 5% (2)
Community Service 5% (2)




Work and Family: Employers’ Views

Comprany size ranged from three companies with less than 500
employees to three companies with more than 25000 workers.
The majority of companies had a workforce of between 500-2500.

" Figure 3: Compariy size
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The 37 private sector companies interviewed e ployed a total
of 175350 employees. Of these 84403, or 48 per cent, were
women. In the three public service organisations, 114192 people
were employed and 23 647, or 21 per cent, were women,

Table 1: Number of employees in companies surveyed

Sector Males Fermales Total
Private 90 9106 81403 175 350
Public 90 K45 23647 114192

Total 181491

108 050 2849 542
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The Changing Worlds of
Work and Family

One of the foremost factors influencing the way Australian men
and women organise their work and family lives has been the
influx of women, particularly mothers, into the paid workforce.

In June 1990 women comprised 42 per cent of the fabour foree.
Approximately 70 per cent of all women aged between 20 and 5H
were in the labour force compared with 93 per cent of men. These
figures contrast dramatically with 1961 when women comprised
25 per cent of the workforee, and 28 per cent of women compared
with 97 per cent of men aged 20 59 were in the labour force. In
the decade 1980 -1990, the participation rate of all women grew
by 8 per cent, for married women 1 per cent and for men fell by
3 per cent (Maas 1990).

The proportion of married women in the fabour force rose from
17 per cent in 1954 to 53 per cent in 1990, Nearly 46 per cent of
single mothers are also in the workforce. More relevant, perhaps,
is that 43 per cent of all women and 41 per cent of all men in the
labour force have dependent children. Nearly 59 per cent of
emploved married women have dependent children. it is impor-
tant to emphasise that 62 per cent of emploved married men also
have children. Of these parents in the labour force, 17 per cent of
men and 13 per cent of women have children under four (ABS
Labour Force 1990).

Only 35 per cent of two parent families with children conform
to the traditional image of husbands being the sole breadwinner
and wives remaining at home performing most of the domestic
tasks and caring tor children and other dependent relatives,

'y 7
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Figure 4: PaMicipation rate of men and
women by age over two decades*
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* Includes both full- and part-time workers
Source: AIFS Family indicators Project based on The Labour Force, Australia (Cat. N0.6203.0)
Australian Bureau of Statistics

Women have taken a 59 per cent share of the 1,5 million jobs
created since 1982, Growth has been concentrated mainly in the
service industries where women employees dominate, Women
comprise the majority of workers in some industries: 65 per cent
in community services, 57 per cent in recreation, personnel and
ather services and 50 per cent in finance, property and business
services. Women make up 45 per cent of those emploved in the
retail sector (Department of Employment, Education and Training,
Wornen and Work 1990).

Being in the workforce can have a different meaning for men
< ad women. For example, 60 per cent of all female employees are
cmployved full time compared with 92 per cent of male employees.
Women account for 77 per cent of the part time workforee with
marricd women comprising 55 per cent of all part-time employees
(Worncn and Work 1990).

A desire for improved material standards doubtless contributes
to the wish for additional income in families where hoth parents
work. Rising housing costs and interest rates combined with the
costs of raising children are an added impetas for women to enter
the workforce. Median house prices in Melbourne rose from

"4
-
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$25500 in 1974 to $132 000 in 1989 (Departmient of Property and
Services 1989). Between 1986G--88, mortgage payments as a per-
centage of mean weekly income reached 24.8 per cent compared
with 9.5 per cent in 1968 72 (ABS Housing Survey 1988).

A middle income family can be expected to spend a mintimum
of $59.24 a week caring for an eight-vear-old child, excluding
housing. transport, school fees and medical or dental expenses
(McDonald 1990).

High divorce rates have contributed to the increase in sole-
parent families. I 1989 there were 41383 divorces involving
43317 dependent chitdren (ABS Divorces 1990). Single-parent
families constituted almost 15 per cent of all families with
dependent children in 1990 compared with 9 per cent in 1974,
More than 90 per cent of single parent families are headed by
mothers. Sole parents who have retied on pensions for income are
being encouraged to join training and education programs to
improve their employment prospects.

Accompanying these demographic shifts are changes in atti
tudes about work and family life. For most people, men and
women, the primary reason and reward for working is cconomic

to provide a good standard of living and financial security.
Feonomic considerations are not, however, the only motivation.
Work atso provides a sense of accomplishiment, enhances self
esteem and independence and increases personal satisfaction
(Cleminger 1986, Wolcott 19806, Voydanoff 1987).

Recent studies examining the changing attitudes of women
towards marriage, family and work suggest that the proportion of
women who consider a career important as well as motherhood
has increased (Glezer 1984, Cleminger 1986). Glezer (1984) com
parcd women's responses in 1971 and 1981 to questions about
work and familv tife, The percentage of married women who
agreed that, 'whatever career a woman may have. motherhood is
stitt her most important role” decreased from 78 per cent to 16 per
cent. Only 17 per cent of men and 16 per cent of women in the
Institute’s Family Formation Study 1990 agreed that a "husband’s
job is to carn money and a wife's job is to look after the house’
(Glezer 1991).

Another indication of women's desire to pursue careers is their
increasing involvement in higher education and training; women
hold 27 per cent of degrees in adimmistration, 24 per cent of faw
degrees and 32 per cent of degrees in medicine, science and
computing (Labour Force Status and Educational Attainiment,
ABS 1989).

buring the past decade, the Australian work and cconomic
cnvironment has also altered rapidly. Global shitts in trade and
international competition have focused corporate energies on
reducing costs and improving productivity, The recession in 1990
fed to ‘downsizing' or retrenchment across industries and busi
nesses sniall and targe. Award restructuring, multi skitling and
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enterprise-based bargaining are some of the strategies being
considered to increase  flexibility in work  organisation  and
management (Department of Industrial Relations 1988, Business
Council of Australia 1989, ACTU/TDC 1987).

Technological advancement accompanied by a shift in growth
from manufacturing to the service industries has changed the
mixture of skills and labour force requirements. The greatest
growth in new jobs in the period 1982--90 has been in finance,
property and business services, recreational, personal and other
services and community services.

There has been concern about the projected decrease in the
number of potential workers in the next decades. Decreased
fertility rates (2.95 in 1971 compared with 1.89 in 1988) and an
ageing population (24 per cent of the population was aged 50+ in
1989) will likelv result in a shortage of voung entrants to the
workforce (Maas 1990).

The Sex Biscrimination Act (1984) and the Affirmative Action
Act (1986) have forced employers to examine policies and prac
tices that promote or hinder women's employment opportunities,
The Australian  Government's recent ratification of the Inter
national Labour Organisation Convention 156 will be scen as
another move to encourage emplovers to assist women and men
in balancing dual roles as emplovee and family carer,

Changes in the structure and nature of work and famiiy environ
ments underscore the need to re-evaluate policies based on
outdated assumptions about workforce participation and family
life.

Where both parents or a single parent is emploved, the recipro-
cal effects on work and family depend o how emplovees,
cmplovers and the community develop strategies to enable work
ers with fanuly responsibilities to meet the often conflicting
demands of both roles.

Workers also have responsibilities for family members other
than children. The ageing of our population means that men and
voomen in their late 40s and ecarly 50s, most of whom will he
working, meyv have to provide care for elderly parents. Approxi
mately 122 000 people in the labour foree are also the main carers
for a severely handicapped person in their own home (ABS.
Carers of the Handicapped at Home 1988). Many others have
ageing parents whose needs are less extreme but who will rely to
some extent on assistance from their middle-aged offspring.

Work and family roles have been viewed as complenientary
spheres the world of paid cmplovment for men and home
duties for women. The workplace, Rapoport and Rapoport (1976)
ubserved, has been structured as though workers did not have
families or, if they did, that there was a spouse at home to take
care of all domestic tazks. In the past, and perhaps still todav,
single people would have been expected to have a mother at
home or to live somewhere like a hoarding house that provided

10 1*)



O

ERIC

Aruitoxt provided by Eic:

Work and Family: Employers’ Views

basic domestic services,

This nostalgic ‘myth of the separate worlds of work and family
fife' (Kanter 1977), where the responsibilities and activities of one
are assumed not to interfere with the other, has become more
difficult to maintain. As Friedman and Gray (1989) aptly state, ‘It
is no longer possible for workers to leave their personal problems
at home, as company cultures dictate, because someone is rarely
home to solve them.’

Balancing Acts

Atteimpting to balance work and family life under contemporary
conditions appears to produce inevitable stress and conflict, as
reported in studies of employees in a variety of work settings
(Pleck 1985, Jaeckel 1986, Galinsky, Hughes and Shinn 1986,
Wolcott 1986, Pleck, Staines and Lang 1980, General Mills 1981).
These studies generally report that about one-third to one-half of
workers experience conflict between work and family roles.

Finding time to be together as a family and attend to family
matters are the main problems identified. Families face difficul-
ties in locating and obtaining child care, coordinating work
schedules with school and community services and meshing
work hours with family activities (Galinsky and Stein 1830 Chris-
tensen and Staines 1990, Ochiltree and Edgar 1991).

Common underlying causes of stress are excessive work hours,
rigid work schedules and the ‘spillover’ of fatigue, preoccupation
and irritability from work to the family (Galinsky 1986, Eckenrode
and Gore 1990). Boring routine blue-collar jobs as well as
demanding, absorbing professional careers have been found to
generate tension in family life (Piotrkowski and Katz 1983).

Nearly 40 per cent of men and women in double income
families in one Institute study (Woleott 1986) said their work had
anegative effect on family life. The reasons most often given were
associated with long, extended or inconvenient hours and inflexi-
ble work schedules that reduced the amount of time and energy
they had to give to their families. These findings are confirmed in
the Institute’s recent Family Formation Study (Glezer 1991), which
found that 30 per cent of parents, fathers and mothers, often did
not have the energy to be a good parent when they returned home
from work.

Different stages of family life have a bearing on levels of stress
and the ability to cope with dual roles whether there are
preschoolers or teenagers, if there are elderly parents to care for
and the overall economie status of the family. Children and other
dependents consume time and energy. Those with better financial
resources may be able to purchase goods and services to reduce
some of the burden (Vovdanoff and Kelly 1984).

The structure of the workplace the amount of control and
autonomy over one's work, the attitudes of supervisors. and the
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general expectations of corporate culture -- also influence the
degree of stress and conflict experienced (Eckenrode and Gore
1990). Job satisfaction and a moderate sense of autonomy at work
have a positive influence on family life (Voydanoff 1987).

Levels of conflict and stress caused by combining work and
family responsibilities have been linked to the attitudes, expecta-
tions and priorities of both partners (Wethington and Kessler
1989, Verbrugge 1986), and to the level of perceived and actual
support in carrying out preferred roles (Potuchek 1988). Where
there is minimum discrepancy between choice and necessity,
women's stress is reduced.

Since men do not usually consider working or not working a
choice, unemployment has been assumed to affect their well-
being (Kline and Cowan 1988). Women may feel more conflict
and guilt over not being a full-time parent because they are
conditioned more than men to feel responsible for child care and
domestic relationships (Scott and Alwin 1989).

Where husbands support their wives working and cooperate
with houschold tasks and child care, women experience less
stress, Men's satisfaction with their wives' employment, however,
appears to depend on the degree to which they feel inconveni-
enced in exchange for increased family income (Scarr, Phillips
and McCartney 1989), or their sense of identity is threatened
(Thompson and Walker 1989).

Working mothers/working fathers

Although approximately equal numbers of men and women in the
labour force have dependent children and other family respon-
sibilities, it is usually working mothers, not fathers, who are
considered problematic.

Research indicates it is women who contemplate quitting work,
rearranging work schedules or taking time off to care for children
and elderly parents. An Institute study of matemity leave reported
the main reasons given by women for not returning to work after
the birth of a child were the adequacy, cost and availability of
child care, difficulty in finding part-time work or a desire to stay at
home to care for their child (Glezer 1988). According to the ABS
survey Persons Not in the Labour Force 1989, the majority of
woren gave ‘family rcasons’ (including a preference for looking
after voung children, not being able to find suitable child care or
caring for an il family member) as the main reason for not
working.

Difficulties in juggling work and family commitments are one
reason why women with children prefer part-time work. Approxi:
mately 40 per cent of women are emploved part-time. Few men
appear to have advocated equal access for themselves to share in
the care of children, the elderly and family tasks by citing a
preference for part-titne cmiploviment. An ABS survey, Alternative
Working Arrangemenits 1986, indicated that overall, 12 per cent of

12 1 5"
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women working full-time compared with 5 per cent of men
preferred to work fewer hours. One-third of women compared
with 11 per cent of men who were looking for work declared a
preference for part-time work. Nearly two-thirds of people who
wished to work fewer hours were in the childbearing age range
of 25--45.

Approximately 58 per cent of mothers in the AIFS Family
Formation Study (Glezer 1991) preferred part-time work compared
with 15 per cent of fathers.

A time use pilot study conducted by the ABS in 1988 revealed
that married women in paid work spent more than twice the
amount of time on mending and caring for children, the sick and
the disabled as employed married men. Some of this imbalance
can be attributed to the fact that more men than women work full-
time and for longer hours, however studies that control for hours
of work suggest that attitudes also influence the sharing of
household tasks and child care (Pleck 1985, Goldsmith 1988,
Scott and Alwin 1989).

There appear to be, as Pleck (1985) has observed, ‘asymmetri-
cal boundaries’ between work and family roles for men and
women, with family responsibilities allowed to intrude more on
women's paid work than men’s. A number of American studies
(Fernandez 1986) confirm that women with preschool children
take more workdays a year than men to care for children. A
Statistics Canada study revealed that women with preschool
children had a higher incidence of absence for personal reasons
than men (Paris 1989). Burden and Googins (1985) found that
women employees were six times more likely to stay at home with
a sick child than men. Friedman (1987) suggests that ‘'men's
absentecism s low because women's absenteeism rates are high',

Another perspective is provided by Mumford (1989}, who exam-
ined Australian patterns and concluded that women during their
childbearing years (25 -44) showed little difference in absentee-
ism than men, a finding reflected in some of this study's
responses which indicated similar levels of absence but for
different reasons,

More than one-half of working mothers with preschool children
in the Justitute's Early Childhood Study (Ochiltree and Greenblat
1991} usually took time off work if their child was sick compared
with 8 per cent of fathers. In the Australian Institute of Family
Studies’ Family Formation Study (Glezer 1991), 39 per cent of
mothers and 26 per cent of fathers had taken some time off to care
for sick children in the 12 months before the survey.

Why Employers Should be Concerned

Why should employers be concerned about the family lives of
their employees? Some of the answers can be found in the
demographic changes descenibed previously, Today's workforee
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and that of the future will be made up not only of working men but
of working women, mothers as well as fathers. Productivity and
competitiveness will be affected by the ability of men and women
to balance their roles as employces and carers of family members.

As Edgar (1989) observes, ‘Whether young and single, married
and middle-aged, every individual has a family. That family relies
on their care and support, gives them headaches, causes both
absenteeism and positive morale, is a silent (although often not
s0 silent) partner in employee relations.”

Concerns about child care, sick children and other family
dependents, marital and family problems can interfere with
concentration at work and increase absenteeism, lateness, and
leaving early (Crouter 1984; Axel 1985; Paris 1989; Galinsky,
Hughes and Shinn 1986; Fernandez 1986; Friedman 1987; Lewis
1990).

A survey by the Conference Board of Canada (Paris 1989) found
tuat one-half of companies attributed one-quarter or more of their
absenteeism and stress to work and family conflicts. Approxi-
mately 15 per cent of workers, the majority women, in one United
States study (Anastas, Gibeau and Larson 1990) had missed a
week or more of work during the year caring for elderly people.

In Australia, a 1989 survey of 400 employees at BHP Port
Kembla found a total of 349 work days were lost due to child care.
A survey of employees in one office of the Australian Taxation
Office (Lewis 1990) found that a total of 630 days were taken off
work duc to children being sick. Other days were lost because of
problems with child care. Of interest was that one-third of the
parents who took time off to stay home with sick children were
men. Parents, both male and female, in this study said that
concerns about child care affected concentration at work and
opportunities for training.

Familv responsibilities can influence workers™ ability to take on
additional responsibilities, travel or transfers. One United States
study of corporate relocation practices (Catalyst 1983) reported
that 24 per cent of executives refused to transfer mainly due to a
wish not to disrupt family life. Friedman and Gray (1989) cite the
example of a studv conducted by Merrill Lynch Realty that found
26 per cent of *first choice™ candidates in 280 companies refused
or expressed reluctance to move because of the high cost of
housing in a new area or concerns about children's adjustment
and wives’ careors,

When employees are preoccupied or absent because of family
concerns, a ‘ripple’ effect has been observed on co-workers'
cffectiveness and cfficiency, especia’ly in teams where work is
dependent on eachh member's contribution (Crouter 1984, Lewis
1990). Almost half of a sample of United States  university
cmployees (Mize and Freeman 1989} claimed their work had been
disrupted by the child care problems of other workers during the
past year.
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Valued employees may be lost when workers do not return to
work after maternity leave because adequate child care is not
available. The retention of skilled workers can save companies
the costs of recriiting and retraining new staff, estimated in some
cases to be 20 per cent of the annual salary of an employee.

In addition. employers must comply with affirmative action and
equal opportunity legislation that requires companies to demon-
strate that their policies, practices and benefits are conducive to
women's employment.

Companies in Australia and overseas report a number of advan-
tages and cost-benefits in providing ‘family-friendly’ support
services. Among the benefits cited by companies are improved
retention of skitled women employees; reduced training and
recruitment costs when workers return after maternity leave,
decreased absenteeism, coming late and leaving early; improved
employee morale and reduced stress (Paris 1989, Berry-Lound
1990, Council for Equal Opportunity in Employment 1990, Child
Care At Work Ltd 1989).

)
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What Families Need

There appears to be consensus on whit basic supports would
help balance work and family responsibitities. Studies of waorking
familics most commonly mention more time or flexible work
schedules ana leave options that are job protected as desirable if
the unexpected and routine demands of family fife are to be met
(General Mills 1981, Bohan and Viveros-Long 1981, Baden and
Fricdman 1981, Jacckel 1986, Galinskv, Hughes and Shinn 1986,
Glezer 1988).

For tamities with voung children, child care (including infant
care), after school hours and school holiday care are essential
requirements. Time off to care for sick children and other family
members or to deal with houschold emergencies is necessary
CACTU 19R9). Survevs of Austratian families reveal that the major
itv of working parents use informal day care provided by relatives
or friends, and many families juggle two or more types of child
care cach week to meet their needs (Ochiltree and Edgar 1991).

Good hours, weekends off, a work location close to home and
an cinployer sympathietic to family concerns all help to lessen
conflict between work and familv responsibilities (Wolcott 1986).

The importance of flexibility in work hours is clearly recognised
by the International Labour Organisation: *Whatever form it takes,
a reduction in hours of work is one of the best ways of tightening
the workload of people with family responsibitities™ (110 1980).
However, flexibitity in job schedules cannot be considered sepa
rately from the need for people to carn anradequate income for the
waork they do perform.

17
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When mothers in the Early Childhood Study (Ochiltree and
Greenblat 1991) were asked to suggest anvthing that would make
it casier for working mothers if thev had a sick child, almost three
quarters mentioned either leave from work, more understanding,
support and flexibitity from employers and work-based child care.

Government Responses

Governments overseas and in Australia are plaving a more signifi
cant role in assisting workers with family responsibilities. Initia
tives range from the provision of gencrous parental leave and a
wide net of social support services in Sweden to tax concessions
to encourage greater sensitivity among employers in the United
States. In Australia, the government has encouraged companies lo
adopt affinnative action policies, and has extended assistance to
working families in other ways, such as subsidised child care.

Overseas

Furopean govermment initiatives, particularly in Scandinavian
countries, in providing paid and unpaid maternity, paternity and
parental feave, child care, and sick child care leave have been
held up as the standard by which other countries are measured
(Kamerman and Kahn 1981). Sweden provides paid parental leave
a* 90 por cent of normal sadary until the child is nine months old; if
taken part time, until 18 months of age. This time can be divided
between the parents. Parents with a child under seven vears old
have the right to reduce their work hours to six hours, or three:
quarters of full time, with an accompanying loss of wages but
guaranteed return to a full time pos™on. Up to 90 days a vear at 90
per cont of salary is available for the cac fa sick child (Nasman
and Falkenberg [989),

Fxarnples from other Furopean comntries that provide annual
feave to care for a sick child inchude: Austria, one week paid;
Finland, four davs unpaid up to age ten: Germany, five days paid;
Greece, six to ten dayvs unpaid; Portugal, 30 days paid up to age
ten; and Norwav, 30 davs paid up to age ten (1.0 1988).

The United States has few such awards for family leave. How
ever, more flexible tax incentives are available to encourage
ciplover initiatives in providing dependent care benefits. For
example, under United States tax egislation (Section 129 of the
Internal Revenue Code), emplovers may participate in a depend
ent care assistance plan that allows emiplovees to v before tax
dollars to purchase dependent care services for children and
clderlv relatives. Up to $5000 a vear of an emplovee’s salary can
be set aside in a tax free reimbursement account that is used to
pay care expenses whoen receipts are submitted to emplovers
(Kamerman and Kahn (1987). Companies incur only the adiminis
trative costs involved in setting up and monitoring the plian,

A dependent care assistance plan may be part of a company’s
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flexible benefits', or ‘cafeteria’, plan. These enable emplovees to
choose from a range, or ‘menu’, of tax deductible or taxable
benefits. This is seen as one wav to overcome the possible
inequities of providing a benefit to only one group of employees
(that is emplovees with voung children) without providing equal
compensation to other employees.,

Recommendations in a report to the Canadian Ministry of
Employment and Immigration (1987) called for adjustments to
labour emplovment legistation to accommodate the needs of
workers with family responsibilities, altered insurance regulations
to provide shared parental leave benefits and to extend sickness
benefits to cover workers who eare for sick dependents, and an
expansion of employee assistance programs.

in 1990, the Unemplovment Insurance Act was passed in Canada
which provides 29 weeks of paid maternity/parental leave for all
permanent workers. Fathers are entitled to take 12 weeks of this
leave, The costs of the scheme are shared by the Government,
cmplovers and emplovees, who pav a contribution into the
scheme. The scheme also covers unemplovient and sick feave
pavinents for all emplovees. Other legislation guarantees that
women's jobs are held for one vear of imaternity leave. Federal
cinplovees are granted five years of unpaid family leave with
return to a comparable job.

In Australia

As described carlier. Australia ratified the International Labour
Organisation (LO) Convention 156 in March 1990, The Conven
tion requires its signatories to promote initiatives to improve
conditions for workers with family obligations. The Sex Discrimi
nation Act 1981 and the Affirmative Action (qual Opportunity for
Women) Act 1986 were introduced to help. women achieve educa
tional and vocaticnal goals.

Maternity leave became generally avatlable for wom e n in per
manent and continuous jobs. Parcntal leave provisions were
insertea into the Commonwealth Public Service Act 1985, and
permanent part tine emplovinent with pro rata benefits was intro
duced in the public service as a discretionary option. In 1990, the
Industrial Relations Commission’s decision on parental feave
cnabled Lithers to share with mothers in 52 weeks of unpaid leave
after the birth of a child, and to work parttime up to the child’s
sccond birthday.

Several bureaucracies have been ereated to monitor and
cnconrage rescarch on issues associated with women, work and
family. The Women's Burcau within the Department of Emplov
ment, Fducation and Training advises and coordimates policy on
isstes related to women and emplovment. The Women's FEmploy
ment, Fducation and Traming  Advisory Committee monitors
award restracturing and training and provides comment to the
Minister tor Emploviment, Education and Traimig. The Work and
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Family Unit within the Departiment of Industrial Relations consults
with other government and community bodies on the needs of
workers with family responsibilities.

The Affirmative Action Agencey monitors the progress of com:
panies it meeting the goals set out in the Affinnative Action Act,
Under the Act, emplovers are required to develop an affinnative
action policy statement, consult with trade unions and employees
about equal opportunity, review personnel policies and practices
to identify discrimination against women, and set affirmative
action goals,

The Commonwealth, as of March 1990, funded 124000 child
care places through the Children's Services Program. These
places include family day care, community centre based long day
care, occasional care and outside school hours and vacation
care, Non-profit organisations such as schools, churches and
education institutions provide additional places and other centres
are operated on a commercial basis.

The Government's 1990 National Child Care Strategy comimit
ment to provide another 30000 places by 1993 has been extended
to include an additional 50000 places by 1996, Fee relief for low
and middle income families using both governiment and commer
cial child care was extended (Department of Commumity Services
and Health 1990, Approximately 14000 of the additional places
are expected to be provided by emplovers with incentives created
under the 1988 Industry Initiative to assist emplovers to establish
work based child care through tax heneiits,

Employer Responses

A wide range of emplover benefits are considered “tamily friendIv’
and enable workers with familv responsibilities to carry out their
dual roles more effectively, These benefits mav be offered be
cause thev are required by governmment or negotiated with unions.
Companies mav ofter alternative work schedutes (job shiving,
annual hours contracts, home working telecommuting, compr essed
workdavs wecks, flexitime. permmanent part time with pro rata
benefits); flexible leaves anatermity, paternity, parental, sick feave
to care tor dependents): dependent care provision  (holiday
camns, alterschool care, work based cbuld care, support for com
miunity child care and elder care centres); emplovee assistance
programs Gnformation and reterral on selecting child or eldoer
care. sernars on lamily hite. fanniv counselling): relocation
assistance tnedman TOX7T, Wolcoll FO87, Berry Lound 1990).

Overseas

In terms of corporate responses to lanily responsibilities the
United States s consrdered a pacesetter. Major Ameriean com
panes, with the erihical mducement ol tax benefits, have provided
chirect or mdirect subsidies tor child care in the lonm ob intorma
tion and reterral sernvices, contributions to commomity child care
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centres and establishment of on-site centres. sick child care
centres, and  vacation camps  (Friedman  1987; Paris 1989,
Kammerman and Kahn 1987, Graddick, Bassman and Giordano
1990).

Of the estimated 4300 American companies involved in child
care initiatives, 1000 provide information and referral services to
assist employees to find and assess child care; 2000 offer the
Dependent Care Assistance Plan, which allows the deduction of
up to $5000 from an employee's taxable income 9 pay for
dependent care as a non-taxable emplover fringe benetit; and
1200 provide 1 child care centre on site or nearby (800 of which
are connected to hospitals) (Friediman and Gray 1989).

Anincreasingly popular form of child care assistance in the
United States is sophisticated, computerised svstems for workers
to match their child care needs with available community
resources, Some  companies, individually or jointly. will hire
someone, or contract a consuiting firm, to compile a list of
services, screen them, interview employvees about their needs and
even handle parent complaints (Baden and Friedman 1981), Time
Warner Inc., for example, has a contract with The Child Care
Solution, a nationwide resource and referral centre, which pro-
vides a toll-free number, counselling, parenting workshops, and
information about tax deductions.

Alsowith the assistance of tax deductions, a number of Jarge
emplovers offer leave to care for elderlv and ill relatives (Time
Warner 19905, Other companies such as American Telephone and
Telegraph and IBM offer a computerised referral and assistance
service that helps emplovees to find community care and services
for their clderly parents anvwhere in the country, and to keep in
touch with these services (Paris 1989 Neales, Financial Review,
7 November 1989).

Individual companies in the United States have provided finan
cial or technical assistance to establish or expand child care
centres in their communities. Contributions include grants for
capital expenses. administrative, legal and accounting assistance,
donations of books. tovs and furniture, and funding for training
and education courses tor carers (Baden and Friedman 1981, Pati
1991).

Several American companies provide child care for mildly il
children either at specialiv staffed child care centres or with
caregivers who come to the home (Fredericks, Hardman, Morgan
and Rodgers 1986). The costs of these services mav bhe paid
entirelv by the emplover or shared by the emplovee and emplover.
Tax deductions mav apply in some cases.

Lunchtime  seminars on managing dual carecrs, parenting
cducation or evaluating child care facilities are popular. Time
Warner's 195 series ol work and familv workshops include
sessions on: CElder care: where to find what vou need’. “The
teenage vears: what does it mean’, "Dealing with anger VOUrs

of
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and vour child's’, ‘Parenting in the 90's: step parent/blended
families’. ‘Pregnancy after 35°, and ‘Staying in charge of your kids
when vou only have 15 minutes’, among others (Time Warner
1990).

Fmplovee assistance  and  counselling  programs  provide
referrals and sometimes initial paid visits to community services
that can assist employees with alcohol, drug and marital or family
problems (Axel 1985).

The different needs of emplovees at various stages of their lives
are taken into account when providing benefits. Additional vaca-
tion time may be of more use at one stage whereas child care,
health insurance or extra pension benefits may be more useful at
another time. To ensure companies do not offer just the least
expensive packages, there are some safeguards that require
emplovers to offer, and employees to select, a minimum  of
statutorv benefits to guaraniee the viability of certain benefits,
such as health insurance.

itis essential to remerber that the American ‘corporate welfare
svstem’ referred to by Kamerman and Kahn (1987) would collapse
without extensive tax policies or subsidies. And these foregone
tax revenues are in themselves a form of government support of
emplover services. As more employees take advantage of dependent
care tax options. the United States” Congress has expressed concern
about the amount of forgone tax income to the Government.

Jaccket (1986) describes a system introduced in West Germany
that is believed to respond to the family needs of workers. While
considering the needs of the business to meet productivity
demands, an Cindividual working time’ schedute attows  all
cmplovees to d ecide in advance the average number of hours per
month they wils work. During certain peak or slack tinies, hours
mayv be adjusted Gut salaries remain even,

British survevs (Berrv Lound 1990) concluded that few employ
ers were providing emplovees with any form of child care or other
dependent care assistance, but used variously defined special
feave as the means to these ends. A few companies were experi
menting with ‘career break™ schemes, variations on - extended
maternity or parentad leave (Rapoport and Moss 1989).

In Australia

In contrast to the United States where health and medical insur
ance subsidies are considered the most desirable company hen
cfit, basic health and welfare supports such as medical insurance
and unemploviment benefits are part of the general wage and
insurance provision in Australia. Paid holidiavs, sick teave and
vacations are also included in most Australian awards for perma
nent workeors, again in contrast to the United Stites where the
average vacation is two weeks after one vear's emplovment.
Overall, 97 per cent of men and women working  full-time
received some emplovient refated benefits compared with 53 per

-

o

i {
27



O

ERIC

Aruitoxt provided by Eic:

Work and Family: Employers’ Views

cent of parttime employees. The main benefits for full-time
workers were sick feave and annual leave (91 per cent). Fewer
part-time workers received these benefits (30 per cent). Less than
one per cent of employees received child - care/education
expenses a» a benefit (ABS Emplovment Benefits 1989). Since
women comprise 77 per cent of the part-time workforce, they are
less likely to receive benefits.

One survey of employiment advertisements in - a daily Sydney
newspaper (hussell 1990) reported that 38 per cent of the ads
mentioned employee henefits, but none mentioned family-oriented
benefits such as child care, flexible working hours or paid
parental leave,

A survey of 100 large Austrahan companies by the Council for
Equal Opportunity in Employment (funded by the Confederation
of Australian Industries and the Business Council of Australia)
indicated that a number of companies, including Bonlac, West-
pac Banking Ltd. and the Commonwealth Banking Corporation,
had conducted emplovee surveys on equal opportunity issues,
Several hanks were exploring career breaks, reduced hours, and
skilh maintenance schemes to encourage women to return to work
after maternity leave, The ANZ bank has produced a Child Care
and Commmunity Kesources hooklet for its staff (Council for Equal
Opportunity in Emploviment 19901,

Other options available to emplovers include establishing joint
child care centres with other nearby companies. ESSO/Lend Lease
in Svdney is one example of a joint child care facility. A consor
tium of four Melbourne finance companies joined together to offer
a school holiday program for their emplovees at a primizry school
(Affirmative Action Ageney 1991). Some businesses are using the
services of consultants to determine whether or not to set up their
own child care centre (Neales, Fnancial Review. 7 November
1980

As mentioned carlier. the Commonwealth Government's National
Child Care Strategy provides incentives to encourage industry to
invest in the provision of child care for emplovees (Departiment of
Community Services and Health 1990). Child care or places
secured for emplovees in centres under the Children's Services
Program and in private child care eentres are exempted from the
fringe benefits lax.

(nder this initiative, emplovers are required to provide the
capital to construet the facilitv. bhut contributions towards the
operaling costs are tax deductible as normal business expenses
and depreciation deductions apply for the building and equip
moent, The proportion of the total operating cost is expected to be
shared in the following wav: parents 13 per cent, Commonwealth
21 per cent Gin the form of fee relief), and emplovers 33 per cent.
Tax concessions available to emplovers are expected to reduce
their contributions to about 20 per eent of the full cost (Depart
ment of Community Services and Health 1990).
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The Study Results

The im of this qualitative study was to explore whether the
connections between family and work life were identified as
concerns by employers and to ascertain how they responded to
associated issues. Human resource and personnel managers
swere questioned in semi structured interviews to explore how the
corporate response to work and family issues was influenced by
the corporate othos. the way they believed companies should
function and their emplovees behave.

The study began by asking emplovers to indicate which general
crplovee issues were current or potential coneerns. This more
general discussion was expanded to determine if a range of
problems, both those identified and additional concerns, were
due to emplovees” family responsibilities.

Employee Issues

In mid to fate 1990 when this survey took place. the Austrahian
cconomy was suffering a marked downturn. This was reflected in
a decelerating rate of emploviment growth, particularly in the
private sc ctor, and increasing unemployment. in Mav 1990, job
vacancies in the private sector were down 37 per cent and in the
public sector 15 per cent compared with the previous: vear.
Unen slovment was at 7 per cent of the labour force (Blandy
1990,

During (Bis vear the financial pages of the metropolitan news
papers featured headlines announcing retrenchments in white
and blue collar jobs m firms and factories across the nation.

LD B

b

g%



O

ERIC

Aruitoxt provided by Eic:

AIFS Monograph No. 11

Employers in some industries attempted to renegotiate employ
ment costs and benefits to prevent retrenchments or the business
closing down. Fletcher Jones, a clothing manufacturer, secured
an agreement with 150 workers to give up four days every month
for one vear (The Australian, 4 January 1991); Ford Motor shed
2200 workers and Nissan 500 (The Age, 6, 16 February 1991) while
partners in the accounting firm of Coopers & Lybrand voted
themselves a $2000 a month salary cut (The Sunday  Age,
22 September 1990). Shops along suburban streets and arcades
sprouted For Lease and For Sale signs, indicatine that smaller
businesses were also in difficulty,

The sense of foreboding was reflected in the answers to ques
tions in the study about the critical employee issues confronting
cach company. Approximately one-half of the companies recently
had, or were in the process of, retrenching staff. Overseas compe
tition, technological change and Acercased demand for products
were the main reasons given. As one respondent said, *If vou can't
sell products, there won't be any jobs.’

Award restructuring, defined by the Department of Employ
ment, Education and Training (1990) as ‘the updating of awards to
develop skill refated carcer paths, improved work environments
and flexibility in enterprises’. was mentioned by one-third of
companies as taking up considerable time and energy.

For most respondents. award restructuring was referred to in
terins of streamlining and retraining workers with the introduction
ot new technology or for the development of skills and initiative,
‘Australia has to pay its wav in the world, change the way it works,
change the ordering process of the organisation to one based on
merit,” said one natural resources company.

In several instances, if award restructuring were to allow part
time work, this was seen as the wav to enable women to meet
work and family responsibitities. ‘Part time work could be extend
ed if the amion would allow it,” said a communications company:.

Concerns about recruitment, retention and absenteeism
Less than one half of the emiplovers surveved were experiencing
serious proidems in human resource areas such as recruitment,
retention, absentecisin or stress. Nevertheless, these issues were
having some eftect on most companices.

Thank goodness, we have a cerv high retention
rate.” thusiness)

In-atight cconomv, overall reeruitment was not a problem. but
acquiring skilled workers. especially in scientific and technical
arcas, was a concern for more than one quarter of the Australian
compaties interviewed.

No probler recruiting or maintamning geneval lecel
staff.” (natural resources)
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‘More  than  enough  people  apply  for  jobs.
(hospitality)

‘Keeping skilled workers where baining investinents
are rmade,  particularly  wornen, s important.”
(business)

‘Mairitaining the supply of scientific and technical
torkers s the eritical issue.” (hatural resources)

Several natural resource companies sponsored  educational
programs in schools and offered scholarships to universities to
encourage young wommen and men to enter science and maths
disciplines. The Jack of basic skills among those entering the
workforce was mentioned by several companies.

Upskilling through training and restructuring of jobs
s on the agenda.” (public sector)

Turnover and retention were said to be of some concern for
one-third of companies, although the reasons given were different
for award and management fevels and by industry sector. For
example, one business firm indicated a high turnover in sales staff
who were vounger and without familv responsibilities, who left to
pursue other careers or to work for other employers.,

‘We train theme so el they can cormrnand higher
salaries elsceichere”

Turnover was also considered a natural aspect of some sectors.

s part of the natiwe of the hospitality indusin.
voung workers come and go; there is a lack of
lovalty and comuratinent.”

I another context, one respondent noted, ‘Probably a good
thing in these timoes)”

Recruitment, retention or relocating professional staff at remote
locations was a serious problem for nearly all the natural resource
COMpanies,

Absentecisin in general was defined as a moderate to minor
problem for more than one third of companies, but only at the
shop or factory Hoor Jevel,

Absentecisin s quite high at the unskilled level
{(natural resources)

Aden sullfer tron the sickie svodrome.” Tmanutac
tunng)

Sickies are a problem in the lower ranks . (public
servicoe)

‘Managers hardiv eeer take sick davs. Gmanulactur
ing)
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Leaving carly or coming late to work was a minor problem for a
few companies, again only at non-managerial fevels.

Several managers indicated that job dissatisfaction was related
to poor management style. The way jobs were  organised
and performance was reviewed was associated with levels of
absenteeism.

‘We have to improve the people skills of mianage-
ment to create better job satisfaction for stuff.
(retail)

Several studies of absentecism at work have noted that it occurs
more frequently in jobs that have lower status and less autonomy
(Kriegler. Robertson, Tulsi 1989). These jobs also have less
discretionary time that can be taken away from the workplace
which does not have to be formally acconnted for. Professionals
and managers can frequently absorb personal time off for car
repairs, organising social life and medical visits. Not all telephone
calls in company time reflect the *3 o'clock call home to check on
children® syndrome.

Stress was a concern at management level in four companies
where professional staff were under pressure to work extensive
hours, come in early, leave fate, take work home or where staff
were Con-call” around the clock to deal with problems. At the
factory level, night shift work was thought to cause marital
problems.

‘Night shift puts a lot of stress on marriages.” (com-
munity services)

These concemns are echoed in US studies where matching the
skills required in industry and commerce to the available or future
fabour force has prompted investiment in higher education and
on the job training (Conference Board 1989, Graddick. Bassiman
and Giordano 1990). A recent Canadian study (Paris 1989) of 375
companies showed that companies were experiencing minol
problems with receruitnient ¢4 per cent), retention (31 per cent),
absenteeism (36 per cent), stress (19 per cent), and morale
(48 per cont).

Making the Connection Between Work
and Family

A main objective of this studv was to determine whether com
panies were awiate of anv relationship between emplovees with
family responsibitities and issues such as retention, abseniceism.
relocation and productivity.

Fmplovers were asked whether the tunily responsibilities of
cinplovees mtertered with productivity and were associated with
anv of their human resource problems. While tew companies had
conducted any in depth analvsis ot the needs of workers with
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family responsibilities, one-third (14) of the companies  had
recentlv conducted surveys or informally consulted groups of
employees about child care needs or their use of child care
services.

How sensitive senior managers are to the influence of family
life on work has been questioned. Human resource managers in
one American study (General Mills T981) consistentiy under
estimated the importance of family considerations in employees’
decistons, particadarly men, on working overtime, accepting
greater responsibility and willingness to travel and relocate.

Of those interviewed in this study, approximately 45 per cent
(17) of companies did not believe family responsibilities had any
effect on the workplace while five companies did not have any
idea whether they did or not.

Famidlios do not really mterfere with productivity
(manufactiring)

Don't kuow, not many stafl are married or have
familios, its « voung stafl. mosty i their 2080
(husiness)

"Not stre i farnily concerns interfere with productin
itv: el bhe doing a survey on child care” (natural
resourees)

Despite this general downplaving or lack of awareness of
familv, 16 per cent (18) of respondents thought family lite had
some etfeet on productivity but in varving degrees,

‘Affect i o sorme extent. but hard to quantify.” (natu
ral resources)
‘Nowe and again, bt (s not «a problem” (retail)

Of cotrse people take timme off tor family reasons,
Dut 1t is not an issue, it s coped it thospitality)

I several cases, family concerns were well recognised:
] g

‘Most detinitedy intertered weth productiviy iart
tal problems and problems weith Rids that come (o
tight vhen vou have to do connselling about poor
job performance’. tmanutacturing)

When tamily concerns were acknowledged, it was usually
connedted with women’s workforee parhicipation.

People nanave around thangs. although wornen
have a ditficult tine.” tinsarance)

‘N doubt about i familios  allect prodactieiny
ansentecsiy hecause of tanuly problems, miaintly
women ” tpubhic sector)
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‘Mainlv woomen in clerical positions have difficultios
with family responsibilities; clerical statf are aliways
asking to work flexitime.” (husiness)

Absenteeism

Absenteeism was the arca of productivity most affected by famity
concerns, being mentioned by atmost one-third of the companies
interviewed (12). One company in the publishing sector found
that three davs a vear on average were lost per parent because of
family reasons.

Where family reasons were implicated, it was usuatly seento be
a woman's problem. Around 25 per cent of women employees
questioned in a child care survev in one manufacturing firm said
thev were late to work or absent sometimes because of child care.

Respondents were clearlv aware of differences inthe patterns of
absenteeism between men and women. For example, a textile
manufacturing company had the same absenteeism rates for men
and women (5 per cent), but the reasons were different:

‘Waomen would he absent 1o care for sick cliildren,
and men for lifestvle reasons, o dav off to do
whatever.”

Menin one natural resource company ‘take time off to pursue
other interests like a hobbyv farin’. The manager of another manu
facturing company that averages five to six days annual absence
for non managerial emplovees said:

‘Wornien wwould take tine off 1o care tor sick cliildre
and the men would go to the races !

Absenteeisim related to child care often was not of concern
because of the working arrangements of women eniplovees. tn
some cases, child care needs did not interfere bhecause moslt
workers were Ceither voung without chitdren or they have older
children’. Casual work, rostered davs off. part ime work and shift
work were seen to "help” women combine work and famity ife.

Not muach trouble with absenteeisi, maost of the
torkers are mcthre women witlh sclios! ave chil
dren.” thospital)

‘Wastored davs off, shufts and annnal leace take care
of most clild care problems,” (manutachiring)

Familv concerns were not considered a problen for workers, in
some cases, becanse of the assumption that extended family
members would be available if necessary, The manager of one
manutacturing company that emptoved many migrant women
said. "Most often there's a grandmother at home.” Others said:

‘Inoconnty arcas. tarmdlios tend o look after eacli
othoer.”
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‘Some of the hushands work shifts and babysit.”

Mothers in the Institute's Early Childhood Study (Ochiltree and
Greenblatt 1991) who were working part-time or casually were
more likely to have less difficulty caring for sick children, One
third of parents in the AIFS Family Formation Study (Glezer 1991)
mentioned that relatives, mainly grandparents, looked after the
children. As described in Chapter One, mothers took more time
off work than fathers to care for sick children (Ochiltree and
Greenblatt 1991, Glezer 1991).

In all but two cases, absentecisny for family reasons was
concentrated below management level, Managers were believed
to be able to take the time off when needed to attend to family
tatters since they were perceived to have more feeway in organis
ing their time.

‘At the management level, they can work at hore
sometimes.” (natural resovrees)

‘Not a problem at management level, there's more
flexibility.” (husiness)

Additional examples of why family matters were not seen
to affect time at work will be given in the following chapter,
which deseribes how employers respond to workers with family
responsibilities.

Recruitment and retention

Family concerns were seen to interfere with other aspects of work,
for example, reemitment, relocation and retention of manage
ment level workers, partiaitfarly at the remote sites of several
natural resource companies. Families did not want to relocate or
remain in areas that lacked good educational facilittes. Distance
from extended families caused hardship in some cases, and an
absence of job opportunities for wives was a problem in others.

“There's some resistance to relocating, probably be
cause of funlty !

‘Kicds schooling, spouses career.’
‘Lack of work tor inres is a problem”

Some companies were aware of the potential of family needs to
disrupt work. particulariy if highly skilled women did not return
after maternity leave and their investment in training was lost.

‘When our fernale professional staff start childbear
g, it conld be a concern.” inance)

It nrught bhe a problem down the line: three ol our
rmanagers married recently.” (husiness)

Overseas studies report similar situations,  In the Canadian
studv (Paris 1989). one quarter of problems with absenteeism,
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tardiness, stress and productivity were attributed to dual work and
family roles. Other American studies found that refusals by senior
exeautives to transfer to another location were due to family
reasons (Catalyst 1983).
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What Employers Do

As described inan cartier section, most survevs of workers with
family responsibilities conclude that a significant proportion ol
women and sotte men have difficulty balaneing the demands of
work and family life,

Can a worker afford to take another day off from work to take a
toddler to the clinic for immunisation shots? Who can take the
time away from work to be at home when the refrigerator repair
man comes? Does a manager go to the school play or to a board
meeting? How do vou fit in time to find a nursing home for an
elderly relative? These are the ditemmas confronting workers with
family responsibilities and their emplovers. How  cmployers
respond to these situations was a major focus of the survey.

Time Off

Fmplovers were asked what happens in their company if an
cmplovee needs time oft because of child care problems, to
attend to a sick child or other family member. to attend a school
function or to other family concerns.

Few respondents differentiated hetween the types of family
needs child care, familv illness or domestic emergency in
terms of how the company would respond. A combination of
annual leave, rostered davs off, shift times. special feave and sick
leave was thought to answer any difficulties with family life that
might arise. More than one third of companies said they offered
variations in standard working hours that would be beneficial to
workers with family responsibilities. In most of these cases, this
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meant the availability of part-time, shift or casual work. For
example, 22 respondents said workers would take a rostered day
off to attend a school function, 18 indicated annual leave would
be used and three said sick leave or special leave might be taken

Thev can reorganise rostered davs off. or revert to
casual work for a while, mavhe take annnal leave

sometirmes  unpaid leave can be  aranged.”
tmanufacturing)

There's sick leave, annual leave, flexidavs, ancd
some unpatd leave can be negotiated.” (transport)

Sttt work acconunodates rhiost situations. (Cor-
munity service)

‘Annual leave or rostered davs off would be used for
family emergencies.” (communications)

‘Fmplovees would take annal leave or sick leave,
which is generons.” (manufacturing)

Most companies, 82 per cent (31), assumed workers would use
annual leave for any child care problems,

Usually annual leave would be used.” (insurance)

‘Annnal leave would be used tor school holidays .
tmanufacwuring)

At one food manufacturing company, ‘Men and women often
ask the manager to assure shift times are fixed so child care can
be organised.” A publishing  company  personnel manager
commented, Lots of women are casuals and only work a few
hours so it works all right.’

Distinctions clearly existed between top-level management or
professional staff and down the line clerical, shop and factory
floor workers in terms of flexibility in arranging time off from work
for family needs.

At the non-management level, when workers needed time off to
care for a sick child or spouse, or child care was a problem,
approximately one fifth ot companies said supervisors would use
their discretion. Decisions would be made on a case by case
basis.

‘No problems, supervisors have excellent rapport
with crmplovees and can always accormmaodate.”
{manufacturing)

s no hasste, carn be orgariised, we can accominio
date tor school holidavs if necessary. Managers are
aware that they have to gioe time off for family
needs.” (textile mamifacturer)
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‘If a bloke necds tirne off for a farmily emergency, he
Just has to talk to his supervisor.” (food manufacturer)

Decisions about whether time off was given appeared to be
determined in almost all cases by the supervisor's perception of
the employee's attitude towards work.

‘It depends on cach supercisor's perception of an
ernplovee, a loval employee, one who has a good
record, would be given more leeway.” (finance)

You look at the person, how do they go, are they a
good performer., a good team mermber, not oo many
stckies. then vou gioe them a go. If thevre a good
worker, the cormpany does its best.” (newspaper)

‘Comes down to suneroisors. They look at the past
record: if the person has a good record. they would
be lenient.” (natural resource company)

IF a worker comes to e, we can uasually arvange
tirnie off for a family matter, it's give and take, they
usually work hack or give an extra hour when it'e
needed too. (food manufacturer)

‘A case of give and take. If cimplovees aie hard
toorkers. they beneficin the long run.” (retail)

‘A good worker would be given reasonable time off:
if it s a shirker, the supervisor would think ditfer
ently. We need to be concerned about productivity”
(food manufacturer)

Case by case outcomes cotnd irclude organising the range of
leaves provided by an award, for example, annual feave or sick
leave, Davs off could be ona paid or vnpaid basis.

On a case to case basis, some of these davs would
be paid, others without pay: most people use leave
days.” (communications)

‘Rostering would be able to he arranged for tine off
dunng school holidays.” thospital)

In the case of a manufacturing company with a large migran
workforce, one company provides an extra two weeks of unpaid
feave when a worker goes overseas to visit family on holidayv.

There is no mandated leave m Australia for workers to care for
sick children and it was rare for a company to state that a worser
could take their ownn sick leave to care for a sick family member.
As one manager said about thie possibihty of mandated leave to
care for sick children, ‘it would mean less Iyving abot their own
sick leave while another indicated supervisors ‘would turn a blind
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cye” when employees took their own sick feave to care for a child.

‘We are svmpathetic, most take sick leave, an
agreed thing, nothing said.” (manufacturing)

Several respondents referred to a pool of casual employees that
was available to replace workers who needed time off during
school holidays or to take care of family members. Companies in
the hospitality, health, manufacturing and finance sectors were
among those who relied on casily accessible temporary staff. One
retail company noted that recent 'downsizing' had created a tight
situation that had reduced the leeway formally available to staff.

‘A large core of termporary clervical staff can fill in if
stall need o organise annual leave around school
holidavs.' (legal)

A large reserve of casual staff means riost leapve
can be acconnnodated.” (hospitality)

At the managerial and professional level, time off for family
needs was considered selfregulatory in many situations. More
informal flexibility at top levels was possible than at the shop or
factory floor, according to one manager of a natural resource
company, because ‘the work would alwavs get done’. In some
cases staff could bring work home or would make up time at
weckends and by working late.

‘At the managerent level. it s more tlexible, could
teork at home sometitnes.” (insurance)

They (rmanagernent) would just take the oded day off
becanuse maost usually work 50 60 hours a week.”
(legal)

Several respondents observed that senior staff would have
nannies at home to care for children.

All the private companies interviewed had unpaid maternity
lcave according to the relevant awards. In one law firm., ‘infor-
mally, maternity leave is paid for some senior staff and partners
get three months paid feave'. Excluding the public service, a few
companies had specified paternity leave, but the majority of
workers would use annual leave and, in a few cases, special
leave,

Two davs paid paternity leave is provided ouatsice
aards.” (insurance)

Lower level workers were more often encouraged to revert to
casual hours or shift work after maternity leave if thev wanted to
work fewer hours, whereas reduced hours were able to be organ-
ised for management level staff in several circumstances.
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Child Care

Child care is often the foremost concern of working parents. The
range of child care initiatives that companies can provide has
been described elsewhere in this report. A study by Child Care at
Work Ltd (Neales 1990) found only 1 per cent of 183 Australian
private sector companies surveyed had child care schemes in
operation, although 45 per cent indicated support for child care
and were investigating options.

Three companies interviewed for this book had child care
facilities located on or nearby the premises. One-third of the
companies interviewed had conducted surveys or held discus-
sions with specific groups of employees to assess child care
needs. A majority of these firms was considering the feasibility of
providing some kind of child care. While a number of companies
were seriously investigating joint child care ventures with other
companies, a number of respondents were less confident this
would happen. ‘Child care has been discussed, but that's all,” said
one respondent.

Several respondents indicated that the results of the surveys
had been inconclusive, with employees being unclear about what
kind of child care they would use and whether they were willing to
pay for the child care if it was offered. In three or four cases. ‘the
demand was less than expected’ or ‘little interest was shown’,

These comments suggest that employers may not be consider-
ing how the ages of their employees’ children affect the type of
child care requited. One example from the study was a hospital
that had a 45-place creche that was used by only two employees.
The other places weie filled by residents living nearby. As employ-
ment was fairlv stanle, the employvees’ children had outgrown the
creche. School holiday care was now more of a problem.

The cost of work-based child care, unless subsidised by the
emplover, can also reduce its use by employees on low wages.

‘Cost of child care is one reason why clerical staff
don't returnt after maternity leave.” (business)

Child care facilities on the premises have advantages and
disadvantages. Advantages for parents include proximity to chil-
dren in case of illness or emergency, the ability to visit children
during work breaks, less travelling time to and from child care
centres and more likelihood that centre hours will be in line with
working hours (Department of the Prime Minister and Cabinet
198Y).

On-site child care, however, mav not be the aitswer for all
parcnts. Some parents prefer family care or community-based
care nearer home. Commuting long distances to and from work
may not be comfortable for voung children and the after school:
care of children mav be a problem when home and work are not
close by (Friedman 1987). Raabe (1990) points out that while
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on-site child care may lessen absentecism due to a breakdown in
child care arrangements, absenteeism due to children's illness
may be unaffected.

Alternative Work Arrangements

Flexible work arrangements may vary in the amount of time
worked, scheduling of work hours or place of work. Options can
include part-time work, job sharing, working at home (telecom-
muting), compressed work weeks, reduced hours, annual hours
contract or flexitimes for starting and stopping work (Christensen
and Staines 1990). Child Care At Work Ltd (Neales 1990) found
that 40 per cent of companies surveyed allowed flexible hours and
19 per cent had introduced job sharing.,

In this study. approximately 10 per cent of women employees
worked part-time compared with 0.59 per cent of men. The much
smaller proportion of women part-time workers in this survey
compared with the generar workforce may be explained by the
dominance of manufacturing companies in the sample where
awards restricted the number of part-time jobs available. Another
19 per centof women were classified as casual workers compared
with 6 per cent of male eniployees. Contract workers were includ-
ed in this category.

Although one-third of companies offered part-time work, the
definition of what this meant was not always the same. Permanent
part-time work. casual work and, in a few cases, job sharing or
flexible hours could be covered by this definition. In most cases.
the allocation of part-time work was dependent on management
discretion and was more often informally than formally arranged.
Eligibility was also dependent on award restrictions and job
classification.

‘There's a bit of part-time work, some job sharing.
the awards don't allow it (hospitality)

‘Flexible hours and part-time 1work are available in
a few areas and could be extended if the union
would allow it a couple of people are job sharing.”
(newspaper)

Flexible hours or flexible start and finish times were considered
more problematic in the private sector, especially on the factory
or sales floor.

We don't need staff hieve at eight in the morning or
sixoat rught when there is no public to serve.
{marketing)

‘Flexitime 1s not suitable for most of the jobs be.
cause staff need to be there for clients.” (computer
company)
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At the management level:

‘Managers don't follow time clocks so there ts sormne
floxibility.” (business)

Shift work was fairly common in a cross-section of the com-
panies and seen as a way to accommodate women's family needs.
One hospital organised shifts to run six rather than eight hours so
that women could ‘be home in time to make tea for their family’.

About six  companies offered some form of individually:
negotiated, shortterm reduced hours for management, pro-
fessional and elerical women returning from maternity leave.
Emphasis was on arrangements for skilled employees whose
expertise and company experience was valued.

“Two serior partniers would not have returned after
maternity without some reduced hours arranged.”
{legal)

‘Reduced howrs have heen organised for clerical
staff.’ (legal)

For most women not in professional and management posi-
tions, requests for reduced hours after maternity leave would
be met by reinstatement in parttime or casual positions. Non:
professional staff more frequently returned to part-time work
which was ‘preferred by mums with kids'. Changes are anticipated
once parental leave provisions are implemented in awards.

‘A range of part-time and stift positions are avail
able  tor clevical  staff to  accommodate  fanuly
resporisibifities for iomen.” (inancial)

‘Most tromen retirn to part-tirme 10ork, no problern
doing this.” thospital)

Moy of the women transfor to casual work tor a
while after materriny leave. Up to a certain level it s
no problem” thospitality)

The public sector, on the other hand, offered flexitime hours
from Sam to Gpm, 12 weeks patd maternity leave, anpaid parental
leave and sick leave that could be used for chitd care.

‘Good flexitione howrs, rostered deavs off and sener
oty sick and annal leare provisions are the reason
there are not many problems .

Nevertheless, even in the public service there could be some
constraint as expressed by this respondent:

Part tirne t-ork s arailuble, bt not pablicised, it
has o be justifiod .

Research on flexibte work schedutes has suggested that unless
the permissible range of working hours is fairlv broad and avail
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able for workers that could benefit, the impact may be negligible.
In addition, more difficulties are reported when workers operate
in teams or the work is based on assembly fines (Christensen and
Staines 1990).

Family Leave

Beyvond the public serviee, only one or two companies were even
considering any extension of special feave for family or personal
reasons beyond what awards provided or were already part of
company policy as described earlier. One natural resource com-
pany was looking at providing personal rather than sick leave days
to accommodate a wider range of needs for leave. Most com-
panies were aware of the parental leave case and waiting to see
what effect it would have.

it was clear family-oriented benefits were often considered a
privilege rather than a right; emplovees had to earn family time by
performing well atwork. Supervisors were the arbiters, judging the
situation and rewarding or punishing the employee according to
more subjective than objective standards, and with little training
in these matters. The absence of ‘a lot of written policies’ was
thought to allow for more flexibility in meeting individual needs.

Raabe and Gessner (1988) point out the difficulty in unravelling
‘he complex policies of workplaces where formal and informal,
written and unwritten rules govern, and policies can be actively or
passively applied at all or some fevels. This  difficulty was
apparent in the comments of those interviewed in this study.

Other Benefits

ftis interesting to look at the comments about providing family
oriented  benefits within the context of other  incentives to
ciaplovees. A recent analvsis by Russelt (1990) of emploviment
advertisements in a daily Svdney newspaper found that the most
commonly mentioned  benefits - were  superannuation,  cars,
annual, sick and long service leave, medical, education and
training provisions. While things like superannuation, leaves and
medical benefits are important for families, no mention was made
of child care. flexible working hours or paid parental leave as
incentives for prospective emplovees,

Emplovers were asked "What makes working for vour company
attractive to vour emplovees, what benefits are considered an
incentive to-all emplovees” A range of fringe’ benefits was
desenbed.

Subsidised canteens (223, recreation or fithess programs (1)
and various discounts (10) were most frequently mentioned as
benehits provided to all eraplovees.

Lots of cmplovee recosnition OUerseds s,
rouchers. atcards.” thospitahity)
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Manufacturing companies were proud of their clean and light
workplaces.

‘A good clean phyvsical envivonment, fairly good
salary levels, active social club and use of a gym.”

‘Emplovees are paid extremely well: excellent work-
ing conditions. clearn, tight, air-conditioned; more
autornated equipment so less heavy work.”

Other benefits included career development and  training
opportunities (10) with fees for relevant courses reimbursed by
some companies. A few firms offered housing loans and different
kinds of insurance to all employees.

“The housing loan, it's the best benefit.” (financial)
Several companies focused on general work conditions, citing
good salaries, stable work and paid superannuation.

‘High salaries and a good physical working enoron-
rent.” (husiness)

‘A nice environment and a stable cornpany.” (mant-
facturing)
Fxcecutives generally received salary packages, sometimes cars

and school fees paid for children.
‘Managers get super packages of benefits, unbeliev
able relocatior. assistance.” (natural resources)
‘At senior levels. school fees. club memberships and
telephone accounts are subsidised.” (finance)

Employee Assistance Programs

Counselling on family matters that may interfere with the job, and
information and cducation programs that help workers meet their
family responsibilities, can be incorporated into what are usually
called emplovee assistance programs. These are not always rec
ognised as an important family-related benefit that emplovers can
provide.

Finplovee assistance programs were developed in the United
States to rediice absentecisim and accidents related to alcohol or
drug abuse. Many companices in the United States have expanded
these programs to provide advice, information and referral for
personal and family problems that can have a direct or indirect
cffeet onjob performance.

Marital and fomily problems are now reported to be o comimon
difficulty Clankowski. Holtgraves and Gerstein TH88). One sunvey
of American companies indicated that 94 per cent of the 110
companies with an emplovee assistance program provided access
to marital and family counselling and it was the second most used
service after treatment for alcoholism tKamerman and Kahn
1987).

El{lC 1 .'i‘ 11

Aruitoxt provided by Eic:



O

ERIC

Aruitoxt provided by Eic:

AIFS Monograph No. 11

Programs can be in-house, staffed by counsellors connected to
human resource, medical and occupational health sections, or
contracted to outside agencies that provide services reimbursed
in full or in part by the company or health insurance.

As in the United States, a number of consulting services have
bheen set up in Australia that offor contracted counselling services
to companies, Services are usually free to emplovees. indrad
Services, in Western Australia, estimates that around 45 per cent
of its counselling is on marital and family issues.

More than one-third of companies in this study offered some
form of emplovee assistance program, either an in-house psvcho
fogist, counselling within an occupational health section, or
referral to an organisetion that provided counselling. Several
companies were members of the Interchurch Trade and Industry
Mission, an organisation that provides services to approximately
100 companies around Australia.

Personnel administrators often saw counsclling emplovees as
their role. Although there was an awareness that marital and
family problems sometimes interfered with productivity, most of
the solutions were informal such as giving the worker a day off ‘to
sort out the problems’. Referral to counselling would usually be
refated to discussions about job performance when employees
were reviewed.

Fmplovee assistance programs can extend bevond traditional
counselling. Several of the managers interviewed referred to
‘wellness and fithess™ programs. ‘Quit’ smoking and stress man
agement seminars were tnentioned by several companies.

Unlike the United States, where lunch hour seminars on family
topics are becoming more popular, only one Australian company
interviewed had held a Tunchtime tatk on parenting,
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Bringing About Change

Most people think of employee benefits atong the fine of tradi
tional holiday, sick leave, and the fringe benetits described previ
ousty. Few of these benefits are designed to meet the needs of
workers atteimpting to batance work and famity. Benefit packages,
according to Friedman and Gray (1989) were developed for the
‘typical’ worker assuimed to be a married, male breadwinner. She
argues that benefits must be re examined to consider changes in
the composition of the workforce and be redesigned to inelude
components that are supportive of famities, The provision of child
care, parcntal leaves and leave to care for sick chitdren coutd be
considered as well as famity counselling and educational seminars.

Of interest is how often dependent care and other famity oriented
policies are being referred to as ‘the emplovee benefit of the 90s°
(Transition 1990, Fricdman and Gray 1989).

Nevertheless, given the cconomic elimate of 1991, changes in
henefits to famities are not likely to be instituted for altruistic
reasons. Even when companies would tike to be more supportive,
hottom tine returns on the cost would have to be demonstrated.

‘Productivity, it's altravs the bottom line.” tmanufac
turing)

Unicreased profits wronld bhe necessary tor arvilirng
outside of mandatory benefus.” (retaat)

Reterring to requests for shorter working  davs by women
cinplovees ina manufacturing firm, a senior manager said:
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‘We wonldd do 1t more frequentdy af there was a
shortage of labowr and we necded the workers”.

And in relation to child care:

‘Cliuld care wonld be considered 1 e needed 1o
keep serdorivomen.” (natural resource)

Nearly 80 per cent (31) of the companies interviewed would
introduce  additional family benefits tike  sick  child care or
parental feave when legistation or changes in awards makes it
mandatorv.

"Weawill confront the irapact of parental lecoe wohen
e hare to.” (manufacturing)

Only 19 federal awards allow for leave for family emergencies
or the use of sick leave for family purposes (ACTU 1989). Mater-
nity leave was linked to provisions in awards in most cases.,

Pressuare on the part of emplovees for additional henefits could
influence company policy, according to 11 respondents.

‘Middle  management  eomen  are not o making
demands (o restrictire jobs 1o make them maore
acconnnodating to family hfe.” (thospital)

“There's no pressure fromn emplovees tor additional
henefits.” (newspaper)

There ds a surprisingdv high rate of retrn alter
raterngty lears . tinanee)

‘Oflice stall corie back carly alter maternity leave
because of inancial reasons . (husiness)

Approximately one quarter ot the companies believed competi
tion with other companies, especially for highly skilled workers,
would be an incentive. The same proportion ol companics
referred o government tax incentives as a wav to increase the
bhenefits otfered.

Dontieant to get too tar aliead of the garme inernns
of competition to lose the profit edge.” insurance)

I trends i other cornpanies showe the way, wee ieonld
he ahead i 1wee see the need o tnmandfacluring)

Resistance at the senior fevel was identifiod Ty more than two
thirds of respondents (271 as an obstacle to changing the way
companices provided henefits to workers with family responsibilities.

Managcement does not see the connection betiveen
productirny and these kinds of benehts " (hatuaral
resource)

Nanapcerment generally teels s not om prohlena,
the i concerrt s poductieity. not famithes
tmanutacturing)

El{lC ' g%
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Fairly frequently, it was noted that senior management men
held traditional vatues about families and repeatedly it was stated
that ‘few managers have wives that work’. Women at management
tevel, if married, often did not have chitdren and if they did, were
thought to have nannies,

It's a conservative organisation, haven't got that far
ver. (egal)

‘We have traditional managers who don't think
cornpany should be moolved.” (natural resource)

Several personnel managers suggested attitudes would change
as the professional and management staff had children. For
example, one respondent remarked of two male cotleagues, ‘Now
that they have to pick up children from child care, they are
becoming more understanding.”

Most of the natiral resource and manufacturing companies
indicated thev had fow women in senior management. A glance at
several of the annual reports of these companies showed no
women pictured in senior or board of management positions. In
1989, only 24 per cent of managers and administrators in Australia
were women (ABS Labour Force 1990).

Others reflected that attitudes would change as more women
professionals had children and their skills were needed. For
example, job sharing might become  possible. One  natural
resource cotnpany said that the impetuas for establishing its child
care centre and offering part time work was a desire to retain
wornen executives who would have left the company if these
options were not available. Another natural resource company
said, We'll do whe cver is necessary to keep skilled staff.”

For a food manufacturing company, the fact that a fairly high
proportion of clerical workers did not return trom maternity leave
‘was not a problem because thev are casily replaced’™ tnanother
company, additional henefits would be considered ‘only it needed
for labour supplv, and that's not a problem’.

Corporate Culture

Additional comments, however, pointed to more fundamental
issues ol corporate culture permeating management decistons.
Perceptions about the roles of men and wornen and the dichotomy
that should exist between work and tamily Hife clearly intluence
how decisions are made, not just hard “hottom line” calcutations.
To ascertain where famihies Htinto the world of work. employ
ors were asked "What is the companv's attitude towards women
working. and men and women sharing work and family respon
sibitities? and "Would people who want to get ahead i their jobs
or careers be expected to spend less time with their familhv?
Without hesitation, all but two ol the comnpanies saw the rising
number ot two mcome famities, or more speciticallv, women
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working, as an accepted fact of life. Thiv acceptance was often
couched in terms of families needing «wo incomes to survive
today.

‘No problem at all with both people working.”
(business)

‘s a fact. have (o live nowadavs.” (manufacturing)

dts a fact of life, can't survive on one wage " (public
sector)

‘Wornen work because the family needs the seconcd
income  for school fees and things.” (imanufactur-
ing)

Despite this awareness and seeming acceplance that workers
are likely to have family responsibifities, in one-quarter  of
companies, respondents admitted emplovees were expected to
put the job first. For some there was an acceptance, but ‘not an
awarcness of the nitty-gritty barriers’.

I vou really want (o move up vou are expected to
be here and to be seen early and late.” (transport)

‘Managers wouldn't usually give family reasons for
changing schedules or taking time off.” (natural
resources)

Family is all right as long as it doesn’tinterfere (oo
often” (natural resources)

There was some hesitaney as those interviewed tried to express
their company's honest attitudes. Nearly one half of the com
panies compromised by saving the jobh would be expected to
come first “at times in vour career’.

In o some aregs, ves, dts not a verbalised thing, but
the job acontd come first. | have wrned down a
Saturdav discussion becanuse Dweanted o do some
thing with v kids. ook a few bowrs off Tast ieeek
10 80 to a school vecital Its okay il they knowe von
do the nght thing " (newspaper)

Ahacite would probabty savaat does come tirst, bt
the company does v o get people to balance thetr
lres, veny definieely. IUs in the stress managenierit
corses.” thusiness)

As tor refusig transters lor family reasons, in one company
vou are not exactlv punished, but vou are not promoted”.

Further illustrations of how work and familv are assumed to
operate can be found in responses to the question, “To perforin
the job satistactorilv, would workers usually have to work carly,
late, onweekends. traveld ete,

\)‘ . “l PN
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Excluding shift workers, nonananagerial workers would nor-
mally not work outside regulated hours. Employers were interest-
ed in limiting overtime for award workers to avoid paving penalty
rates. The point was made that overtime work was usually in
demand from workers eager to carn extra pay, and was seldom
involuntary.

‘We wwouldiit force office staff to work extra tinme if
there are farnily problems, we waould get e a tempo-
rary.” (husiness)

Conversely, more than two-thirds of respondents agreed that
management and professional staff would work additional hours,
take work home and come in carly and late fairlv regularty. Almost
one-third of companies would require management staff to attend
several davs of training or development meetings away from the
office once or twice a vear. Some amount of travel would be
expected of employvees in one-half of the companies.

It happens. men complair their wives sav they are
necer at horme.” Gnanufacturing)

It is stiil good to be seen at vour desk afterd oclock.
Yes, meetings are arranged at 6pre or 7.30an”
tinsurance)

odont teant to savoit bat its thue. buins on seals
conunt.” (natural resources)

Management in one retail company is encouraging a ‘work
smart, not longer” policy but an attitude of “in carly, out tate” still
persists.

Public service emplovees were not exempt from working fong
hours:

Very definiely. the corporate culture, romen are
torced 1o buy i too”

A more moderate stance was taken by this natural resource
COMpPany:

Waorking late or long hours isnt going (o anpress
arvbodv, but vou harve 1o meet budgets arnd
deaddlines

Sonice companies prided themselves on being lamih oriented.
This was es) cially true mthe tew companies stitl controlled and
ran by ataraly,

“This cornpany is very shons ont families e off
for farnidlios (s recognised. BBest company e the
world tor tarmilies . dood manufacturer)

A realistie attitude was apparent in the comment of a personnel
manager in the hospitality industry:
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Farnily would not be allowed to interfere with the
Job in general, but there is svimpathy to real farmily
emergencies. When put to the test, the company will
do the right thing.’

These responses reflect the attitude thet time off for family
matters has to be earned. To some extent a process of ‘give and
take” emerges with emplovers willing to accommodate the family
needs of workers so long as they don't interfere with getting the
job done. As one general manager affirmed, 'no one minds the
odd phone call home'. Nevertheless, there seemed to be a higher
tolerance for emergencies than daily dilemmas.

‘Work comes first; if vou couldn’t organise vour
farnity life over time, your prospects would suffer.”
(natural resource)

‘We expect them to tanage thetr family lipes. e do
have to make a profit. we doachat we can, some-
tirmes gets abused.” (food manufacturer)

‘One senior manager did reduce her howrs for a
white after maternity leave, but she managed the
workload vervavell . (bhusiness)

A more forthright statement than many was made by this
manager of a natural resource company:

“The cornpany acill alwavs hare the balance in
trade-offs betiween company and family life. We are
not a farnily support ageney.”

Emplovers were asked to define a successful worker, whalt
counted towards recognition and promotion. nalmost one half of
the companies, meeting agreed upon performance standards was
the measure for professional and managerial staff. Other criteria
included getting the job done. lovalty, being a team person and.
for management, laking the initiative,

Benefits of Family-Oriented Policies

Most companies are interested in the cost benefits of providing
family supports tor workers. [n general. benefits for companies
are considered to inclade reduced absentecism, immproved recrit
ment and reteniion of women emplovees. reduced training costs,
improved morale and reduced stress feading to increased produe
tivity (Fernandez 1986, Friedman 1987 Catalvst 1989, Childcare At
Waork Lid 1989, Galinsky and Stein 1990).

Examples ot the cost benefits to emiplovers have heen reported
inliterature on work and familv related issues. For exampice, in the
United States, Merck and Co. reports its flexitime  option has
increased productivity up to 20 per cent in some departments and
that the provision ot a six month parental feave saves 312000 in
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training new eaplovees. Intermedics Incorporated found that its
child care centre reduced turnover by 23 per cent and absentee-
ism dropped 15000 hours. Transamerica’s sick child care pro-
gram is reported to save the company $165000 per year in
avoiding parental absence (Paris 1989). Nyloncraft, an automaotive
parts manufacturing firm, attributed its reduced turnover rate
(from 57 per cent to 37 per cent over a 10year period) to the
provision of an on-site child care centre (Pati 1991).

A Canadian study of 385 corporations (Paris 1989) concluded
that of the 80 per cent of companies that did offer alternative work
arrangements, about half perceived them to be effective in reduc
ing absenteeism, and 60 per cent thought this flexibility increased
productivity. An American study of flexible staffing and schedul-
ing arrangements (Christensen 1989) found flexitime increased
employee morale and decreased the re ¢ of absenteeism and
coming late. A similar study, though limited to managers and
professional  staff.  mentioned  positive  effects on retention
and morale (Catalyst 1990).Case studies of 16 British companies
and local councils (Berrv-Lound 1990) concluded the main ben-
efits of introducing ‘family-friendly” policies were the retention of
women employees and an improved image as a caring cmployer.

The chairman of ESSO Australia claims the proportion of
women ecmployvees returning after maternity leave increased from
below 50 per cent to 80 per cent after company child care coentres
were introduced, saving at least $100000 in fraining a new
cimplovee (Department of Emploviment, Education and Training,
Wonen and Work 1990). FThe Office of the Status of Women
(hepartment of Prime Minister and Cabinet 1989) estimated the
annual saving in reduced absenteeism and turnover of women
employvees for emplovers providing child care to be $87 000 for a
40 place centre. The introduction of job sharing reduced training
costs hy more than $8000 per person by increasing the retention
rate of women workers with children at Berrivale Orchards Ltd, a
citrus processing plant in South Anstralia (Department of indus
trial Relations 1988).

Emplovers were asked, “What d vou see as the benefits or
impact of introducing  family supports for workers?” Overall,
respondents were fairlv general and resenved in their answers,
reflecting that they were more aware of the effect on work than the
family.

“There st be sore benefits a happier work
force.” (conmumunicalions)

Retention of skilled workers. a more productive worktoree and
improved morale were the most conmon responses.

‘Keeping valuable skilled stall. particularly: sinee
most of the statf wwork five to seven vears betore they
take materaity {eave and they know the orgarnisa
frion.” thusiness)
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Meeting affirmative action goals, reduced absentecisim and the
recruitment of a skilled workforce were also mentioned.,

‘We accept that statistics talk and women are a
major workforce resource.” (hatural resources)

‘Would be uscful in meeting affirmative  action.”
(manufacturing)

A few emplovers admitted that the relationship between work
and family had not been recognised.

HHaven't thought much  about who should  be
responsible or pay the costs. Don't hear much about
farnilies.” (natural resources)

‘Not really aware of faruly as an employee issue.’
(natural resources)

Onlv one or two companies had actually conducted a cost:
benefit analysis, and this was limited to the provision of child
care. In one case, the provision of child care combined with the
introduction of part-time work after maternity leave was caleu-
lated to have saved the companv $100 000 in recruitment and
training costs through the retention of two highly skilled profes.
stonal emplovees.

Although the respondents in this study had fairly little to say
specifically about the benefits of introducing family oriented poli
cies, their answers to other questions about how they handle
family needs unply they are more aware of the situation than
might be imadined.

Constraints to Introducing Family
Benefits

Feonomic costs were cited by three quarters (28) of the com
pantes as the main reason for not introducing work based child
care. Multiple work sites would add to these costs for several
companies,

‘Costwould be a problem.” thianufacturing)
Too experisive. (manufacturing)

In contrast to the results of some other survevs (lackson 1991,
Child Care At Work Ltd 1989), none of the companies internviewed
claimed that difficultics with government regulations and rules
impeded the establishiment of a child care facility.

Fven with government assistance, companies mav find the
establishment of on site centres too expensive, particutarly when
ther operations are scattered over several locations. The costs of
providing on site child care centres will vary with the price of
fand. existing facilities. the age nux of children, staff levels and
hours of operation. An analvsis by the Office of the Status of
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Women (Departiment of Prime Minister and Cabinet 1989) esti
mated a 40-place centre would cost $269000 to establish ana
$208 200 to operate. The St Georges Building Society in Svdney
established a 40 ptace child care centre that cost $300 000 to build
and $45000 to furnish. ‘

Cost was not the oy constraint to introducing child care.
Several managers (six) alluded to company attitudes towards
benefits such as child care and parental feaves, suggesting that
these were not really the company's conceern,

‘Child care is considered an individual responsibil
iy tmanufacturing)

‘Managerment still not «ware of family as an eni
plovee issue!” (natural resource)

These attitudes were often attributed to senior managers who
were of the ‘traditional” school of thinking

‘Management does not see the connection betieeern
productivity and these (ypes of benefits.” (natural
resouree)

Still naditione] tanagers who donc't think the corn
pary should be moolved.” (natural resouree)

‘None of the senior managers haoe working ives .’
Hoegal)

Financial costs were also given as the main reason why bhenefits
such as sick child teave and paid maternity ond parental leaves
were not offered.

Characteristics of the job and union award res“rictions were the
most common barriers to offering alternative working arrange
ments such as flexible hours and job sharing. Adiministrative
hassles, making sure that supervisors were available 1o cover
working hours, organising time schedules and covering for <bhsent
workers were obstacles to introducing more flexible hours.

For some compaies, the demands of the production process
were not sceen as conducive to more flevable working hours for
individuals.

A tHlexitime) is not controlfable vou need cover
awve by supervisors and satety officers the others
depend on ccevone hemg there ! (tesuile mnnufac
turing)

Sometitnes there are onlv one or twao people who
can do the job: it is ditficult to get work done if one
Is not there ' Gmanufacturing)

The fear that company clients would be res:stant to hanged
wavs of working with staff was mentioned by business firms.

Clients expect the person waorking on thew account
to he there cvery dav, all the time.” (egal)
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In a few cases, reluctance stemmed from management fears
that workers without family responsibilitics would object on
cquity grounds claitiing that such concessions were unfair
because they only benefited certain workers. Such views reflect a
narrow approach that does not consider the diverse needs of
lamilies for different kinds of benefits at different stages.

“There have been complaints when time ofl was
gien.” (manufacturing)

Only one or two respondents expressed opinions that providing
more formalised benefits like sick feave for child care would
result inabuse of the privilege.

Ut econtd be abused; the more vou do, the more they
take.” manufacturing)

How would vou be sure both parents aren’t taking
parcntal leave?” (community services)

Studhies of flexible statling and work arrangements in American
corporations (Christensen 1989, Catalyst 1989) reported similar
management attitisdes.,

When employers were asked, *“Where would family probiems he
raised within the companv?” more than 90 per cent indicated al
the management/personnel level, with a few saying the equal
opportunity olficer. Supervisors, however, were seen to be the
people with whom employees would raise concerns and make
requests.

bespite the responsibility of supervisors in deciding whether to
alfow workers time off for familv reasons with or without payv, onlv
three companies said that issues refated to work and family were
raised at management or training seminars and meetings.

One textile manufacturing company was investing tinie and
money i management training programs to improve its sensilivily
to cinployee concerns, including faunily matters, that could affect
productivity. Women workers in this company were believed to he
uncomtortable discussing family needs with their superviscrs and
s just ook davs off or left the company rather than trv to organise
time off. The aim of the program was to "convert unplanned tisme
oll” so that the workload could be reorganised to continue more
elficiently. Supervisors were being encourased to “ask how thei
child was feeling’ when emmployees returned to work after sick
leave had heen arranged.

Who Should Be Responsible?

Demographic and social changes have raised the vexatious quies
tion of who is to be responsible for the cost and benetits ol
investing inoworkers with tamilv responsibilities. Kanter (1977)
has asked the question, *“What is the responsibility of the institu
tons in which work takes place tor the personal and familial
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consequences of work conditions and work arrangements?” The
IO Convention 156 clearly advocates a shared responsibility
hetween governments, employers, and the conmmunity to provide
the supports so that workers with family responsibilities and their
workplaces can function at an optinn.

The majority of employers surveyed (75 per cent), when asked
‘Who should be responsible for the provision of tamily benefits?!
saud 'shared between government, employees and eimmployvers'

U othere are cost henetits o eraplovers, they shonld
contribute heanilv to the costs of these benelits, bt
cruplovees mst also make ade ofts betioeern ork
and leisure and honrs and pav.” (natural resources)

Tax mcentives wonld be necessary as costs shonldd
he shared rorth the Gonernrnent ' thospitality)

‘Gorernnnent ivonld have 1o provide the incentines
for cluld care” tretail)

The remaiting felt cither emplovees or the Government should
be responsible.

‘Frplovees wonld  have o pay then share,
companies  are being asked (o do (oo naich!”
(manutacturing)

“The connnnmity shionld pav tor it not the criplover”
(manulacturing)

Failios have to fake responsibitiny for chiiledren. We
ceapect thenn to manage then tanndy lioes; e do
have to make a profi.” (manufacturing)
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This qualitative survey of employer pereeptions of workers with
family responsibilities has revealed an ambivalent attitude about
the connections hetween work and family life, and what employer
responsibilitios should be.

While most employers recognised the demands and frequent
difficulties of balancing dual roles as worker and family carctaker,
there was an implicit belief that this was a dilenuna mainly for
women workers. Where changes in family oriented work prac
tices or benefits were being considered, it was seen as a way to
improve the retention or recruitment of highly trained women, not
necessarily as a way to enable workers of cither sex to halance
their work and family obligations with less conflict and tension.

Wormen, not men, were regarded as the beneficiaries of part
time and casual work that could be arranged around the demands
of child or elder care. Alternative work schedules were, however,
more often assessed in terms of their cost saving bhenefils to
cmployers in meeting off peak procuction demands, or managing
overtitne and penalty rates.

It was clear that a fair amount of aiscretionary and flexible time
olf exclusive of formal policies was allowed. Towever, where
family leave benefits were available beyond the provisions speci
ficd in an industrial award or legislation, they were considered an
carned privilege rather than an employee’s right. Supervisors, not
workers, decided whether leave was necessary or possible.

A dichotomyv exists between professional and  management
fevel employees and those workers covered by awards in non
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managerial positions. It was assumed that managerial staff
worked extended hours and could therciore take time off when
needed on the understanding that the work would stith be done
regardless. Somersaults would be turned to retain highly valued
and skilled workers. On the other hand, professional and more
senior positions were not considered conducive to part-time or
reduced hours because the work could not be accomplished,
Family responsibilitios were considered more problematice at this
fevel because of the extensive amounts of time and energy
required beyond fixed working hours and time clocks.

Non management workers were subject to a supervisor's agree
ment that time off was essential and possible outside of the casual
and part time work available within the bounds of awards. Most of
these jobs were not considered on the same career track as
management and professional positions. Whereas unorthodox
working time arrangements were organised for specialised and
highly valued staff, a fair amount of informal flexitime was pro-
vided to award workers if they had rapport with their supervisor.,

Although most employers acknowledged  the importance of
families and were not insensitive to the needs of workers with
family responsibilities, there was some ambivalence about wheth.
er the company could meet family needs while maintaining its
productivity. In a few cases, however, employers specifically
recognised that productivity was tied to the provision of tamily
oriented policies.

Corporate vahies, on the whole, were still hased on the premise
that work and tamily lives were separate worlds. Family needs
were accommodated but this was often due to pressure from
government, unions or workers rather than a belief that men and
women should be able to participate equally in paid work and
farnily care.

The corporate world explored in this survey was still fargely a
traditional man’s domain and standards of work behavior and
carcer advancement were basically shaped by the assumption
that there was somceone else to take care of all family and non
work responsibilities. Reluctance on the part of cmployers to
initiate or expand family oriented policies stemmed from several
sources. One was cortfusion about who should be responsible for
the consequences of changes in the social and economice forces
affecting the workplace and workers. Another was entrenched
belicfs about the roles of men and women and the economics ot
running a company,

Benetits provided to emplovees have ditferent interpretations,
The media report complaints from companies about contriini
tions to WorkCare and other non wage costs such as holidav pay,
fong service leave and other paid absences. While benetits that
may improve the situation for workers with iamily responsibilitios
are requently the focal point of  concern, entertaimiment
allowances, cars, and club fees are often seen as incentives in
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altracting and retaining prized emplovees.

Objections on the grounds of equity to providing specific
benefits to only some workers, in this case child care or parental
feave, are considered specious by researchers, who point out that
many benefits now provided are inequitably distributed for
example, cars, executive cafeterias, retirement funds and, for that
matter, salanes. Friedman and Gray (1989) observe that compen
sation and benefit packages need to be re examined since they
were developed for the ‘typical’ model of the male breadwinner.
Major American companies are opting for ‘flexible bhenefits' or
‘cafeteria’ plans as a way to ensure that all employees receive
some advantages (Neales, Financial Reoiew, 4 April 1990.)

But Kamerman and Kahn (1987), although referring to essential
medical, disability, and maternity benefits, observed that the
‘corporate. wellare system® in the United States would collapse
without extensive tax subsidies. Their survey of several hundred
farge and small businesses revealed that most employers would
provide job protected leave henefits for parenting alter birth only
when detnanded by law. The majority of eniplovers interviewed i
one Canadian survey (Paris 1989) indicated that employees have
the primary responsibility for solving family problems associated
with work.

The power of legislative mandate is reinforced by the comment
ol one emplover in Sweden where parental feave provisions are
extremiely generous: “There aren’t any problems because one has
no choice; the faw is clear that people have to be allowed to tiake
feave' (Rapoport and Moss T989). Kamerman and Kahn (1987)
cmphasise that innovative work schedules can only be explored
where there is a Ssatety net’ of health, disability, income, chilid
care and feave benelits that are not tied to tull e emplovment.
Otherwise henelits are discretionary and may be avatlable only to
those who work in large companies and have needed skills.

A Shared Social Dilemma

Resolving the conundrum of mecting work and tanuly responsibil
ities is ultimately a societal problem, one that must be shared by
government, emplovers and famities (Kinmerman and  Kahn
1987, Rapoport and Moss 1989). The dilemma is bound up in
assutptions about men’'s and wormen’'s roles, the vatues associal
od with paid and unpaid work and how to care for children, the
clderty and the sick.

If o commumity accepts the premise, as inSweden, that wonien
and men are expected to participate equally inemplovment,
nurturimg of children and home duties, then resources will be
made available to achiceve this. Family supports suchas maternity,
paternity and parental feave, ttexible working hours. adequate
child care facifittes, and reduced working howmns will be intro
duced without penalty to job security or career advancement.
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Employers, too, would not be penalised econonically for employ
ing workers with family responsibilities.

Moss (1990), discussing child care in Britain, aptly sums up this
phitosophy: “The availabitity and quality of services should he
determined by the needs of children, and not aceording to how
badly an employer requires the services of a chitd’s parents!”’
Prosser (1989) raises the question of whether as a community we
can make time for chitdren and are willing to pay the price, "Do we
want parents to spend more time with children fathers as well
as mothers — when they are infants and toddlers?” Are ‘we willing
to sub.idise cmployers' policies that permit more parental time
with children?” (p.538). One should add here, and the elderly
or il

Rapoport and Moss (1989) state that no attempt has been made
in Sweden to examine the costs and benefits of parental feave and
other provisions. Swedish emplovers pay a levy equal to2 percent
ol their payroll as their contribution to government funded focal
child care facilitios (Moss 1990) 1t is beheved that if parents have
sufficient time with their children and are free from worry at work
knowing that adequate child care ts available, then the comparny
and the community will benelit from imnproved productivity.

If men and women are to share in the rewards of family life and
paid work, then ingrained and stercotyped views of their roles will
have to he overcome throngh education promoting equality in all
arcas. Difficult decisions have to be made about what family and
job or carcer goals and roles individuals are destined to fulfil,
Beliofs about whose responsibility it is to care for children, the
sick and the elderly affeet wonten's and men’s maotivation, aspira
tions and investment in education and tramning.

Several emplovee studies conducted by Australian banks and
insurance companies (Council for Equal Opportunity in Employ
ment 1990) found that women had fower career aspirations than

n. As one respondent in this study said, "Women leave at mid

nagement level; they don’t want more responsibility.” Changes

in award restructuring and training that seelk to improve the

conditions of women in low skilled and low paid jobs will only be

effective if women see paid work as a lifetime proposition and
adequate supports for this choice are available,

As well as education in the schools, unions and emplovers in
Sweden receive financial support for this kind of education, Some
companics in Sweden provide classes in the domestic arts o
cooking and child care for men emplovees who may have niissed
ol on such experiences during their carly years (Nasman and
Falkenherg 1989, Rapoport and Moss 1989). Lindbloom (1986),
commenting on Swedish family policy, observes, If cach spouse
is to make an equal ceffort towards his/her education and occupa
tion. then cach will have to equally share in the care and
Sinndation of the chiidren as well as the housework.” Participa
tion in caring in the wider connnunity should be added to this
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statement. Even in Sweden however, the philosophy of gender
equality has not always been triamslated into practice (Haas 1990),

The corporate view

Corporate culture and organisation could adopt different stan
dards of carcer advancement to include other than full time,
overtime, and uninterrupted patterns of working. The workplace
could no longer be structured as though workers did not have
familios or, if they did, that there was a spouse at home to take
care of all domestic responsibilities.

Greenhaus (1988) asserts, 'At the most basic level, an organisa
tion should expand its conception of what it takes to be a
successiul” ciplovee inits environment.” Pleck (1985) makes the
point that there s no getting around the tact “that men who
participate and are direetly involved in their famihes must be, on
the average, less productive and ambitious in paid work® (p318).
The same would have to apply to wornen,

For example, a recent study of flexible working arrangements
for managers and protessionals in 50 American companies (Cata
fyst 1989) reported that these emplovees were able to maintain
thew productivity because they continued to put in additional time
hevond the agreed upon part time hours, and were able to maodity
their schedules to tneet pressing business needs of the organisa
tons'. Many of the woraen in this study needed full time child
care so they could be available to attend mectings, work exira
howrs or tespond to changes in their scheduales.

Schwartz (1989), referring to paternity leave i the United
States, states that men know ‘tianagetent will see such behavior
as a lack of carcer commitment even when company policy
pernits parental leave tor men’. Even in Sweden with its generous
parental leave schemes and promotion ol equal responsibility
between men and women caring lor the tamily, 50 per cent of
waoten work part time while there s some suggestion that in
Norwiay and Sweden, woimen are discouraged from taking on
higher level work when extensave parental leave is contemplated
(Kallbers and Rosenteld 1990,

Reviewing texible stathng arrangements, Fvock (1989) rein
forces the opinion that alternative work schedules would be ol
most henetit to women. 'Consider the woman, starting her tamily,
who now wants time at home to be with voung children ot
perthaps the woman who cannot tind appropriate child care
arrangements tor her ehiddren”

Epstein (1989) discusses how conceptual and stractural boun
diries act as ‘constratits to change i the workplace: ' there
are rules which guide and regulate tratfic, and they insttact on the
conditions under which boundaries may be crossed™. These houn
divties detine the roles otmen and women at home and at work,
and intluence decisions at the personal and corporate fevel. 1t
helps to explim why equal opportumity and athirmative action
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policies take a long time to achieve their goals,

This employer study highlights the importance f improved
education and training for managers and supervisors, so they are
well equipped with the information and strategies to handle any
work and family situations that arise. Managers and supervisors
need to be informed about company policies that support family
oriented practices so they can respond in an objective rather than
subjective manner, Responding to work and tamily concerns st
be seen as a legitimate part of a supervisor's role if employees are
to feel the workplace is supportive, The reliance on the ideology
of senior management or the attitudes of supervisors to imple
ment family oriented policies has been confirmed in this survey
and others (Aldous 1990),

Few communities are as unambivalent as Sweden, however,
and consensus on what work and family policies to promote is
still hard to reach. As Edgar (1990) says, we give mixed messages.
Women are encouraged to enter the workforee to become eco
nomically independent and men are exhorted to become more
involved in child care and family tasks. Yet we do not provide the
structurat changes in the workplace or community supports to
accommodate such joint responsibilities. This is the reason for
the debates in Australia on the provision of parental leave, the
funding of child care, and aspoects of award restnicturing.

The community view

The langnage of industrial reform in Government dociments such
as Labour Market Reform: Industrial Relations Agenda (Depant
ment of Industrial Relations 1988), suggests sympathy for the
concerns of workers with family responsibilities. For example,
“The ability to adjust working time arrangements and the identifs
cation and removal of restrictive work and management practices
are important.” But although there is recognition that ‘the asual
ccononic measures need to be complemented by consideration
of the liman and social dimensions of the workforce that will, in
the longer tenm, have a crucial bearing on the organisation’s
productivity and performance .. (p.39)', attention is directed
mainly tojob redesign and classification. Pope and Alston (1989)
make the association between raising the skill and quality of the
nation's human resources not only through training and schooling
but in “improved health and home investiments in the form of care
of children in preschool vears (p.2)°

The Confederation of Australian Industry, an employer associa
tion, in arguing for more flexibility in working howrs through
changes in award and penalty rates (CAT1988), cites the example
that marricd women with children might prefer casual hours,
weekend and shift work so a spouse can mind the chitdren.

The possible negative effect on families of casual howurs, shilt
work, weckend work, three davs of 12 hour shifts, two weeks on
and one week off, 24 hour shifts and the effect of alternative work
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patterns on carcer paths are . M discussed. Shilt work has bheen
found to interlere with the amount of time spouses can spened
together as a family and participate in farnily and social aclivities
(Simon 1990). Nor are the more positive initiatives such as built in
carcer breaks, updating of skitls on retarn from leave, reduced
hours, phase backs after parental leave or the protected benelits
mentioned,

A survey conducted for the Business Counctl ol Australia
tndustrial Relations Study Commission 1989) on management
practices and attitudes toward certain key industrial issues did nol
address any specilic work and family concerns. Taking days oll
when not sick and coming o work late were recorded as ‘inci
dences of shirking and restrictive work hehavior'. No mention wis
mide that these instances midht be related to family matters sueh
as caring lor a sick child or getting o child to daycare. Since 82 per
cent of the workers at the 341 sites selected for the survey were
men, these considerations may not have been thought pertinent,

Business leaders have recently bheen reported in the media
advocating the abolitions ol rostered days off, reduced paid holi
days and shorter annual leave in the name of increasing produc
tivity (Forbes 1990). There is little recognition of how time away
Irom work can enhance the quality of family life, which in turn can
allect employee productivity. (The accompanying pictute showed
men playing goll on their rostered day off; one can guess where
women would be lound on their rostered day off.)

The Conmmonwealtli’'s submission to the 1989 Review ol the
Structural Elliciency Principle links industries’” need to he com
petitive with award restracturing that includes flexible forms ol
waork organisation, mcentive lo upgrade skills and job reclassilica
tion. However, the emphasis on ‘elliciency and productivity” is
tempered by relerence to equily issues, U cautions agaitil
cmplovers relying on casual, temporary, or contract labour to
achieve elheiency goals as this could lead to a ‘periphery” work
force unless tied to training and entry into the ‘core’ workloree.

The Department ol Emplovinent, Education and Tvming (19849)
warns that the sevice industries Gusarance, banking, retal),
wlich employ the majority ol women workers, are creating o
‘contingency” workloree based one casual and less skilled jobs
associated with mereased antomation and ranchising. Where a
‘core penphery’ modet operates, core wotkers have joby stability
and benehts winle "Cinderella jobs™ (Beechey and Perkins 1987),
are usually excluded lrom henehts, g opportumties and can
be hired or lired categoncally (Dawkins and Nors 19905

The tederal Departinent ol Emplovinent, Fducation and Tram
g establishied anceducation lor gils' policy and landed o gl
momaths and science’ program to encourage girls to enter non
traditional careers and reduce accupational searegation. The
satne cirnphasts on encontaging bovs o enhancee then skills and
to take onCcarmg’ jobs i the wotktoree or at home s less evident,
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Award restructuring and multi skilling, phrases on the indus
trial relations agenda, ave important to women and men in
improving job status, work organisation and design. What s
missing, however, is the connection between raising the skill and
quality of emiployees with increased attention to work organisa
tion, and practices that incorporate the necessary family paths’ of
workers with family responsibilities. When taking time off from
work is considered *shirking' without any reference to possible
family circumstances, we can see there is a long way to go bhefore
the community reaches consensus on the role of family members
and the role of employees.

These examples illustrate the continuing corporate, bureau-
cratic and community ambivalence on the relationship bhetween
work and family life. The next decade will see continued discus
sion about the fundamental questions of equity and equality
hotween men and women and the optimum conditions for the
development of children and a caring comimunity. There will he
debate over balancing corporate productivity with social justice.
The answers will determine what mix and types of public and
private supports, and entitlements for families at home and in the
workplace, will be available.

Making a Start

Development of a comprehensive and coherent work and
family policy.

A number of government departments and committees are ad
dressing work and family issues, as described in carlier sections
of this paper ¢.g. the Women's Bureau, the Office of the Status of
Women, the Affirmative Action Agencey, the Work and Family Unit.
There is not, however, a sense of overall planning. Duplication of
offorts  oceurs.  Increased  coordination  between  agencies s
requircd to ensure that a comprehensive plan of research and
action is developed and implemented. For this to happen, govern
ment has to he clearer about its goals in relation to workers with
family responsibilities. What does it believe and want to achieve?
How are its goals best achieved? Ratification of 11O Convention
156 by the Federal Government may be a step in the right
direction.

Redefining work and family issues as a community
concern, not a women’s issue.

The question is how to enable men and women o gain “equality
of opportunity’ (Moss 1990}, to participate in- employiment, to
contribute to their cconomic wellbeing, and to care for family
members and the wider community.

£y
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Increasing men's involvement in work and family.

Education in the broad sense must prepare young men and
women for their dual roles of working and caring. Promotion of
wonmen's aceess to education, training and emploviment must be
balanced by men's increasing responsibility for caring roles
within the family and the community.

Changing the corporate culture.

The assumption that work and family are separate worlds must be
replaced by a belief that workers are not only employees but
family caretakers too, How the working day and career paths are
organised must reflect the dual responsibilities of workers. Poli:
cies that support positive, family oriented  decisions need to
be clearly defined and promulgated at the management and
supervisory levels. Management education should incorporate
information and training to increase sensitivity to work and family
issues, and strategies to resolve these concerns.

b
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Appendix

AIFS Questionnaire
Employer Response to Work and Family
Issues

Title of Person Interviewed
Company

Industry Sector

Number of Emplovees
Male . Female -

Miajor Awards

General Business Concerns

1. What do vou see as the critical human resource/emplovee
issues now and in the next few vears for vour company/industry?
(more  flexible workforce, meeting  industrial relations, EEQ
regulations)

2. Does the company have any difficnlties with:
recruitinent (of skilled emplovees)

turnover (retention of skilled workers)
relocation

absenteeism

coting late, leaving carly

hours of work, shitt work

stress

For cach of these concerns, are they major or minor issues?
Do these problems differ for men, for women workers? At which

job or posttion level?

3. Do vou tonk that family concerns interfere with productivity it
work (child care problems, marital problems, caring for sick
family members)?

I ves, in what wavs does it affect productivity tabsenteeism,
safety, concentration, ability to take on extra work)?

Are they major minor? Different for men women?” At all-some
position levels?
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Employer Response

4. What happens in your firmveompany if an employee needs
time off for:
maternity leave (women)
paternity leave (men)
problems with child care
time off to care for sick children, partner, elderly relative
time to attend school functions
time to deal with marital/domestic/personal concerns

Is the response different for professional/other staff? For meny
women?

5. Have you done any survevs of emplovees? Of minagers? about
job satisfactiondissatisfaction in general about needs of workers
with family responsibilities

6. What current policies, benefits does the company consider as
incentives to all emplovees? What makes working for vour com
pany attractive to workers? For examplerecreation/fitness facit-
ities, canteen, medical:dental costs, school fees.

Are these available to all employvees? Which job classifications?
What criteria apply?

7. What, if any, policies have changed-are being considered
developed implemented specifically related to workers with fami
Iy responsibilities?

child care assistance (on site, off site, information-referral, fee

subsidies, school holidav programs)

maternify teave - paid unpaid

parental leave

special famiby leave (for short termemergencies, school visits)

ftexible working hiours

part e work with without pro rata benefits

reduced hours after maternity leave

job sharing

carcer break schemes (skills updating, ongoing contact atter

maternity jeave)

ctplovee assistance programs (family counselting)

seminars on managing family and work lite

stck child care feave

leave to care for elderlv, sick relatives

clder care information, referral

relocation assistance

In relation to cach option. would these be available tor: all
ciiplovees? Which job classifications. levels, positions” What
criteria e.g.seniority, at the diseretion ot management. as a tormal
policy?
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8. What do vou see as the benefits/impact of introducing each of
these supports for workers?

Y. How have the positive or negative benefits been evatuated? Any
cost-hbenefit analysis done? For which options?

Policy

10, What are/would be the constraints to introducing benefits to
assist workers with family responsibilities? For example:
€CONOMIc Costs
unions (penalty rates)
company does not believe it is its responsibitity
management is refuctant
equity issues  other workers would consider it unfair
administrative hassles

Specifically in refation to:
parental fecave  paid or unpaid
career break schemes

sick child leave

flexibie hours

child care provision

11. Where would the resistance for increased benefits to workers
with family responsibilities come from?
supervisors
management
workers concerned about special treatment of some workers
unions

12, Where in the company would problem: refated to workers
with familv problems be raised? (human resource manager,
industrial relations officer, managers/supervisors)

13. Have any issues related to work and tamily been raised at
management or traming meetings? Are they referred to in training
and development seminars?

1.1 Who would make decisions about e.g. whether to ofter re
duced hours after a return to maternity leave, taking leave to care
for a sick or elderly refative?

15, How wotild change occeur? What would be needed to intro
duce benefits such as child care, carcer breaks, sick feave for
children, parental leave, tlexible hours?

cmplovee pressure

management pressure

legislation making provision mandatory

government incentives (what kind?)

74 oy
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union pressure
competition with other companies

Corporate Values

16. How does the company define a successful worker? What
counts towards promotion and recognition?

How do these differ for management/general workers?

17. Under normal working conditions, in order to perform their
job satisfactorily, how often would it be necessary for workers to:
work overtime
stay at work late
come in early
travel
work weekends or holidays
transfer or relocate
take work home in the evening or weekends
participate in staff training or development outside working
hours

For each of these areas, in which job classifications?

18. What is the company's (vour) attitude towards women work-
ing, men and women sharing work and family responsibilities?

19. Who do you, the company. feel should be responsible for
providing benefits to assist workers with family responsibifities?
mainly government
mainty emplovers
mainly emplovees

20. How should they be paid for?

21. Does vour company expect people who want to get ahead in
their jobs or careers to spend less time with their families?

-1
-



Fewer Australian families today fit the tradi-
tional image of man as the sole breadwinner
and woman as family caretaker. Of all two-
parent families with dependent children in
1990, only 33 per cent fitted that pattern.
Whether out of financial necessity or a desire
to fulfil personal aspirations, more and more
women are joining the paid workforce, while
there is a growing acceptance that both part-
ners should share the responsibility of caring
for family members.

Emplovers are recognising that family and
work are not mutually exclusive, and are con-
sidering ways to accommodate the needs of
their workers with family responsibilities while
maintaining productivity. Some measures
have been the result of government initiatives
and union pressure; other changes have been
made in the interests of retaining valued and
skilled emplovees. But action and attitude do
not necessarily go hand in hand. in Work and
Family: Employers’ Views, llene Wolcott asks
emplovers what they think about the changes
taking place in the workforce.
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