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ABSTRACT

Work-family practices have proliferated in response to major changes in the
workplace, including the increased participation rates of women and mothers, the
rise in dual-career families and single parent families, and growth in the elderly
population. These changes are seen as providing employees help in balancing
work and family commitments. Work-family policies are purported to offer
benefits to both employers and employees, for example reduced turnover,

increased organisational commitment and greater job satisfaction.

The major focus of the present study was employee use of multiple work-family
policies, as the majority of the work-family literature focuses upon single
practices. The present study sought to examine the relationship between work-
family practice use and work-family conflict, to determine whether work-family
practices link with conflict. Also, in response to a failure of the literature in
explaining the link between work-family policy use and employee attitudes, the
present study used social exchange theory and the norm of reciprocity to better
explain the relationship. The present study also use a set of organisational justice
theories to examine perceptions of the fairness of work-family policies, and the
link these perceptions may have with general employee attitudes. Also, for
exploring work-family backlash, where the distribution of rewards suggests work-

family non-users may hold negative attitudes compared to users.

A single local government organisation, with 203 employees, was the focus of this
study. Surveys were distributed at two distinct time periods to reduce common
method variance. A total of 100 paired survey responses were received. Findings
supported a positive relationship between work-family practices and conflict
between work and home, in both directions. Additionally, work — family conflict
was associated with decreased job satisfaction and increased work strain. Findings
also indicated that work-family practice use predicted work-family specific

attitudes but not attitudes towards the job and organisation. Work-family practice
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use and perceived benefits of work-family programmes predicted fairness
perceptions, however, fairness perceptions failed to predict attitudes towards the
organisation and job. Lastly, there was no evidence of a work-family backlash,
with users and non-users holding similar attitudes towards the work-family

programmes, organisation and job.

Implications include the need for examining the causal nature of the work-family
practice and conflict relationship, caution regarding the assumption that work-
family policies are automatically beneficial, and encouragement for organisations
to proactively test their work-family programmes. Lastly, the lack of a work-
family backlash suggests media sensationalism, and, therefore, as non-users are
not likely to hold negative attitudes towards tﬁe organisation, work-family
backlash should not be seen as discouraging organisational adoption of work-

family programmes.

Contributions of this research include the examination of multiple work-family
practices, which is rare, and the elucidation of the work-family conflict — work-
family practice use relationship, which is poorly understood. Theorising the
influence that work-family practices have upon employee attitudes is another
contribution. While the findings indicated no significant link between general
attitudes and practice use, this might highlight a methodological limitation in
examining practice use, rather than practice value or frequency of use. Lastly, this
thesis indicates that work-family practices do link in multiple ways with employee

attitudes under multiple theoretical approaches.
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CHAPTER ONE
INTRODUCTION

1.1 Introduction

This chapter provides a concise outline of the present research. It details the
importance of work-family practices within the field of Human Resource
management, and proceeds to provide a brief explanation of each chapter that

relates to this study.

There has been much interest in work and family in the literature over the past two
decades. Perry-Smith and Blum (2000) suggest that generally work family policies
are recognised as progressive and innovative. Proponents of work-family policies
(e.g. Edwards & Rothbard, 2000; Hall, 1990; Osterman, 1995) cite various
benefits to employers and employees of implementing work-family practices. The
benefits to employers are said to include: increased performance (Hall, Parker &
Victoria, 1993; Mason, 1991), reduced turnover (Collins & Magid, 1989), and
greater employee commitment (Gordon & Whelan, 1998; Leonard, 1998;
Tenbrunsel, Brett, Maoz, Stroh & Reilly, 1995). Employees are said to benefit
through greater job satisfaction (Ezra & Deckman, 1996; Judge, Boudreau &
Bretz Jr., 1994; Saltzstein, Ting & Saltzstein, 2001), reduced stress (Hand &
Zawacki, 1994; Mason, 1993), and improved morale (Martinez, 1993;
McCampbell, 1996). Thus, there are many potential advantages associated with

work-family policies.

The work-family literature often identifies the changing composition of the labour
force as a major determinant of firm adoption of work-family programmes
(Cowperthwaite, 1997; Goodstein, 1994; Ingram & Simons, 1995; Magid &
Codkind, 1995; Michaels, 1995; Moore, 1997; Morgan & Miliken, 1992; Pringle
& Tudhope, 1997). These changes include increased participation rates of women
and mothers in paid employment (Goff, Mount & Jamison, 1990; Greenhaus,
Callanan & Godshalk, 2000; Ingram & Simons, 1995; Kaufman, 1997; Rubis,
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1997) and the rise in dual-career couples (Goodstein, 1994; Magid & Codkind,
1995; Morgan & Miliken, 1992). The expansion of single-parent families (Cooper,
1998; Kossek, Noe & DeMarr, 1999; Lobel, Googins & Bankert, 1999; Michaels
& McCarthy, 1993) and the growth of the elderly population (Goodstein, 1995;
Hendrickson, 2000; Magid & Codkind, 1995; Wilkinson, 1998) have also
contributed to the adoption of work-family programmes. Lastly, the changing
attitude of workers, where work is not necessarily the central focus of employee
lives (Hochschild, 1997; Loscocco, 2000; Magid & Codkind, 1995; Schor, 1991;
Wheatley, 1997) has also encouraged firms to adopt work-family policies, so
employers and employees can benefit from high performance at work and at
home. The total effect of these changes is that organisations face an employee
base vastly different from 30 years ago, with new demands and new attitudes.
Therefore, organisations might adopt work-family programmes as a way of
meeting these new demands, and this in turn can lead to advantages for both

employers and employees, as noted above.

This research examined the relationships between work-family practice use and
employee attitudes in a New Zealand local government organisation. New Zealand
organisations have been slow to adopt work-family policies, compared to other
countries, such as the United States. New Zealand has only begun to embrace
these policies in the last decade (Callister, 1996). This study is the first
exploration of multiple work-family constructs within New Zealand. The study
investigated the following aspects: work-family conflict, work-family benefits,
work-family faimess and work-family backlash. A sizeable proportion of the
work-family literature focuses upon the positive impact work-family programmes
can have on employees and organisations. However, the majority of this literature
is unsubstantiated or non generalisable. For example, often IBM is shown to be a
leader in work-family policies (Kraut, 1990; Martinez, 1993; Mason, 1991), yet a
corporation of that size is rare in the United States, and non-existent in New
Zealand. As well as examining multiple work-family related theories, the present
study also examined multiple work-family practices, which would be more

aligned with what organisations offer. The work-family literature has been limited
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by focusing on single work-family practices; for example, childcare centres
(Kossek & Nichol, 1992; Rothausen, Gonzalez, Clarke, & O'Dell, 1998). This
research, which explores an organisation offering six work-family practices,
differs markedly from the single practice studies of the literature. This new focus
has resulted in data that enhances our understanding of how multiple work-family
practices influence multiple work-family aspects, such as work-family conflict,
attitudes towards the job and organisation, and the fairness of the policies and
their users. This thesis examines each of these aspects in detail, according to the

outline and brief summary of each chapter provided below.

1.2 Chapter Two

Chapter Two provides an overview of the factors that have influenced the
adoption of work-family programmes worldwide. These factors can be grouped
into two categories: demographic changes and attitudinal changes. The
demographic changes generally have occurred in both the West and East,
indicating they are global changes (Greenhaus, Callanan & Godshalk, 2000,
Ingram & Simons, 1995; Lobel, Googins & Bankert, 1999; Loscocco, 2000;
Magid & Codkind, 1995; Michaels, 1995; Moore, 1997; Pringle & Tudhope,
1997; Rifkin, 1995). There are four major factors in the demographic changes,
which include the increased participation rates of women and mothers in paid
employment, the proliferation of dual-career couples, the rise in single parent
families, and the growth in the elderly population. Combined, these groups create
a much more diverse workforce than employers experienced 30 years ago, and
encourage creative solutions, such as work-family policies, as a way to better
manage the workforce. It has also been suggested that employees have changed
their attitudes towards work, and increasingly want to balance their work and
family commitments. Overall, this chapter indicates that the workplace of today is
greatly different from a few decades ago, and the contributory changes have led to

organisational adoption of work-family policies.
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1.3 Chapter Three

Chapter Three provides an overview of the multiple benefits reported with work-
family policies. While these advantages are manifold and numerous, the work-
family literature fails to provide a complete and concise inventory of benefits. This
chapter seeks to compile the advantages and provide an over riding direction for
the benefits literature. Benefits are grouped into three areas: internal
organisational benefits, external organisational benefits, and employee benefits.
These benefits focus on the overall improvement of organisational performance.
This performance enhancement can be achieved through a combination of
multiple benefits, such as reduced turnover, greater job satisfaction, and reduced
work-family conflict. In addition to indicating the many advantages suggested by
work-family policy adoption, this chapter highlights the need to examine these
benefits from a theoretical perspective, in order to address a current weakness of

the benefits literature.

1.4 Chapter Four

Chapter Four begins with a theoretical overview of the three theories used in the
present study. These are (1) interrole conflict, focusing upon work-family conflict;
(2) social exchange theory and the norm of reciprocity; and (3) a set of
organisational justice theories. These are illustrated diagrammatically to show the
interaction between the theories and the central focus of this study, which is

employee use of work-family practices.

Chapter Four continues with an exploration of the work-family conflict literature
and the relevance of using this theory to explore work-family practice use. It is
important to note that this research explores conflict bi-directionally, that is, work
to family conflict and family to work conflict. This has become accepted as a valid
way to explore conflict, rather than taking a uni-directional approach. Hypotheses
examine differences between work — family conflict and family — work conflict.
Significantly, work-family practice use is used to predict work-family and family-

work conflict, which have seldom been examined. In addition to hypotheses
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predicting work-family conflict, this study also examines conflict between work
and family as predictors of conflict outcomes relating to job satisfaction and
workplace strain. These outcomes of conflict are of particular importance for

organisational managers.

1.5 Chapter Five

Chapter Five examines social exchange theory and focuses upon the norm of
reciprocity as a theory for explaining the benefits associated with work-family
policies. Lambert (2000) has used the norm of reciprocity to explain links between
employee use of work-family practices and employee attitudes towards the
organisation. Theoretical representations of the norm of reciprocity and the
relationship between organisational provision of work-family policies and
employee reciprocation are offered to illustrate the potential relationship.
Hypotheses are developed that focus upon two distinct types of attitudes: attitudes
specific to work-family policies, and attitudes towards the job and organisation.
The work-family literature has recently found some differences between these two
attitude groupings and work-family practice use (Rothausen, Gonzalez, Clarke &

O'Dell, 1998) and this study builds on this differentiated focus.

1.6 Chapter Six

Chapter Six explores a set of organisational justice theories, and forms the basis
for two components of the present study. Organisational justice is used to explain:
(1) perceptions of the faimess of work-family policies and attitudes towards male
and female users of work-family policies; and (2) the potential backlash associated
with non-users of work-family polices, who might feel neglected and excluded by
their organisation. These theoretical approaches are distinct; therefore separate
hypotheses are developed for each of these two aspects. The work-family fairness
component of this study also suggested the fairmess attitudes might predict
attitudes towards the job and organisation. While many studies have examined the
link between faimess perceptions and attitudes towards the job and organisation,

none of these fairness perceptions have been related to work-family policies.
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1.7 Chapter Seven

Chapter Seven outlines the methodological aspects of this study. It details the
local government organisation chosen as the site for this research, the six work-
family practices offered, and the composition of the study participants. It also
outlines all the measures used in the study, and the procedures used in the

research.

1.8 Chapter Eight

Chapter Eight provides the results of the four components of this study. They are
(1) work-family conflict, (2) work-family benefits, (3) work-family fairness, and
(4) work-family backlash. Work-family practice use was found to predict conflict
between work and family, and work — family conflict was found to predict
negative work outcomes (job satisfaction and workplace strain). Work-family
practice use was found to predict work-family specific attitudes but not those
attitudes towards the job and organisation. Work-family practice use and the
perceived benefits of work-family practices predicted more positive attitudes
towards work-family policies, and more positive attitudes towards male users and
female users of work-family practices. However, faimess perceptions failed to
significantly predict attitudes towards the organisation and job. Lastly, there was
little support for a work-family backlash, with only one attitude being significantly
different between users and non-users. However, this attitude from non-users was

still positive, indicating no hostile reactions.

1.9 Chapter Nine

This chapter discusses the findings from each of the four components of the study,
and provides a summary of the present study’s findings. The implications for
organisations and policy writers are also discussed regarding work-family policies;

along with the overall influence such policies can have on employee attitudes.

Implications include evidence that work-family practices do link with work-family

conflict, although further examination of this link is required. The implication
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from exploring work-family benefits is that use might not link with attitudes about
the job and organisation, contrary to the literature. Research implications are that
value of practices, rather than use of practices, might be a more valuable method
for exploring the relationship between use and attitudes. Work-family fairness
implications include support for the identity relationship, but not for the unit
relationship. Future studies examining perceived faimess of multiple work-family
practices need to explore identity as well as unit relationships. The lack of support
for a work-family backlash has positive implications for employers, and suggests
employees take a needs-based principle focus on the allocation of work-family
practices. This thesis makes positive contributions to the work-family literature by
examining use of multiple work-family practices. Moreover, this research is the
first to explore the work-family phenomenon using a framework comprising
multiple theoretical approaches. This new research perspective on the
phenomenon indicates that work-family practices are, in fact, linked with

employee attitudes in a range of complex relationships.
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CHAPTER TWO
BACKGROUND FACTORS INFLUENCING
WORK-FAMILY POLICIES

2.1 Introduction

This chapter outlines the generally accepted driving factors behind the adoption of
work-family practices. These factors can be divided into two major categories: (1)
demographic changes, and (2) attitudinal changes towards work and family roles.
This chapter will outline the various components and, particularly within the
demographic changes, illustrate the changes from within a wide international
context, as these changes have occurred throughout most Western and some
Eastern countries. The sum effect of these changes is that organisations face an
employee base vastly different from 20 years ago, with new demands and new
attitudes. For example, childcare concerns and employee demands to enjoy their
personal and family time have encouraged organisations to adopt work-family
practices as a method of allowing employees to better balance their work and
family roles, for the benefit of both the organisations and their employees. It
should also be noted that this thesis explores work-family balance aspects, and not
the wider issues of work-life balance. Within the literature in general, the majority
of focus is upon the interactions of employees and their work and family roles
than any other wider (life) context, and this thesis follows a similar perspective by

focusing solely upon work and family domains.

2.2 Demographic Changes

Many countries around the world share major factors influencing work-family
policy adoption and, while the literature is dominated by details from the United
States, there are similar trends in the United Kingdom, Australia, New Zealand,
and parts of Asia. The work-family literature often cites the changing composition
of the labour force as a major determinant of organisational adoption of work-
family programmes (Cowperthwaite, 1997; Ingram & Simons, 1995; Michaels,
1995; Moore, 1997; Pringle & Tudhope, 1997). These demographic changes can
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be categorised into four areas: (1) explosion in the participation rates of women in
paid employment, (2) rise in the number of dual-career couples, (3) escalation in
single parent families and (4) an increase in the elderly. These are explored in

detail below.

2.2.1 Increased Workforce Participation Rates of Women

Rubis (1997) states that changes in society and the workforce since World War
Two have sharply decreased the proportion of single-earner families with stay-at-
home mothers in the United States. Kaufman (1997) states the ‘traditional’ family
view of a working husband with a stay-at-home wife who raises the family clashes
with today’s current demands of families. These changes have occurred due to the
increasing proportion of women in the paid workforce. Kaufman (1997) notes that
in the United States about 15% of families nationally consist of a working full-
time father and wife who stays at home with the children, although this is higher
amongst corporate male managers (at 27%). Goff, Mount and Jamison (1990)
state “The typical family of 20 or 30 years ago (husband earner, wife home-maker,

two children) exists today in less than 4% of all households” (p. 43).

Increased workforce participation rates of women are common throughout
Western countries (Ingram & Simons, 1995) and some Eastern countries
(Michaels, 1995), particularly Pacific Rim countries (Michaels, 1995; Pringle &
Tudhope, 1997). While traditionally women have stayed at home, a United States
survey shows this has changed, with two out of three married women with
children under three in paid work (O'Sullivan, 1996). In the United States,
employed women aged 16 years and above increased from 38% in 1960 to 54% in
1991 (Ingram & Simons, 1995), and then up to 61% by 1996 (Greenhaus,
Callanan & Godshalk, 2000). In 1997, this represents 60 million American women
working, with 74% of them full-time. Of the remaining 16 million part-time
workers, four million of these held multiple jobs (Bureau of Labour Statistics,
1998, as cited in Catalyst, 1998). Not only has the percentage of working women
increased, but also the number of working mothers has increased dramatically.

This poses unique problems for organisations, for example, dealing with employee
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childcare concerns. Working mothers with children aged under six years
increased, as a group, from 19% in 1960 to 60% in 1991 (Ingram & Simons,
1995), and up to 63% by 1996 (Greenhaus et al., 2000). Married women with
children between the ages of six years and 17 years rose from 39% to 77%
between 1960 and 1996 (Greenhaus et al., 2000). Hymowitz (1997) notes that
42% of United States employees nationwide have children less than 18 years old.
Proportionally, the figures indicate that working mothers account for a strong
proportion overall of working women. Importantly, Berry (1998a) notes that
working mothers with pre-school children represent the fastest growing segment

of the workforce in America, which may have strong implications for employers.

These trends are reflected in the Pacific Rim. In New Zealand, the workforce
participation rates of women increased from 54% in 1988 to 57% in 1998
(Statistics New Zealand, 1998). The Malaysian Government has reported women
made up 49% of their workforce in 1993 (Michaels, 1995). It is predicted that in
the future women with children will be the primary source of growth in the
number of workers worldwide (Magid & Codkind, 1995). Greenhaus et al. (2000)
assert women will have accounted for two-thirds of new employees in 2000
worldwide. World trends from 1993 indicate that in Singapore married women
entering the workforce had increased to 44%, while in Australia married women
increased to 59% of employed women (Michaels, 1995). According to the New
Zealand Department of Statistics, New Zealand women in paid work increased
from 25% in 1951 to 44% in 1993 (as cited in Pringle & Tudhope, 1997). If the
New Zealand context includes those women actively seeking work, the percentage

increases to 68% (Pringle & Tudhope, 1997).

Four reasons have been offered for the increase in the participation rates of
women in paid employment (White, Cox & Cooper, 1992). First, technological
changes enable employers to replace highly skilled male workers with cheaper
semi-skilled female workers, as females are typically paid less than men at 84.3%
of male average hourly earnings (Statistics New Zealand, 2002). Second, because

women are marrying later and having fewer children later in life, women become
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freed from life long domestic work. Thirdly, more women are seeking work-
related self-identities as opposed to marriage-related identities. Finally, economic
factors are becoming increasingly important. For example, in the early 1990s, 40%
of married women in the United States had husbands earning less than $15,000
per annum, and therefore most of these women returned to work within a year

after maternity leave due to financial pressures (Magid & Codkind, 1995).

The combination of pregnancy, work, and childcare responsibilities pose
particular difficulties for working women, and Magid and Codkind (1995) suggest
working women may require organisations to develop new ways to work. It is
estimated that between 75% and 80% (Greenhaus, Callanan & Godshalk, 2000;
Magid & Codkind, 1995) of women workers will become pregnant during their
working lives. It is also well documented that working women continue to do the
majority of household and child-rearing duties (Humphries, 1998; Kossek, Huber-
Yoder, Castellino & Lerner, 1997). In New Zealand, women spend 71% more
time on domestic duties than do men (Statistics New Zealand, 2001). Michaels
and McCarthy (1993) state: “Though the number of working women has increased
dramatically, family responsibilities for the most part remain on women's
shoulders. Fifty-seven percent of married women who are parents report 100
percent responsibility for home chores” (p. 70). Therefore, as women are
increasingly occupying positions in the workforce, and are still responsible for the
majority of childcare, their ability to manage both family and work issues becomes

increasingly difficult.

The increased participation rates of working mothers has led to other concerns
being raised that have seldom been addressed before. Elsberry (1999) states that a
frequent problem for new mothers is that they cannot make day-care
arrangements, and this is seen as a serious nationwide problem in the United
States, where less than 20% of childcare facilities have openings for children
under one year old. Similarly, Leonard (1998a) notes that providing childcare to
the working poor is a big obstacle that must be faced if employers want access to

the largest number of quality employees. Elsberry (1999) says that childcare is a
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huge and growing business in America, estimated at US$30-40 billion annually,
fuelled by these changing demographics. Elsberry (1999) also notes that a recent
American survey indicates 200,000 preschoolers go to work with their mothers
and spend the day in a playpen, car carrier, stroller, or watching TV in an empty
office. In fact, some 13 million American children under age six now spend all or
part of every weekday in the care of someone other than their parents (Elsberry,
1999). However, while the increased participation rates of women and particularly
working mothers suggest multiple difficulties in balancing work and family
responsibilities, there are some encouraging aspects. Martin (1992) suggests that
with half of all married women now in the labour market, there have been some
positive gains made, with employed women enjoying improved physical and
mental health through enhanced sources of ego gratification, social support, and

personal control.

2.2.2 Increase in the Number of Dual Career Couples

The increase in participation rates of working women has seen the traditional
family structure of a husband in paid employment and the wife staying home
become replaced by the ‘modern family’ with two working parents (Goodstein,
1994; Magid & Codkind, 1995; Morgan & Miliken, 1992). A notable increase in
dual career couples (also known as dual earners), is found in the United States,
with figures showing that the total number of dual-career couples with children
under 18 years was almost 60% in 1993, up from 36% in 1973 (Larkin, 1996). In
1992, the figure for dual-career couples with children less than three years in the
United States was 67% (O’Sullivan, 1996). The growth in dual career couples has
been enormous since 1950, when just 20.4% of families were dual-earner
marriages (Bureau of Labour Statistics, 1997, as cited in Catalyst, 1998).
Hymowitz (1997) estimates 75% of married employees have spouses who work.
Gordon (1998) states that in an earlier time, work-family programmes would have
been called paternalistic, but today they are almost a necessity because with both
spouses working hard, no one is free to deal fulltime with ever pressing personal

issues. In addition, Kaufman (1997) notes that dual careers mean a shift in
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priorities away from the workplace amongst working fathers, because without a

wife at home exclusively, men now have to play greater roles at home.

Trends similar to these are also evident in the Pacific Rim with Singapore
reporting an increase in dual career couples to 44% in 1993 (Michaels, 1995). In
Australia, dual career couples has risen from 53% in 1990 (Moore, 1997) to 59%
in 1993 (Michaels, 1995). Similarly in 1997, New Zealand dual career couples
account for more than 50% of households (Henderson, 1997). Given that women
still carry the burden of domestic and childcare responsibilities, it is evident that
women will be particularly interested in, and need employer help with, balancing
their work and family roles. However, the increased responsibility of fathers in the
home has also been highlighted, with worldwide studies finding multiple benefits
from having a father at home, such as reduced school problems, sexual assaults,
and conviction rates among boys (Smith, 1998). Therefore, while the increased
participation of women in paid work has its own range of problems for employers
(e.g. childcare), this also flows into dual-career couples and the role of fathers, and
suggests the ability of men to undertake some work-related activities (e.g.

extensive work-related travel), will be reduced.

2.2.3 Increase in the Number of Single Parent Families

The large increase in the number of single-parent families has also influenced
work-family policies (Goodstein, 1994; Morgan & Miliken, 1992). Lobel,
Googins and Bankert (1999) note that the number of single-parent households has
surged upward. It has been suggested that a working mother heads almost 25% of
all American families (Michaels & McCarthy, 1993). New Zealand is very similar,
with 27% of New Zealand families headed by just one parent (Henderson, 1997).
In 1996, nearly 70% of women who were divorced, separated, or widowed, and
had children less than six years old were in paid employment. This number
increased to more than 80% of those women with children aged between six years
and 17 (Greenhaus et al., 2000). Cooper (1998) states that by 1991 the United
Kingdom had the highest divorce rates in Europe, with one-parent families

increasing four-fold in the past 30 years. Cooper suggests the long working hours
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culture in most public and private sector companies in the United Kingdom is a

major contributor to this high divorce rate.

The overall outlook is that a large proportion of employees will have to balance
work and family responsibilities on their own at some stage in their working life.
Kossek, Noe and DeMarr (1999) suggest that at some time in their childhood,
more than half of American children will live in a single parent family. This is
because 50% of all marriages end in divorce, and while 80% of all divorced
people remarry (Michaels & McCarthy, 1993), more than half of them will
divorce again (Weissman, 1997). Weissman (1997) notes that with Western
cultures having such high divorce rates, employers may find their employees
dealing with combined sole parenting and work responsibilities. As single parent
families continue to increase, employers must adopt more flexible methods for

managing employees that will enable employees to be more productive.

2.2.4 Increase in the Elderly Population

Another emerging demographic trend that is likely to influence future work-family
policies is the projected increase in the elderly population. This is a worldwide
phenomenon, encompassing both Western and Eastern countries. Coupled with
this trend is the prediction that people will live longer. The number of projected
elderly in the United States requiring care is expected to increase from 35 million
in the late 1990s to 70 million by 2030, with the cost of nursing-home services set
to sky rocket by over 400% (Hendrickson, 2000). As a result of the combination
of increased elderly population and cost of care, it is likely that the burden of
eldercare will fall upon families. Traditionally it has been women who provide
these caregiver roles but, as already noted, more women are in paid employment
than ever before. As more of these caregivers are joining the workforce, there will
be additional pressures upon employers to facilitate solutions (Magid & Codkind,
1995). To this end, work-family expert Ellen Galinsky, co-president of the New
York-based Families and Work Institute, warns that in the United States, eldercare
is going to eclipse childcare as a work-family practice (Smith, 1996). Goodstein

(1995) states that one of the fastest growing segments in the United States
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comprises those older than 65 years, and potentially poses a major challenge to
organisations in how they will accommodate the concerns of employees caring for

elderly parents.

Leading medical expert Dr. Edward Schneider suggests that the next 20 years of
medical science might see at least half the baby-boomers living into their 80s and
90s (Wilkinson, 1998). The National Institute on Aging predicts that by 2040, the
number of Americans over 85 could grow to over 30 million, up from 3.3 million
(Wilkinson, 1998). This indicates that eldercare could become a growing concermn
for employees, and consequently for employers. It has also been suggested that
this is intensified by employees delaying having children to their thirties and
forties and then being responsible for young or- teenage children and aging
relatives at the same time (Smith, 1995). Thus, employees could be dealing with
both childcare and eldercare responsibilities, and this might pressure organisations
to provide some form of help towards fulfilling either or both of these caring

responsibilities.

Kossek, Noe and DeMarr(1999) note that while little research has examined the
eldercare and childcare and the links with employee outcomes, managing
eldercare involves very different decisions than managing childcare, as elders and
children have reverse caregiving life cycles (start of a life versus end of a life). An
elder becomes more physically dependent as she or he ages, requiring increased
assistance with the activities of daily living, such as assistance with eating,
dressing, toileting, and bathing (Stone, Cafferata, & Sangl, 1987). Elders also face
rising medical demands and crises until care ends with death (Scharlach, Sobel, &
Roberts, 1991). Friedman and Galinsky (1992) warn that managing eldercare is
also more complex than managing childcare because it involves the coordination
of many social services. United States data on caregiving of the elderly, who live
alone in their own homes and perform many tasks themselves, indicates that on
average, the elderly still require 11 hours a week of care through providing
transportation, finances, doctors, retirement decisions, and household duties

(Bond, Galinsky, & Swanberg, 1998). Studies show that those who manage
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eldercare are more likely to experience increased depression, anxiety, and poor
health (George & Gwyther, 1986; Strawbridge, Wallhagen, Shema, & Kaplan,
1997). Other outcomes include family interference with work, stress, as well as
personal and job costs (Gottlieb, Kelloway, & Fraboni, 1994). Shonsey (1994)
observed “Eldercare is not about having babies and raising children - the positive
aspects of life. Eldercare is about the end of life, about aging and dying” (p. 48).
Consequently, while eldercare is currently seen as a growing factor of work-family
policy adoption, the serious effects of eldercare, and the growing likelihood that
such aspects will impact more and more employees, indicates that eldercare
concerns may be a significant contributing factor to work-family adoption in the

future.

2.2.4 Summary of Demographic Factors

Combined, the demographic changes that have been occurring mean that
employers might be faced with employees dealing with childcare concerns, elderly
parents, and either the pressure of their partner’s career, or without a partner to
provide support and backup in time of crises. This differs from the traditional
model, where employees were principally men whose wives would deal with all
non work-related aspects. Today’s working environment, though, is more diverse
and equally more challenging for employees, and their supervisors and managers.
Rising workforce participation by women mean that both men and women will
increasingly face dual-career challenges, and thus employers will find it difficult
to avoid dealing with these new complexities. Combined, these factors have made
the modern workplace more complex, and have thus led to the advent and
proliferation of work-family policies. This is not to suggest that all employers
recognise these additional employee concerns and seek to offer work-family
policies as a mechanism for supporting work and family responsibilities. Some
employers simply choose to ignore these changes and offer no work-family
policies. However, the literature does suggest that these demographic changes
have, overall, created an atmosphere where work-family policies have developed

and will continue to grow.
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In addition to these many changes, or perhaps because of the transformation of the
modern workplace, it has been suggested that employee attitudes towards work
and family have played a role in the proliferation of work-family programmes. The
following section discusses the implications that attitude changes towards work

and family responsibilities might play in work-family policy adoption.

2.3 Attitude Changes

While demographic changes might have forced organisations to reconsider the
help they provide employees in balancing work and family commitments, it has
also been suggested that employees themselves are openly driving the adoption of
work-family programmes. Magid and Codkind (1995) believe that family and
personal leisure time is more prized now than at any time in United States history.
Rifkin (1995) suggests that continued job losses across all industry sectors and at
all organisational levels, has forced a shift in thinking about the importance of
paid work. Loscocco (2000) supports this, stating there is new evidence that
employees are beginning to consider how much money, and therefore how much
work, they need. For example, data from the National Study of Families and
Households in the United States show that 34% of women and 44% of men would
prefer to work fewer hours than they do (Loscocco, 2000). In addition, only 2% of
dual career couples have some type of part-time schedule, but a much greater
number (1 in 6) desire such a situation (Clarkenberg, 1998, as cited in Loscocco,
2000). This suggests that many dual-career couples want to spend less time at

work.

An American organisation where employees highlight this changing attitude
towards work is ELI, a computer company in Portland, Oregon. The organisation
had hit hard financial times, and employees voted to “spread the pain” through
reduced hours and pay, leading to no one being laid off (Hochschild, 1997).
Significantly, when the organisation had financially recovered, the CEO found
employees did not want to go back to the full time schedules they were originally
on, preferring the reduced conditions of hours and pay. Schor (1991) supports this
changing attitude, reporting that an American national poll found almost 60% of
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respondents said they would like to reduce their work commitments, and two
thirds said they want more balance in their lives. Wheatley (1997) states a United
States study shows 66% of Americans would like to work shorter hours in
exchange for less pay. Another United States study found that almost 33% of
Americans had exchanged some working time for more leisure time in the last five

years, despite years of recession (Wheatley, 1997).

Longer working hours have been noted as a contributing factor to this changing
attitude. The Organisation for Economic Cooperation and Development (2002)
reports that in 2000, the average United States employee worked 1,877 hours per
year, closely followed by Australia (1,860), New Zealand (1,817) and Canada
(1,801). The figures are slightly lower for the United Kingdom (1,708), and much
lower for German workers (1,480). Wheatley (1997) states that it is no accident
that the United States is the birthplace of ‘“downshifting”, which involves
employees consciously taking on less work and reduced hours. Downshifting, due
to huge work hours, is supported by Harvard University’s Economics Professor
Juliet Schor, who reported that American employees in the mid 1990s were
working 163 more hours a year, which equates to a whole month of full time
work, than in 1970 (Hymowitz, 1997). A United States study found employees
spent an average of 44 hours per week working, six hours more than they were
scheduled for (WomenConnect, 1998). According to Ansley (2000), New
Zealanders employees are suffering from burnout or chronic work stress at the
same rate as American employees. A factor in similar burnout rates may be
similarities in hours worked by American and New Zealand employees (only 60

hours work a year difference).

While downshifting is typically voluntary, forced downshifts can also have
positive results. Schor (1991) found nearly 20% of American respondents had
made a voluntary lifestyle change (with lowered income), and 85% of this group
were happy about the change. Another 12% had made this change involuntarily,
(e.g. through redundancies), but even 25% of them reported that the change was
actually a ‘blessing in disguise’. In New Zealand, a 1994 study found 12% of
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unemployed women and 3% of men had left their jobs because of family
responsibilities (as cited in Henderson, 1997), suggesting family is a contributing
factor towards work-related change. An Australian study (Crichton, 1998)
reinforces this changing attitude towards work, with 20% of men having made a
career decision on the basis of family and lifestyle responsibility, with this
increasing to 60% of men aged less than 35 years old, with partners in the
workforce and young children. Figures from the United States Bureau of Labour
Statistics show of the 20.6 million Americans working part time (less than 35
hours per week), 23.1% say the reason is family/personal obligations, while child-
care problems account for 3.6% (Young, 1997). This suggests that demographic
factors of dual-career couples and working mothers may simultaneously lead to

attitudes that put the family ahead of the workplace."

2.3.1 Attitude Change Critique

The suggestion that employers adopt work-family programmes in response to
employee demands for help balancing family and work is not based solely on
female employees and their concerns for their children. Men in some positions
have also had to deal with changing their attitudes, which often requires a major
shift in their work role. Schellhardt (1997) notes that in the 1980s it was rare for
high-profile executives to resign to spend more time with family, but in the 1990s
it has almost become routine. Schellhardt (1997) says that more men are leaving
their positions or scaling back work, due to family-related issues, referred to as
‘daddy stress’. Schellhardt (1997) makes the point that there is no focus on
women nor any furore over their leaving positions for family, because mothers
have been quitting good jobs for their children’s sake for years. Therefore,
regarding the changing attitudes towards work, while men have gained the greatest
attention, these changes might be more evenly distributed between men and

women than is reported.

Despite the notion that employees have changed their attitudes and desire less
work, there are some critiques of this proposition. For example, Kaufman (1997)

states that while fathers in traditional family arrangements feel torn between work
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and family, some are compelled by uncertain economic and breadwinner pressure
to spend more time at work. Therefore, economic uncertainties might drive
employees to work longer hours while not requesting support via work-family
policies, simply because they need to keep their jobs. This highlights a critique of
the downshifting concept mentioned above. The ability for employees to reduce
hours and pay could be limited to those employees earning higher incomes than
the majority of workers. For example, an accountant making $75,000 annually
might be able to afford a reduction to a four-day week and the corresponding drop
in income to $60,000. However, a secretary earning the minimum New Zealand
wage of $8 hour for a 40-hour week ($16,640 per annum) would not likely seek a
reduction in their working week and pay, unless their partner (if applicable) is
earning a sufficient income to compensate. As a result, downshifting may only be
feasible for those on high income or in a combined (dual-career) high-income

relationship.

2.4 Conclusion

This chapter provides a brief introduction to the main factors that have influenced
and encouraged the adoption of work-family policies. While no means exhaustive,
the major factors influencing adoption of work-family policies in the literature are
covered. It can be seen that there are factors that have influenced the advent of
work-family policies within developed countries, and while the literature focuses
heavily upon the United States, these changes are generally seen in other
countries, including New Zealand. The changing demographics, whether the
increase in working mothers in paid work, single parents in paid work, parents
seeking more time with their families, or workers deciding on a better quality of
life through less work and reduced pay, have all played some part in the
establishment of work-family policies, at least in the current climate where these
programmes continue to flourish. In conclusion, although New Zealand has
similar demographic and attitudinal changes to those held in other countries, it is
worthwhile to examine work-family policies within New Zealand because while
our demographic characteristics are similar to the United States, we have lagged

behind in the adoption of work-family policies (Callister, 1996).

Jarrod Haar



Chapter 2 Background Factors Influencing Work-Family Policies 21

In response to these factors, many organisations have adopted work-family
policies, and the work-family literature suggests there are many positive outcomes
from the adoption of such programmes. Chapter Three examines the various
advantages reported by organisations and supporters of work-family policies, and
provides a compilation of all the major benefits associated with work-family

policies.
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CHAPTER THREE
LITERATURE ON WORK-FAMILY POLICIES

3.1 Introduction

The work-family literature is replete with references regarding the positive
impacts of work-family policy adoption on employees and their organisations
(Bhagat, McQuaid, Lindholm, & Segovis, 1985; Edwards & Rothbard, 2000; Hall,
1990; Osterman, 1995). Perry-Smith and Blum (2000) suggested that work family
polices are now recognised as progressive and innovative. Goodstein (1994) noted
that pressures on employers to assist their employees with balancing their work
and family demands have increased. Because the work-family literature has not
yet collated these reported benefits as one cohesive group, this chapter aims to.
draw together the benefits for a more integrated approach. While supporters
propose such benefits as improved morale, increased job satisfaction and
decreased turnover, there are critics who warn that these benefits are often
unsubstantiated. For example, Lobel (1991) argued that the relationship between
work-family policy adoption and its effects are inadequately understood, because
most research has been descriptive rather than theoretical. Tenbrunsel, Brett,
Maoz, Stroh, and Reilly (1995) supported this, asserting there is a need for a
stronger scientific and theoretical basis when examining the impact of work-
family practices. A principal problem with the literature is that it is based on case
studies, and typically features research that fails to follow scientific
methodological issues. For example, much of the research focuses on manager
perceptions of benefits rather than surveying employee attitudes. While one of the
foci of the present study is to examine such claims analytically, this chapter

focuses on compiling the literature into a lucid form.

This chapter will address the major advantages asserted in the literature of
adopting work-family practices. It will discuss both employer and employee

aspects from work-family programmes, and examine the relationship between
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benefits and organisational performance. This forms a sound base to a framework

for the purported benefits of work-family policies.

3.2 Support for Work-Family Policies

Hall (1990) stated, “Work/family balance is fast becoming the hot career issue of
the new decade” (p. 5, emphasis in original). Since that time, work-family balance
and the subsequent work-family policies, programmes, and practices that
followed, have received much attention, particularly within the United States.
Commentators have noted a significant rise throughout the 1990s in the adoption
and acceptance of work-family policies (Gordon & Whelan, 1998; Hall, Parker, &
Victoria, 1993; Shellenbarger, 1997). Tenbrunsel et al. (1995) state that “there has
been a growing awareness among United States companies of the importance of
work and family issues in human resource policy decisions” (p. 233). While Hall
et al. (1993) asserted that work-family flexibility had become part of the fabric of
American business, New Zealand has been seen as lagging behind the United
States on work-family adoption (Callister, 1996). Osterman (1995) continued this
theme by contending that work-family benefits were of growing interest and
importance in the landscape of organisations’ personnel policies, and that there
had been substantial expansion in this area in recent years. Overall, commentators
suggest that as the attention and adoption rates of work-family policies has grown,
so to has the apparent legitimacy of such practices (Bencivenga, 1995; Crispell,

1996; Leonard, 1998b; Lobel, Googins, & Bankert, 1999; McShulskis, 1997b).

As previously discussed in Chapter Two, one of the reasons for the growth in
work-family programmes includes the changing businesses environment. Kossek
and Ozeki (1998) asserted that managing the conflict between work and family
was a critical challenge for organisations, and a topic of growing importance in the
human resource and organisational behaviour fields. Edwards and Rothbard
(2000) advised that in recent years the amount of research into work and family
linkages has grown immensely. These authors maintained such linkages are
important for many organisations, especially for those expanding operations

globally, requiring key employees to work abroad. Findings by Shaffer and
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Harrison (1998) indicate that such international assignments can lead to strained

family relationships, compelling employees to resign.

Linking organisational flexibility to work and life issues has become popular
among business leaders because it helps policy makers understand how to support
organisational structures and processes (Lobel et al., 1999). Business leaders
understand that success today can be reliant on efficient employees; employees
that are distracted by work-family conflict can be less efficient and effective than
required. For example, a Canadian study found employee difficulty in managing
their work and personal responsibilities resulted in reduced performance through
stress and absenteeism (Paris, 1990). Conversely, Collins and Magid (1989) found
employer-sponsored childcare programmes in the United States resulted in
improved recruitment, reduced turnover, reduced absenteeism, increased
productivity, improved morale, and enhanced company image. The work-family
literature suggests that such benefits can provide an organisation with the key to

business survival, and Hall et al. (1993) reiterated this, stating:

The workforce of the future will include more people of colour, more
women, more new immigrants, more special needs employees — in short,
more diversity than the current norm. It follows, then, that the companies
that can attract, retain, motivate, and engage the most talented within these

groups will be most likely to succeed, while those that do not may not even

survive (p. 4).

Work-family policies might provide organisations with the means for achieving
future success, whether through increased performance or through attracting and

retaining employees with scarce skills.

The next section looks at the specific benefits reported by supporters of work-
family programmes. To enable a deeper understanding of these benefits, they are

classified into three groups.
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3.3 Benefits

The advantages of work-family programme adoption will be categorised under
three domains: internal organisational benefits, external organisational benefits,
and organisational employee benefits. The rationale for adopting these categories
is that the supporting literature on work-family programmes is disjointed and fails
to bring together common themes. This will allow a more logical understanding of
these benefits and permit the later formulation of a streamlined framework that
encapsulates all the supporting literature. A brief explanation of each domain

follows:

Internal Organisational Benefits focus on those benefits that have been suggested
by the work-family literature as occurring internally within an organisation, and
where the major benefactor of the advantage is the organisation. For example,
while improved employee morale (Shellenbarger, 1999) might be beneficial to
both employer and employee, it is the organisation that will benefit most from

such behaviour.

External Organisational Benefits focus on those benefits that, according to the
work-family literature, occur outside an organisation and are of major benefit to
the organisation. For example, work-family programmes can enhance society’s
view of a company, thereby improving the corporate image of the firm (Hall et al.,
1993). As such, the benefit the organisation receives from work-family policies is

substantial but external to the organisation.

Employee Benefits focus on those benefits that the work-family literature present
as providing a major benefit to organisational members. While these do not
exclude such gains to the organisation, they are predominantly of benefit to
employees. For example, work-family programmes can reduce employee stress
through addressing work-family conflict (Bhagat et al., 1985). While such a gain
is beneficial for the organisation, for example through reduced absenteeism from

stress-related illnesses, it is the employees who are seen as chief beneficiaries of

such an advantage.
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The reported benefits of work-family practices found in the literature will now be
discussed according to the three domains. It is important to note that some benefits
will overlap. Bhagat et al. (1985) asserted that by reducing employee stress, for
example through work-family programmes, employees would also experience
reduced tardiness and absenteeism. Consequently, the benefits from work-family
programmes should not be viewed as mutually exclusive. The following sections
expand the three domains by exploring reported work-family benefits for each

category in further detail.

3.4 Internal Organisational Benefits

The literature on each specific work-family benefit is categorised here if it has
been asserted in the literature that these benefits have a major internal
consequence for an organisation. For example, the reduction of employee
absenteeism through work-family programmes is categorised here because the
major benefit is to the organisation, in that through reducing the cost of employee
absenteeism, the organisation might make some productivity gains (or reduce
losses). This category represents the largest portion of purported benefits within

the work-family literature.

3.4.1 Reduced Employee Tardiness

Tardiness refers to employees being late for work. It normally refers to an
employee arriving at their worksite at a time outside normal starting hours. Kraut
(1990) noted that IBM recognised that household structure and dual-career
couples make a sizeable impact on employee tardiness. Burud, Aschbacher, and
McCroskey (1984) found that employers offering company-sponsored childcare
recorded decreased tardiness from their employees. Bhagat et al. (1985) suggested
that employees would evade job stress through physical actions such as tardiness.
These authors argued that subsequently removing employee stress should result in
more satisfied and effective employees. That is, employees would become less
tardy. Work-family programmes can help reduce tardiness through allowing

employees to balance their work and family lives better. Michaels and McCarthy
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(1993) noted the benefits of work-family programmes can include reduced

employee tardiness.

3.4.2 Reduced Employee Absenteeism

Studies of absenteeism have often found that less-satisfied employees are more
likely to be absent from work (Waters & Roach, 1971). Cutcher-Gershenfeld,
Kossek, and Sandling (1997) proposed work and family issues are among the root
causes of critical workplace problems such as absenteeism. Kraut (1990)
suggested that IBM have recognised that work-family issues have a substantial
influence on employee absenteeism. Bhagat et al. (1985) warned that extreme job
stress is so adverse to employees that they will try to evade it by withdrawing
physically from the organisation through absentecisﬁm Landauer (1997) reinforced
this, stating that by adopting work-family policies, firms can help ease family
demands that, in turn, lead to reduced employee absenteeism. Confronted with
problems like increased absenteeism, many employers have been looking for ways
to help employees balance work and family (Phillips, 1993). Hall et al. (1993)
advised that pressures on organisations to adopt work-family policies included

internal pressures such as the cost of absenteeism.

In response to these pressures, many firms have adopted work-family programmes
and it has been reported these have resulted in positive effects on absenteeism
rates. Collins and Magid (1989) found employer-sponsored childcare programmes
did reduce absenteeism amongst employees, as did Burud, Aschbacher, and
McCroskey (1984). Shellenbarger (1999) noted that business units from
companies such as Xerox had reduced absenteeism rates by 30% through planning
based on employee work-family needs. Hall et al. (1993) reported a lesser effect in
a study of United States corporations where respondents were asked their
perceptions of work-family practices and 56% of respondents reported a minor
impact on reducing absenteeism. A Cénadian survey of 1700 Royal Bank
employees found that respondents said that flexible work programmes reduced

their need to be absent (Leonard, 1998b). Faught (1995) agreed, arguing that the
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corporate benefits of providing work-family programmes to employees included

reduced absenteeism rates.

3.4.3 Improved Employee Morale

Shellenbarger (1999) suggested Xerox, through adopting work-family
programmes, has achieved improved morale amongst its employees. IBM reported
greater employee morale when employees were given control over their working
hours through flexibility (Martinez, 1993). McCampbell (1996) proposed
alternative work schedules could result in improved morale for employees.
Similarly, Hall et al. (1993) asserted that firms could achieve results such as
higher morale through the introduction of more flexibility into the workplace.
McNerney (1994) indicated employee morale could be improved through work-
family practices like flexible scheduling, because it is a benefit that workers
appreciate. In relation to this, a Canadian survey of Bank employees found that
respondents said that flexible work practices also improved their morale (Leonard,
1998b). Similarly, with regard to childcare programmes, Collins and Magid

(1989) found employers perceived improved morale amongst employees.

3.4.4 Improved Employee Retention

Landauer (1997) asserted that firms adopting family-friendly policies could help
ease family demands that in turn led to reduced employee turnover. Lobel et al.
(1999) stated “as competition for attracting and retaining valued employees heats
up, the ability of a corporation to address personal and family needs becomes
more critical” (p. 247). An Australian study into turnover of management women
due to work and family conflict estimated the cost at A$75,000 per employee
(Abbott, De Cieri, & Iverson, 1998). It has been proposed that one way to combat
this is through work-family policies, and Collins and Magid (1989) found that

employer-sponsored childcare programmes did reduce employee turnover.

Through the adoption of work-family policies, organisations can retain highly
talented staff, which in tum will reduce costs associated with training

replacements (Gordon & Whelan, 1998). Grover and Crooker (1995) stated
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“people are more attached to organisations that offer family-friendly policies,
regardless of the extent to which the people might personally benefit from the
policies” (p.283). Lobel et al. (1999) suggested that through work-family policies,
firms could gain positive relationships with communities that in turn enhance a
firm's reputation as being an employer of choice. If employees perceive their
organisation as an ‘employer of choice’, they may be less likely to leave their
current firm, fearing a lack of similar benefits in the market place. Chiu and Ng
(1999) supported this, maintaining that because finding similar firms offering
similar work-family programmes might not be easy, employees may choose to
continue their membership simply because of the benefits provided. This is also

known as continuance commitment (Meyer, Allen & Smith, 1993).

Organisations that offer generous work-family benefits will have an edge in
recruiting and retaining desirable employees (Lobel et al., 1999). McCampbell
(1996) asserted that organisations could use alternative work schedules as a useful
retention tool. Bhagat et al. (1985) suggested extreme job stress can encourage
employees to leave their job altogether, therefore highlighting opportunities for
work-family programmes to alleviate employee stress and become a retention
strategy. Pressures on organisations to adopt work-family policies also include
internal pressures from the cost of employee turnover (Hall et al., 1993). Hall et al.
(1993) argued that introducing more flexibility into the workplace has been found
to result in reduced turnover. For example, in the early 1990s Corning Inc. was
losing women professionals at twice the rate of males at an annual cost of US$3.5
to US$4 million. By adopting work-family programmes, Corning Inc. reduced
their turnover rate and reduced costs of recruiting and training replacements. A
survey by Catalyst (1998) found 78% of full-time professionals and 98% of part-
time professionals agreed that offering flexible work arrangements encourages

employee retention.

Specific work-family policies such as job-sharing have been found to reduce
employee turnover rates (Flynn, 1997; Gordon & Whelan, 1998; Lawlor, 1996;
Sailors & Sylvestre, 1994). Phillips (1993) implied that confronted with factors
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such as higher turnover, many employers were looking for ways to help employees
balance work and family issues. For example, Mason (1991) noted IBM used
work-family programmes to keep employees going to work. Other companies such
as Johnson & Johnson found work-family practices helped retain employees
(Mason, 1993). According to Phillips (1993), retaining employees is vital, because
even the downsizing organisation needs to retain talent. These provide strong
incentives for organisations to examine work-family programmes as a means of

retaining employees.

Work-family programmes can also promote an organisation to its own employees
(Berns & Berns, 1992), which may help employee retention. Companies that
provide work-family initiatives like childcare facilities can help employees choose
to stay with their company (Herman, 1999). SAS Institute, with 1700 employees,
is an American computer software development company and offers myriad work-
family practices, to which the company attributes its low employee turnover rates
(Martinez, 1993). For example, in the early 1990s the company's turnover rate was
less than 6%, when the industry average was 20%. Cole (1999) also used SAS
Institute as an example of work-family initiatives retaining talent, noting that the
SAS Institute cited the loss of talented female employees as a reason for opening a
childcare centre as early as 1981. This supported Hand and Zawacki's (1994)
claim that work-family initiatives such as on-site or near-site day care facilities
could become an attractive enticement for retaining employees. The SAS Institute
maintain that while industry turnover rate was still upwards of 20% in the late
1990s, the company say they have stabilised at 4%, saving the company an
estimated US$50 million a year (Cole, 1999). Accounting giant Price Waterhouse
also had a large employee turnover problem at 25% per annum, but client demand
for more in-depth expertise meant the firm needed to attract and retain top-
performing people. By providing work-family initiatives, Price Waterhouse found
it could draw talented people with specialised skills as well as encouraging them

to stay (Engoron, 1997).
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It has been suggested that work-family practices like telecommuting can help
employee retention, as employees who are trusted by management to work at
home are less likely to leave their company (McNerney, 1994). McShulskis
(1997a) has reiterated this by asserting programmes that help employees balance
work and family responsibilities have a positive effect on employees’ decisions to
stay with a company, with almost 60% of employees surveyed saying their ability
to balance work and personal responsibilities was of great importance in their
decision to stay with their company. Attracting and retaining employees becomes
more important during tight labour markets and Overman (1999) proposed that the
tight labour market has made it easier for firms to adopt work-family initiatives.
Overman suggested that companies previously adopted work-family programmes
based on expected productivity gains, but more recehtly this had been extended to

include company survival through employee retention.

Such gains for organisations can reinforce the perception of positive gains from
work-family policies. However, in a study of American corporations cited by Hall
et al. (1993), 54% of respondents noted only a minor impact on reducing turnover
through the adoption of work-family practices. This study suggested that the
retention benefits of work-family programmes might not be universal or might
have a limited impact on employee retention, encouraging further examination.
These findings could also highlight the promotion that work-family policies
gained in the tight labour markets of the late 1990s, well before Hall et al.’s study.
Loscocco (2000) offered some illumination on this, in stating that it is important
for companies to extend flexibility options to lower level employees. For example,
Steelcase manufacturing company achieved a turnover rate of just 3% by
extending part-time schedules and job-sharing benefits to hourly employees

(Dynerman & Hayes, 1991).

3.4.5 Competitive Advantage
According to Hall et al. (1993), work-family issues could be a key to corporate
competitiveness and survival. Firms can be seen to be adopting work-family

programmes to provide an edge in business, whether through retaining skilled
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employees, or increasing employee loyalty and productivity. In a Canadian survey
of the Royal Bank, employee respondents said that flexible work improved their
efficiency, morale, commitment, and customer service, as well as reduced
absenteeism (Leonard, 1998b). Leonard concluded that the company had turned
flexible work arrangements into a real competitive advantage, indicating how the
benefits of work-family programmes could collectively contribute to a competitive
advantage. This might be through being able to recruit and retain the best quality
employees in a tight labour market, or through greater productivity above industry

competitors through use of flexible work practices.

3.4.6 Improved Employee Motivation

Stone (1998) stated “employee motivation is v.ital to the success of any
organisation” (p. 11). Cutcher-Gershenfeld et al. (1997) stressed that work and
family issues were among the root causes of critical workplace problems such as
motivation. Overman (1999) maintained that employees could be more motivated
when they had control over their working schedule, for example through flexitime.
Vincola and Farren (1999) added that lifestyle issues have become increasingly
prominent in defining what keeps employees motivated. Tenbrunsel et al. (1995)
defined intrinsic motivation as a force that drives effort and persistence.
Consequently, if work-family policies can improve employee motivation, then
productivity can increase through increased effort. Likewise, Byars and Rue
(1997) asserted that highly motivated employees tend to be more productive and
have lower rates of absenteeism, turnover, and lateness. This highlights that these
reported work-family benefits, if demonstrated, should not be viewed as being
mutually exclusive. For example, if work-family programmes lead to increased
employee motivation, this might also contribute to greater performance, lower
turnover and the reduction in tardiness and absenteeism. These might all, in turn,
contribute to increased organisational performance through such benefits as cost

savings.

Jarrod Haar



Chapter 3 Literature on Work-Family Policies 33

3.4.7 Improved Employee Commitment & Loyalty

From an organisational behaviour perspective, loyalty (Rusbult, Farrell, Rodgers
& Mainous, 1988) and organisational commitment are viewed as distinct attitudes,
with organisational commitment having been separated into three components
(Meyer, Allen and Smith, 1991). However, the work-family literature does not
typically make such distinctions, and hence the present study has covered these
two purported benefits together. Employee loyalty to an organisation has been
shown to be a construct that is distinct from that of job satisfaction and work
involvement (Brooke, Russell, & Price, 1988). It has been demonstrated that
organisations experience positive results from committed employees (Adler &
Adler, 1988). Tenbrunsel et al. (1995) stated that one of these positive results is
increased job performance, such that the more cémmitted employees are, the
better their job performance. However, a meta-analysis of organisational

commitment and performance by Randall (1990) found only a modest link.

Tenbrunsel et al. (1995) contended that the loyalty employees feel for their
organisation creates a feeling of obligation that is repaid by increased effort. It has
also been suggested that through the adoption of work-family policies,
organisations can retain highly talented women and in turn develop employee

loyalty (Gordon & Whelan, 1998).

McShulskis (1997a) maintained that work-family programmes could help
strengthen employee commitment, where they are more willing to work towards
achieving business results. Vincola and Farren (1999) added that lifestyle issues
were becoming increasingly prominent in keeping employees committed. Leonard
(1998b) supported this with Canadian findings, which maintained employees
noted improved commitment to their organisation through work-family practices.
Angle and Perry (1981) suggested that individual employees could become more
committed to their organisation in return for employer provided gains. Recently,
Scandura and Lankau (1997) found that employees who perceived their
organisation as family-friendly reported a higher level of commitment than those

employees who did not. Chiu and Ng (1999) rationalised this by saying employees
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who benefit from work-family practices would appreciate what their company did

for them, and hence hold a favourable attitude towards the organisation.

Work-family programmes have been found to improve employee loyalty at IBM
(Mason, 1991) and at Johnson & Johnson (Mason, 1993). McNemey (1994)
argued that employee loyalty improves through the adoption of work-family
programmes, as practices such as flexible scheduling are a benefit that workers
value. Berns and Berns (1992) asserted that work-family policies could also
provide a new foundation for the loyalty, dedication, and team spirit necessary to

compete in quality-driven global competition.

3.4.8 Improved Customer Service

Some firms have stated they have improved customer service through the adoption
of work-family programmes. This benefit might be a by-product of other benefits
such as increased employee motivation and commitment, which might see
employees providing extra customer attention. Just as it is suggested that work-
family programmes might reduce work-family conflict and thus employees
become increasingly motivated, so too they might also become increasingly
responsive to customer needs, thereby improving customer service. Leonard
(1998Db) asserted that employees at a Canadian bank noted flexible work practices
provided benefits including improved customer service. Vincola and Mobley
(1998) concurred, suggesting firms that institute work-family programmes gain

improved customer service, which is also good for the “bottom line”.

Martinez (1997b) asserted that Xerox improved customer satisfaction by adopting
work-family programmes that altered the work process. Shellenbarger (1999)
asserted that Xerox had improved efficiency through quicker customer-response
times, because of their work-family programmes. Allied Signal, which spends
more than US$1.4 billion annually on salary and benefits, feel that employee
satisfaction will drive customer satisfaction and hence growth (Scott, 1997).
Mason (1993) suggested that firms could adopt work-family programmes because

of the philosophy: “You take care of employees and they will take care of the
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customers”, which is good for business. Chubb Corporation has stated that the
benefits they receive from the adoption of work-family programmes also include
increased customer satisfaction (Graham, 1996). Berry (1999b) showed that
compressed workweeks and flexitime could mean extended customer service
options for some businesses. Combined, these aspects of the work-family
literature suggest that there is a link between work-family practices and improved

customer service, although again, the causal link in the literature is not developed.

3.4.9 Trained Replacements For Job Cover

This particular work-family advantage is particularly evident among job-sharing
employees, or those employees who have downshifted (permanently reduced their
working hours). According to Wheatley (1997), tﬁere is greater likelihood of a
trained worker readily available to cover for sickness or holidays through work-
family programmes such as downshifting. This would also apply to part-time
workers and employees who are job-sharing and might be able to step into full

time work as cover.

3.4.10 Reducing Office Space

The work-family practice of telecommuting can solve office space problems,
reducing the need for greater office space and therefore reducing company costs
(Sheley, 1996). For example, the telecommuting benefits of reduced office space
have annually saved Chubb Corporation thousands of dollars per employee
(Graham, 1996). WomenConnect (1997d) supported this, asserting that
telecommuting offers a number of economic advantages including reduced real
estate costs. Similarly, Berry (1999b) pointed out that high commercial real estate
costs are driving some telecommuting initiatives in the United States, in an

endeavour to reduce office expenses.

3.4.11 Reduced Health Costs

Due to escalating stress-related health care costs, many employers are looking for

ways to help employees balance work and family issues (Phillips, 1993). Thomas
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and Ganster (1995) found nurse use of flexibility led to reduced work-family
conflict and fewer mental and physical health problems. Woodward (1998)
supported this, maintaining that in general family problems can contribute to
increased health care costs. In one example, Walter (1996) maintained that a
United States manufacturer with 87,000 employees lost US$5.5 million in a single
year through productivity losses and increased health care costs as a result of

employees providing hands-on eldercare.

3.5 External Organisational Benefits

The literature on each specific work-family benefit is presented in this category if
the advantage has been reported as having a major effect on an organisation
externally. For example, enhancing a firm’s corporate image through advertising
work-family programmes is categorised here because the major benefit relates to

the firm’s external image.

3.5.1 Improved Employee Recruitment

Rodgers (1992) argued that firms wanting to recruit high-quality professional
women and men should be adopting work-family programmes because of attitude
changes regarding employee willingness to sacrifice family for work. Hence
managers might view work-family programmes as recruitment tools (Osterman,
1995). McCampbell (1996) suggested that organisations could improve employee
recruitment by using alternative work schedules. As competition for attracting
valued employees increases, the ability of a corporation to address personal and
family needs becomes more critical (Lobel et al., 1999). Faught (1995) maintained
that the benefits of providing work-family programmes to employees included
recruitment advantages. McShulskis (1997a) and Hall et al. (1993) agreed,
maintaining that work-family programmes could help attract employees. Collins
and Magid (1989) found organisations that adopted employer-sponsored childcare
programmes perceived they had improved recruitment ability. Lobel et al. (1999)
proposed that through work-family policies firms could gain positive relationships

with communities, which in turn enhance a firm's reputation as an employer of
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choice. This can be seen as a recruitment advantage that firms can use to entice
valuable employees to their organisation. For example, Mason (1991) suggested
that work-family programmes at IBM help attract new employees. A study of
Johnson & Johnson found work-family practices have helped in recruiting the best
people (Mason, 1993).

Osterman (1995) suggested that managers can regard work-family programmes as
a recruitment tool, with firms wishing to recruit high-quality women and men
being advised to offer work-family programmes as an indication the workplace
supports a work-family balance. Rodgers (1992) stated that this is because of
changing attitudes concerning employees’ willingness to sacrifice family for work.
In support, Vincola and Farren (1999) maintained that lifestyle issues are
becoming increasingly prominent in defining what attracts employees. Phillips -
(1993) suggested that even downsizing organisations still needed to attract new
talent, and could do so with work-family policies. However, whether such
organisations will have the financial resources to adopt work-family policies was
not examined. It has been suggested that organisations that offer generous work-
family benefits will have an edge in recruiting desirable employees (Lobel et al.,
1999). This has become particularly important in the United States, where
Shellenbarger (1997) noted that job recruiters are increasingly hearing questions
about work and life balance in first-round talks with potential recruits. This might
indicate that employees are becoming increasingly aware of work-family
programmes and applying pressure towards organisations to adopt them.
Organisational failure to address work-family issues might lead potential recruits
go elsewhere, because they could view the organisation as less interested in

employee balance of work and family commitments.

Berns and Berns (1992) asserted that work-family programmes could promote an
organisation to potential recruits, and Hand and Zawacki (1994) offered initiatives
such as on-site or near-site daycare facilities as potentially attractive enticements
for recruiting employees. Engoron (1997) asserted that Price Waterhouse needed

to attract top-performing people, especially given its high turnover rate, and
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suggested that by providing employees with work-family initiatives, Price
Waterhouse has been able to recruit talented people with specialised skills. In
contrast, a study of United States corporation perceptions of work-family practices
found 53% of respondents reported only a minor impact on recruiting qualified
employees (Hall et al., 1993). This provides a contrasting picture of the
effectiveness of work-family programmes on employee recruitment, encouraging

clarification in the New Zealand study.

3.5.2 Enhanced Corporate Image

Hall et al. (1993) observed that in a study of United States corporations, the
greatest impact was enhanced corporate image; with 48% reporting their work-
family programmes had a major impact on thié. Faught (1995) concurred,
asserting the corporate benefits of providing work-family programmes to
employees include enhanced public image. Goodstein (1994) noted that public
attention towards work and family issues had increased to a point where
organisations must face heightened institutional pressures to respond by adopting
work-family policies. As such, the image advantage that might be gained could be
a direct result of organisations reacting to institutional pressures. Collins and
Magid (1989) found employer-sponsored childcare programmes in the United
States did enhance the image of companies with these programmes. Kossek, Noe,
and DeMarr (1999) suggested “work-family programmes often have a greater
impact on companies’ reputations than on employees’ stress” (p. 103). Berns and
Berns (1992) proposed that the primary reason corporations first adopted work-
family programmes was symbolic, relating to their identity. These authors added
that this indicated to the world at large how these corporations go about their

business, how they allocate resources and what they believe creates profits.

Hand and Zawacki (1994) suggested work-family initiatives like partially funding
or subsidising a near-site daycare facility could enhance a company’s image in the
community. In support, Lobel et al. (1999) asserted that through work-family
policies firms could gain positive relationships with communities that, in turn,

could enhance a firm’s reputation to become a supplier, investment, or employer
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of choice. Hall et al. (1993) maintained that work-family practices such as flexible
work practices can improve a company’s image and drive share prices upwards.
The authors also suggested that success on the “Top 100 Employers’ rankings, for
which many are work-family champions, also has value. Conceivably work-family
policies can create an improved profile for an organisation that adopts work-
family programmes and promotes it. Moreover, this image building can be
inexpensive. For example, Kahn and Kamerman (1987) noted that some firms
provide childcare information as a inexpensive method of enhancing their
corporate image, stating it’s a “cheap form of ‘image building’ and of announcing

a policy of ‘family responsiveness’” (p. 197).

Another avenue for organisational image building. associated with work-family
policies is environmental advantages from telecommuting (McNemey, 1994;
Tapsell, 1999; WomenConnect, 1997c). For example, telecommuting has been
promoted as a method of meeting environmental legislation, such as the Federal

Clean Air Act in the United States (Bronson, 1993; Sheley, 1996).

3.5.3 Improved CEO Image

In line with enhanced corporate image (above), and the accompanying institutional
pressures, it has been suggested that a CEO’s personal image can also be enhanced
through work-family programme adoption. For example, if a CEO publicly
espouses the virtues of their company’s new work-family policies, and is a
publicly listed company, investors may view the firm and its CEO as progressive
and thus improve the CEOs image and the company’s stock (Hall et al., 1993).
While closely related to corporate image, this could provide an additional benefit
worthy of further study. If improved CEO image is perceived as an important
benefit for organisations (or their CEOs), this would provide additional depth to
the literature reporting work-family policy benefits. For example, if CEOs
perceive a benefit to their public image they might drive work-family policy

adoption in their organisation.
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3.5.4 Meeting Legal Obligations

This benefit is very much associated with environmental advantages, and
specifically the United States Clean Air Act. As mentioned above, telecommuting
can be viewed as a work-family practice that meets employer, employee, and
government (legislation) needs. Telecommunication firm Nynex, with 62,000
employees, has recently revamped its telecommuting policy in consideration of the
Clean Air Act (Sheley, 1996). While similar legislation does not exist within New
Zealand, another example might include paid parental leave. While Australia has
no requirements for paid parental leave, a fistful of pioneers in the private sector
have taken the matter into their own hands in that country (Crichton, 1998).
Similar pioneering behaviour might have occurred ip New Zealand, although paid

parental leave became legislated in July 2002.

3.5.5 Increased Customer Satisfaction

This benefit is related to the internal organisational benefit of improved customer
service. Clearly, if a firm can improve on the customer service they provide, the
results can lead to increased customer satisfaction. Scott (1997) maintained that
the rationale behind Allied Signal’s work-family programmes is that increased
employee satisfaction will drive customer satisfaction and hence, growth of the
firm. As noted above under Improved Customer Service (Section 3.4.8), Xerox
asserted it had improved customer satisfaction through the adoption of work-
family programmes (Martinez, 1997b). Shellenbarger (1999) has suggested that
Xerox improved efficiency through quicker customer-response times, which in

turn could have led to increased customer satisfaction.

This benefit is distinct from improved customer service because that benefit is
internal, in that it deals with the way employees deal with customers. This benefit
encompasses the attitudes of the customers themselves, and is therefore external to
the organisation. While improved customer service might facilitate increased
customer satisfaction, this would require separate testing to be proven. For
example, do firms survey their customers for satisfaction, or is such a benefit

perceived through increased repeat sales? Chubb Corporation believes the benefits
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they receive from the adoption of work-family programmes include increased
customer satisfaction (Graham, 1996). Companies might examine this aspect

through customer surveys examining the link between service and repeat sales.

3.6 Employee Benefits

A work-family benefit is categorised here if it is reported as having a major
consequence on an organisation’s employees. For example, increasing employee
job satisfaction specifically benefits the employee. While this may also benefit the
organisation, the employee is the major recipient of the advantage. This section

concludes the literature supporting work-family programmes.

3.6.1 Increased Job Satisfaction

Kossek and Ozeki (1998) have asserted that research on human resource policies
which addresses work-family roles often examines the ramifications of work-
family policies on work attitudes such as job satisfaction. Managers have long
believed that the happy worker is a productive one, but decades of research into
whether job satisfaction influences productivity have generally revealed a weak
relationship, with only turnover and absenteeism having shown reliable linkages
to satisfaction (Straw & Barsade, 1993). Work-family policies might link to
improved job satisfaction, by allowing a better balance between work and family
roles. For example, Judge, Boudreau, and Bretz Jr. (1994) found a positive
correlation between job satisfaction and organisational work-family policies.
Likewise, Ezra and Deckman (1996) found that for public sector employees, those
using flexitime reported more work-family balance and higher job satisfaction.
This might indicate that employees have the freedom and flexibility to better
manage their work and family roles, which ultimately might leave them more

satisfied with their jobs.

Studies examining the relationship between conflict emanating from the
workplace and the home, suggest that job satisfaction can be negatively linked

with both sources of conflict. For example Netemeyer, Boles and McMurrian
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(1996) found a negative relationship between job satisfaction and both forms of
conflict for three distinct samples (teachers and administrators, small business
owners, and real estate salespersons). It is suggested that workplace and home life
strains and demands can impact negatively on job satisfaction. Therefore, work-
family policies that allow employees greater freedom and flexibility, and that
allow the reduction of these demands, might provide employees with greater job
satisfaction. For example Saltzstein, Ting and Saltzstein (2001) have asserted that
recent surveys show flexible work schedules can be effective tools in promoting

job satisfaction.

In their study of work-family conflict and multiple job satisfaction measures,
Boles, Howard, and Donofrio (2001) found support for work- and family-based
conflict negatively correlated with satisfaction towards the job in general,
supervision, promotion opportunities, the work itself, and co-workers. Overman
(1999) has suggested that employees with managers who support work-family
programmes are more likely to have high job satisfaction, offering managerial
support as a factor in employee job satisfaction through work-family policies. A
study of Johnson & Johnson employees found work-family practices helped to
increase their job satisfaction (Mason, 1993). Thomas and Ganster (1995)
maintained that work-family practices have direct positive effects on employee
perceptions of control over work and family matters. These authors found this was

associated with lowering job dissatisfaction.

3.6.2 Decreased Stress

Extreme job stress is so adverse to employees that it can elicit extreme behaviour,
including lack of job involvement, tardiness, absenteeism, or leaving the job
altogether. In contrast, the absence of extreme stress should result in more
satisfied and effective employees (Bhagat et al., 1985). Phillips (1993) has warned
that confronted with escalating stress-related health care costs, many employers
are adopting work-family programmes. A study of Johnson & Johnson employees

found work-family practices helped reduce stress (Mason, 1993), while Overman
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(1999) has suggested employees with supportive managers are more likely to have

lower levels of job stress, when a firm has adopted work-family policies.

Grzywacz, Almeida and McDonald (2002) found that while work-family stress
gradually increased through young adulthood and midlife, and then declined
during the later years (age 55+), there was no difference between genders. Berry
and Rao (1997) have concurred, calling this “equal opportunity stress”. This stress
typically increases as employees age and accept greater responsibility, for example
children, mortgage etc. Walls, Capella and Greene (2001) have further suggested
that the stress of modern life, with increased dual-career couples, and increased
demands from the work and family fronts, can only exacerbate the stress felt by
employees today. Phillips (1993) asserted that using work-family programmes to
help employees to balance their work and personal lives makes for happier, more
productive employees, because they have less personal stress to handle during
work time. Hand and Zawacki (1994) have maintained that by removing stress
associated with work-family conflicts, an organisation can positively influence

employee productivity and ultimately the success of a company.

3.6.3 Improved Physical Health

The benefits associated with work-family practices have also been shown to
impact upon the physical health of employees. Through work-family practices,
employees perceive greater control over work-family issues, which in turn has
been found to associate with increased health through reducing somatic
complaints, depression and blood cholesterol levels (Thomas & Ganster, 1995).
As noted above, workplace stress is becoming more common, and has been
negatively linked with employee physical well being (Kahn & Byosiere, 1992;
Westman, 2001).

Brisson, Laflamme, Milot, Massse and Vezina (1999) highlighted the link
between family roles, when they found large family responsibilities were
associated with significant increases in blood pressure among white-collar

women. In a four-year longitudinal study, Frone, Russell and Cooper (1997) found
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a correlation between conflict that originates in the home and poor physical health.
These studies suggest there are physical benefits also associated with work-family

programmes, and this may be in line with reduced stress as discussed above.

3.7 Improved Organisational Performance

The majority of the literature supporting work-family programmes has suggested
that the benefits reported regarding work-family policies can contribute to greater
productivity or improved organisational performance (Faught, 1995; Hall et al.,
1993; Mason, 1991; McCampbell, 1996; McShulskis, 1997b; Shellenbarger,
1999). Overman (1999) proposed that companies originally used to sell work-
family programmes on productivity gains alone. This suggests that the drive for
productivity gains might play a major part in the adoption of work-family
practices. For example, Hall et al. (1993) has stated that the pressures on
organisations to adopt work-family policies include internal pressures of the cost
of lost productivity. This is because linkages between work and family have been
shown to affect organisational performance (Edwards & Rothbard, 2000). Durst
(1999) has suggested that organisations “offer family-friendly programmes based
on the assumptions that such efforts will benefit the organisation, either directly
through enhanced productivity, or indirectly through a greater ability to recruit
high quality employees, improved retention, and/or greater job satisfaction among

employees” (p. 19).

Such improvements might be attributed to cost savings from employee turnover,
more productive employees through being more motivated and committed, and
from health care cost savings, and repeat customers through improved service.

For example Collins and Magid (1989) found employer-sponsored childcare
programmes in the United States lead to increased productivity. However, it has
been shown that childcare on-site is rare, with adoption rates of only 1%-2% in
United States firms (Gonyea & Googins, 1992; Osterman, 1995). Gonyea and
Googins (1992) noted that there has been an organisational reluctance to adopt
childcare due to the lack of data demonstrating that this work-family initiative

actually results in productivity gains. Also, others have tested and found use of on-
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site childcare to be unrelated to performance (Kossek & Nichol, 1992; Milkovich
& Gomez, 1976), suggesting that childcare policies are by no means a guarantee

of improved productivity.

A specific productivity benefit promoted in the work-family literature is the
perception these policies encourage employees to ‘go the extra mile’ for the
company (McShulskis, 1997a). For example, a DuPont study found employees
who took advantage of the firm’s work-family programmes were the most
committed and the least likely to feel burned out, and these employees were 45%
more likely to ‘go the extra mile’ to meet organisational goals (Martinez, 1997c).
Supporting this, WomenConnect (1998¢) have suggested that the more support
employees receive on the job (e.g. through flexible work arrangements), the higher
their productivity and the more willing they are to ‘go the extra mile’. Similarly, a
United States study of Johnson & Johnson found those employees who had a
supportive supervisor in a family-friendly culture, were more willing to ‘go the

extra mile’ to help the company succeed (Smith, 1996a).

McShulskis (1997b) has asserted that generally employers are finding that work-
family initiatives can help employees be more focused and productive at work.
According to Phillips (1993), confronted with loss of productivity, many
employers are looking for ways to help employees balance work and family.
Corporate benefits of providing work-family programmes to employees have been
found to include higher rates of profitability (Faught, 1995), which may offer a
new foundation to compete in a quality-driven global market place (Berns &
Berns, 1992). Specific work-family practices have been linked to enhanced
performance. For example, Hall et al. (1993) have noted a study of United States
corporations that found flexible work practices were widespread and made a
positive impact on performance. The study found 75% of respondents perceived a
positive or very positive impact on bottom-line profits from work-family
programme adoption. This might denote that managers feel work-family
programmes can enhance an organisation’s performance, although it must be

noted that there are few studies that have analytically demonstrated causality. Job-
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sharing has also been linked to increased organisational performance (Flynn,
1997; Gordon & Whelan, 1998; Lawlor, 1996; Sailors & Sylvestre, 1994) Gordon
and Whelan (1998) suggested that through decreasing costs and increasing
benefits to organisations, work-family programmes can have positive bottom-line
consequences. These authors also suggested that the retention of highly talented
women employees would in turn reduce costs associated with recruiting and

training replacements, leading to cost savings for the organisation.

Siegel (1998) proposed that changes in the nature of work and advances in
communication technologies could be used to move back toward a more home-
based work center. More recently Loscocco (2000) implied that organisations are
becoming more comfortable with such arrangemehts, with almost one third of
United States companies encouraging their employees to telecommute. This is
supported by the Staffing Industry Report (1995), which found that among
companies with telecommuting options, 86% experienced increased productivity
(reported in Celente, 1997). Loscocco (2000) has asserted that scheduling
flexibility, such as flexitime, is the most widely adopted work-family policy in
place today. Despite its popularity, Glass and Estes (1997) warned of mixed
reports on the benefits of flexitime, which Loscocco (2000) indicated could be
explained through variations in supervisor support, programme specifics, and

individual needs.

Business units in Xerox, through planning based on employees work-family
needs, have reported improved efficiency through quicker customer-response
times and for the first time, an on-deadline completion of a new product
(Shellenbarger, 1999). IBM has attributed enhanced employee productivity to
work-family programmes (Mason, 1991), with Martinez (1993) noting that IBM
found when employees had control over how they deliver their work hours, they
were more productive. A Canadian study found that respondents said that flexible
work improves efficiency (Leonard, 1998b). Hand and Zawacki (1994) asserted
that by removing stress associated with work-family conflicts, employers could

positively affect employee productivity and ultimately the success of a company.
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In another Xerox example, Martinez (1997b) showed that through altering the
work process, the company exceeded sales goals. The SAS Institute has
maintained that their sick-care programme helps productivity, and has confirmed
this by performing a cost benefit analysis for the programme (Cole, 1999;
Martinez, 1993). However, this might be an exception, because it appears that few
firms undertake cost benefit analysis to verify their anecdotal evidence of work-
family policies leading to productivity gains. An example of this is a self-reporting
study on the impact of flexibility on performance, where 51% of part-time
professionals and 46% of their full time colleagues reported increased productivity

due to flexible work arrangements (Catalyst, 1998).

It has been claimed that the business case for a work-family programme is that it is
a bottom-line issue (Phillips, 1993). Gordon and Whelan (1998) have suggested
that work-family practices such as sabbaticals also can lead to increased
productivity through re-energising employees. McNemey (1994) has argued that
worker productivity increases when employees are given freedom to work in
different ways, at varying paces, and in different environments, through work-
family practices such as telecommuting. Hence, it can be seen that the
productivity/performance link from work-family practices might not always be
direct, but rather gained through recruitment savings, rejuvenated employees, and

giving greater freedom.

This section seeks to build towards a collective influence from all the work-family
benefits as reported by the work-family literature. That is, the literature overall
asserts the benefits named in the three domains collated above can influence firm
performance. At this stage the effect of work-family programmes on organisation
performance requires a more theoretical basis to provide a solid foundation for
future empirical testing (Tenbrunsel et al., 1995). To this end, the literature that
links strategic human resource management with organisational performance will

be addressed briefly.
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Delery and Doty (1996) have stated that the basic premise underlying strategic
human resource management is the desire to demonstrate the importance of
human resource practices for organisational performance. Becker and Gerhart
(1996) suggested that human resource management could help create and sustain
organisational performance and competitive advantage. Fundamentally, strategic
human resource management has been linked to improve organisational
performance (Becker & Gerhart, 1996; Davidson, Worrell, & Fox, 1996; Delaney
& Huselid, 1996; Delery & Doty, 1996; Youdt, Dean Jr., & Lepak, 1996).
However, this literature has focused on internal career, formal training, appraisal
measures, profit sharing, employment security, voice mechanisms, job definition
(Delery & Doty, 1996), job redesign, employee training, and incentive
compensation (Delaney & Huselid, 1996), as policies linked to organisational

performance.

The performance-enhancing ability of work-family policies has received less
attention in the past decade within this literature. For example, Durst (1999) has
noted the productivity reasons for firms adopting work-family practices, but adds,
“however, it has been difficult to link gains in any of these areas to particular
benefit programmes” (p. 19). While there is increased focus on work-family policy
relationships in certain management literature (such as work-family conflict, see
Judge, Boudreau & Bretz, 1994), little empirical research has linked increased
organisational performance with the implementation of these policies. That is, the
majority of research into the work-family and organisational performance link has
been descriptive (Lobel, 1991), or focused upon a few specific company case
studies such as Xerox (Martinez, 1997b; Shellenbarger, 1999), SAS Institute
(Cole, 1999; Martinez, 1993) IBM (Gordon & Whelan, 1998; Mason, 1991) and
Johnson & Johnson (Mason, 1993). There are some exceptions to this criticism,
and they typically are those advantages that have been developed with regard to
other policies, and therefore have an established analytical base to start from. For
example, in the work-family literature there are solid, analytical examinations of
such employee attitudes as turnover, job satisfaction, organisational commitment,

and employee stress. This is because these areas within organisational behaviour
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and human resource management have been extensively researched within other
areas, and therefore provide a strong, solid base for future research that moves into
the work-family area. Other benefits are harder to quantify. For example, customer
service benefits have perhaps less theoretical underpinnings, which ultimately

encourages descriptive, rather than theoretical and analytical, approaches.

The literature discussed in the majority of this chapter suggests that organisations
that adopt work-family practices gain benefits internally, externally, and for their
employees. From these benefits, the firm operations improve through greater
efficiency and effectiveness, thus increasing performance. It could be
hypothesized from the literature, if such reported benefit relationships are true,
that those firms that adopt work-family programmes and register benefits to their
organisation internally, externally, and for their employees (e.g. increased loyalty,
enhanced public image and decreased employee stress), would improve
organisational performance. This interpretation of the supporting work-family
literature will now be incorporated within a framework designed to facilitate

empirical testing.

3.7.1 Theoretical Framework For Work-Family Policy

Support

The literature supporting firm adoption of work-family policies appears to be
extensive, disjointed, and somewhat unproven. A review of the literature reveals
related themes within the work-family material that could be linked to provide a
tight, stable framework for investigating the advocacy of work-family
programmes. The three divisions detailed above - internal organisational benefits,
external organisational benefits, and organisational employee benefits, aimed to
classify the major themes within coherent categories. Combined, these divisions
lead into the performance enhancement findings. From this, a framework has been

developed, which can be graphically illustrated as follows:
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Figure 3.7.1.1 Framework For Work-Family Programme
Support

Internal External Employee
Organisational Organisational Benefits
Benefits Benefits

N

Improved Organisational Performance

The framework for work-family programme support seeks to encapsulate the
various benefits that firms report they receive through the adoption of work-family
policies, and provide the overriding direction that such advantages lead to -
improved organisational performance. In some examples within the work-family
literature, such links to improving organisational performance might have been
neglected or downplayed. For example, Vincola and Farren (1999) have suggested
that lifestyle issues are becoming increasingly prominent in defining what attracts
employees and keeps them motivated and committed. Equally, according to Hand
and Zawacki (1994), work-family initiatives such as on-site daycare can help
attract and retain employees. Therefore, firms that can attract top employees and
keep them motivated and committed create for themselves the opportunity to
perform at a higher level than previously; that is, become more productive. Such
links to performance are not always made, even when obvious financial
advantages such as employee turnover are noted, such as the US$50 million

annual savings through reduced turmmover at SAS Institute (Cole, 1999). As
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detailed above, the benefits mentioned in the supporting work-family literature
can be categorised into three domains, and the present study suggests that,
theoretically at least, all three can contribute to improved organisational
performance. The links suggested by this theoretical framework need to be tested
by empirical research, as do the three categories proposed. Overall, the literature
supporting work-family programmes does acknowledge the economic impact of
work-family policies on organisational performance. As such, it appears the
driving focus of work-family programmes is to improve organisational
performance both through employee and organisational benefits, and this

framework seeks to illustrate this point.

3.8 Conclusion

The framework unifies the supporting literature on work-family policies and
attempts to provide a single base for empirical testing. While the work-family
literature states that work-family programmes have contributed to organisational
performance we must be circumspect when interpreting these conclusions. Of
concern is the work-family literatures focus on descriptive rather than quantitative
analysis (Lobel, 1991; Tenbrunsel et al., 1995). Thus, empirical research might
address the imbalance in the literature, which focuses predominantly on
descriptive, as opposed to theoretical, research. This restriction severely limits the
generalisability of findings. As discussed above, these studies also tend to focus
on a few flagship firms only, severely limiting their generalisability. Delaney and
Huselid (1996) have warned that while links have been found between human
resource management and performance, there are concerns these findings might
include biased methodological approaches, as well as problems regarding
acceptable definition and measure of terms such as ‘progressive’ and ‘high
performance’. Nevertheless, while concern must be taken into consideration when
testing such performance links, it does not detract from firms attributing improved
organisational performance to their work-family programmes. Results from testing
the framework will indicate whether such results are aberrations or a more
common occurrence. While the work-family literature claims such a performance

link as evidently generalisable, there appears to be little evidence in the literature
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that this crucial link has been tested under strict scientific and methodological
constructs. Whether or not the framework is supported, it provides us with a
starting point from which to organise the work-family literature, and might
provide an indication of whether such assumptions can be supported within the

New Zealand context.

OVERVIEW OF THEORETICAL MODELS

3.9 Theoretical Models Introduction

The following overview outlines the rationale behind the theoretical approaches
used in this study, and provides an understanding of how the approaches used in
this study can be combined to afford a greater understanding of the work-family

phenomenon.

The first choice when seeking to understand work-family policies in New Zealand
was to determine whether a macro or micro view was to be undertaken. The work-
family literature has examined work-family programme adoption through a macro
lens, for example institutional theory and resource dependence theory (Goodstein,
1994; Ingram & Simons, 1995; Oliver, 1991). Such an approach has not been
explored in the New Zealand context. Within New Zealand, organisational
adoption of work-family policies has been examined with a focus on women-

managed organisations (Pringle & Collins, 1996).

From a micro perspective, the particular interest is with the work-family practices
themselves and their interaction with employee attitudes. Work and family
balance issues are a major interest in the study of careers (Greenhaus, Callanan &
Godshalk, 2000; Hall, 1990), and in New Zealand employee attitudes have been
elicited in an investigation of the barriers to effective implementation of work-
family policies (Pringle & Tudhope, 1997). A New Zealand contextual aspect that
drove this research was not just the lack of research on work-family programmes

in New Zealand, but the limited number of firms that actually use work-family
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programmes. For example, while 81% of employees in the core government sector
are provided with some form of paid parental leave, this drops to only 21% in the
private sector (Harbridge, Crawford, & Kiely, 2000). These authors also found
separate domestic leave provisions, over and above sick leave entitlements, in 5%
of contracts. Because of the limited similarities amongst New Zealand
organisations for work-family practice adoption, with paid parental leave and
domestic leave available in a minority of private sector firms, it was thought that a
study of multiple work-family organisations would be difficult to accomplish,
where there were similarities in work-family practices offered. For example if only
a quarter of private organisations offer paid parental leave, and only 5% offer
domestic leave, the chances of finding multiple worksites with the same match of

work-family practices would be low.

Therefore it was decided to focus upon a single firm that offered multiple work-
family practices and examine the interaction between employees and the multiple
work-family policies. In addition to a single organisation, the examination of
employee use through multiple theoretical lenses would provide an insight that has
not been seen in the work-family literature before, because studies typically
employ a single or dual-theoretical approach only. Therefore applying multiple
theoretical approaches examining work-family practices within a single
organisation would provide findings on the interaction between work-family
practice use and attitudes, which have not been possible before.

The theories used in this study are identified below, and the rationale supporting

their use will be briefly described. The theories and their focus in this study are:

1. Interrole conflict focusing upon work-family conflict: to examine the
impact of work-family policies on both work-family and family-work
conflict.

2. Social exchange theory and the norm of reciprocity: to examine the
relationship between use of practices and improved employee attitudes.

3. A set of organisational justice theories: to examine the faimess perceptions

of work-family policies and users, and the relationship of these attitudes
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towards employee attitudes about their job and organisation. Additionally,
these theories will also examine work-family backlash, which suggests

non-users harbour negative attitudes about their jobs and organisation.

Organisational justice theories are used twice, because both the fairness and

backlash perspectives are found within this theory. These are shown below.
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Figure 3.9.1 Theoretical Model Interaction

e  Predictors: Work-family practice use ®

and work-family satisfaction on
conflict between work and family
e  Predictors: Conflict on work

outcomes

Question: What effect does work-family

practice use have on work-family conflict

Predictors: Work-family practice use
on work-family specific attitudes and
attitudes towards job and

organisation

Question: What is the effect of using

individual work-family practices?

and family-work conflict?

e Examining the differences between e  Predictors: Demographic and

work-family practice use and non- attitudes on fairness perceptions
users towards all attitudes in the e  Predictors: Fairness perceptions on
present study attitudes towards job and

organisation

Question: What is the effect of non-use and Question: Can we predict fairness

exclusion from work-family policy access? perceptions? Do these perceptions link to

general attitudes?

3.10 Theory Outlines
3.10.1 Work-Family Conflict

A large part of the work-family literature has focused on work-family conflict.
Kossek and Ozeki (1998) noted that the vast body of literature on work-family
conflict has failed to address the utilisation of work-family practices. There is a

pressing need to address this problem, given that work-family programmes are

Jarrod Haar



Chapter 3 Literature on Work-Family Policies 56

often suggested as allowing for a better balance between work and family roles,
which is the fundamental basis of work-family conflict. Work-family conflict is
also under-researched in the New Zealand context, and such research may provide
an indication of whether New Zealand employees have similar predictor and
outcome relationships to those employees examined in international studies. For
example, we might examine whether longer working hours for New Zealand
employees predict work-family conflict as has been found in many international
studies. From the previous diagram, the central research question is: “What effect
does work-family practice use have on work-family conflict and family-work
conflict?”” In addition, this study aims to examine the relationship of conflict with
job-related predictors such as work strain, and the outcome of conflict on aspects

such as job satisfaction.

3.10.2 Work-Family Benefits

As discussed earlier in this chapter, the work-family literature provides many
references regarding the positive influence work-family policies have on employee
attitudes. However, critics have argued that these multiple advantages are often
poorly understood, and often lack a theoretical basis (Lobel, 1991; Tenbrunsel,
Brett, Maoz, Stroh & Reilly, 1995). Social exchange theory, and in particular the
norm of reciprocity, was chosen as a useful model for examining this relationship.
These theories have been successfully used to examine the work-family practice
use and attitude link. For example, Lambert (2000), found work-family benefit use
is significantly linked to both organisational citizenship behaviour and perceived
organisational support. However, the overall work-family benefit literature
suggests that relationships exist between many employee attitudes including
turnover and commitment, which were not analysed in the Lambert study.
Additionally, the multiple work-family practices were not examined individually
to determine which practices held the strongest influence. Also of interest, is how
we examine work-family practice use — used as individual work-family practices
or on a global scale? This study will examine work-family practice use
individually for each practice. The literature also distinguishes between

examinations of specific work-family attitudes (e.g. satisfaction with work-family
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practices), and attitudes about the job and workplace (e.g. job satisfaction). This

study will adopt this distinction.

3.10.3 Work-Family Fairness

Organisational justice theories have been used in the work-family literature to
examine the faimess perceptions of work-family policies and the users of these
policies. While fairness approaches have been well explored within the
management literature, they have not been so well addressed in the work-family
context. By seeking to expand this approach and link fairness perceptions of work-
family policies and users to global attitudes, this research will expand our
understanding and provide unique findings. One of the main research questions is
“Can we predict fairness perceptions of work-family policies and attitudes towards
users?” If so, then what influence does these fairness perceptions have on attitudes
about the organisation and job? Being able to predict fairness attitudes towards
work-family policies and users of these policies would be especially useful if such

attitudes influence attitudes about the workplace and job in general.

3.10.4 Work-Family Backlash

The examination of work-family backlash has recently received some attention
(Rothausen, Gonzalez, Clarke, & O'Dell, 1998). The notion of work-family
backlash, using an organisational justice perspective, suggests that non-users of
benefits harbor negative attitudes towards their organisation. However, the work-
family backlash studies have been limited, in their typical focus upon a single
work-family practice, such as a childcare centre (Rothausen et al., 1998).
Examining such a phenomenon in the New Zealand context will provide not only
findings of national interest, but also have international implications because such
research is still developing. The diagram above shows another critical question of
this research concerns the influence non-use and exclusion from work-family
policy access has. Are there any differences when examining the influence on
specific work-family attitudes as opposed to attitudes about the job and
organisation? For example, non-use might have a strong influence on the benefits

associated with work-family programmes.
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3.10.5 Conclusion

This study seeks to use the three theoretical approaches to examine the four
aspects of this study. Social exchange theory and the norm of reciprocity will be
used to explain the relationship between employee use of work-family practices
and the associated benefits (if any), such as improved organisational commitment
and job satisfaction. The interrole conflict theory, and in particular the work-
family conflict aspects, will be used to predict the relationship between aspects,
such as hours worked and job satisfaction, with both work-family and family-work
conflict, as well as predicting the influence of work-family policy use on conflict.
The last two aspects of this study both use organisational justice theories, with the
work-family fairness study exploring the fairness of the policies and attitudes
towards male users and female users to determine any gender differences towards
users. The work-family backlash aspect examines whether non-users of work-
family practices hold stronger, negative relationships towards the organisation

because they are ‘excluded’ from using the practices.

In combination, these approaches provide an in-depth theoretical base that enables
this research to examine the interaction between employees and work-family
policies in multiple ways, including the interaction between work-family policies
and work-family conflict and family-work conflict, the benefits and backlashes of
users, as well as predicting the perceived fairness of work-family practices, and
their influence on attitudes. One common limitation that all these theoretical
perspectives have is that when applied to the work-family context, typically they
have been related to single work-family practices only. For example, work-family
backlash has focused on childcare centre (Rothausen et al., 1998), fairness
perceptions have centred on paid parental leave (Grover, 1991), and where
multiple work-family policies have existed, actual use of individual practices has
not been examined (Lambert, 2000). Work-family conflict studies typically have
not examined work-family policy use at all (Kossek & Ozeki, 1998).
Consequently, the opportunity to examine these aspects in an organisation with
multiple work-family practices provides the opportunity to make unique

contributions to the literature.
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Overall, these theories focus upon employee use of work-family policies, which is
the central component of the illustration above. This study seeks to examine this
use through multiple theories to allow a greater depth of understanding regarding
users and non-users. Chapters 4, 5, and 6, all offer a more in-depth analysis of
these theories, and each concludes with hypotheses that expand and specify upon

the general themes noted above.
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CHAPTER FOUR
WORK-FAMILY CONFLICT

4.1 Introduction

Work-family conflict is among the most commonly studied outcomes in the work-
family literature (Kossek, Colquitt, & Noe, 2001; Zedeck, 1992). While there can
be both a positive and negative spillover between work and family domains
(Westman, 2001), the work-family conflict research focuses on the difficulties
employees have in balancing their work and family commitments. This is despite
calls to pay more attention to the benefits and burdens of multiple role
involvement (Kirchmeyer, 1992). Work-family conflict is of particular interest to
the present study because work-family practices are often depicted as allowing
greater balance between work and family responsibilities, which suggests that
there should be some interaction between work-family practices and work-family

conflict.

4.2 Demographic Changes Driving Work-Family

Conflict Research
While demographic changes driving work-family aspects have been fully explored

in Chapter Two, the following discussion considers the links between

demographic changes and work-family conflict.

Frone and Yardley (1996) have indicated that several demographic trends are
reshaping the composition of the workforce in most industrialised nations.
Increased workforce participation rates of married women in professional and
managerial occupations, women pursuing higher education, increases in equal
employment opportunities, and the tendency of professional women to marry
professional men, have all factored in the increased prevalence of dual-career
couples in the United States (Burley, 1995; Rapoport, 1980; Rice, 1979). Other
demographic changes include increasing numbers of married women with children

joining the workforce and the increasing frequency of employed adults who are
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part of dual-earner or single-parent families (Bjorklund, 1992; Boles, Johnston, &
Hair Jr., 1997; Etzion, Smokoviti, & Bailyn, 1993; Lewis, 1992; Paris, 1990;
Piotrkowski, Rapoport, & Rapoport, 1987). The United Kingdom, Singapore,
Australia and New Zealand all display similar changes in workforce composition
(Henderson, 1997; Michaels, 1995; Moore, 1997; Pringle & Tudhope, 1997).
These changes have led Elloy (2001) to state, “the phenomenal increase in the
number of married women in paid employment and the consequent emergence of
the dual-career couple have raised the potential for stress and strain arising from

the work and family spheres” (p. 122).

The “traditional family”, where the father works and the wife is at home with
dependents, now represents less than 10% of the US population (Boles et al.,
1997). Specifically, more than 60% of married women with a child under the age
of 16 are in the workforce (Duxbury & Higgins, 1991). Because of these factors,
research suggests there is significant conflict occurring between work and family
responsibilities, with roles at work spilling over into the family role, and vice
versa (Williams & Alliger, 1994). Additionally, the increasing number of married
women and mothers entering the work force (Matthews & Rodin, 1989;
Piotrkowski, Rapoport, & Rapoport, 1987), has led some researchers to state there
is “heightened interest among both work and family researchers in exploring the
interdependence of work and family roles” (Frone, Bames & Farrell, 1994, p.
1019). Burley (1995) has suggested that this has stimulated research into the
identification of potential stressors and conflicts, and how these affect couples’
marital well being (Houseknecht, Vaughan, & Macke, 1984; Rice, 1979). It has
been suggested that the risk of conflict between work and family roles increases as
individuals in dual-career situations have to balance the simultaneous, and
conflicting, demands and pressures of two careers with those of the family
(Adams, King, & King, 1996; Frone, Russell, & Cooper, 1997; Gupta & Jenkins,
1985; Lewis & Cooper, 1988). The increased financial benefits of two incomes
can make this balancing act easier, through having greater financial resources to
spend on alleviating pressures. In addition, caregiving demands have been seen as

a major factor impacting upon work-family conflict.
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It has been suggested that the majority of employees face caregiving demands.
According to Kossek, Colquitt, and Noe (2001), “during their careers, most
employees will make caregiving decisions” (p. 29). Importantly, Kossek et al.
(2001) have asserted that these caregiving decisions can focus upon different types
of dependents, which can include both children and the elderly. Barnett (1998) has
suggested that the role of caregiver is part of most employees’ range of roles, and
managing dependent caregiving has been called the ‘“unexpected career”
(Aneshensel, Pearlin, Mullan, Zarit, & Whitlatch, 1995). As outlined in Chapter
Two, the predicted growth in the elderly population can only exacerbate the

caregiving demands upon employees.

In addition to these dependent care issues, changes in the nature of work can also
impact on conflict. In many modern work environments, boundary-spanning
employees continually face role conflict and role ambiguity (Goolsby, 1992;
Sager, 1994). Research has found role conflict and role ambiguity (work-related
role stress) are interrelated with conflict between work and family responsibilities
(Bedeian, Burke, & Moffett, 1988; Good, Page, & Young, 1996). In addition, a
body of research suggests that role conflict and role ambiguity, and work-family
conflict can affect the attitudes of employees toward their job (Babin & Boles,
1996; Good, Sisler, & Gentry, 1988; Sager, 1994). According to Boles et al.
(1997), the inter-relationship of these work-family related constructs has become a
major issue for US employers, and although empirical research into work-family
conflict has been conducted in the United States and England, little has been done
in Australia and New Zealand. In Australia, Elloy (2001) found family to work
conflict was significantly related to stress in a sample of lawyers and accountants,
who were in dual-career relationships. However, other measures in Elloy's study
such as role conflict and role ambiguity were not found to relate to work-family
conflict among dual career couples, and he suggests that Australian partners might
recognise that dual-career status requires considerable concessions, calling for
understanding and compromise on both sides (Smith, 1994). Additionally, Elloy
(2001) has postulated that the informal lifestyle in Australia might also allow

couples to experience more control over their work and family stress, perhaps
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through taking advantage of relaxing physical environments, given that Australia’s
largest cities still have easy access to wilderness and beaches for relaxation.
Additionally, in Elloy’s study the respondents were lawyers and accountants, who
might have the financial resources to take breaks from the physical constraints of
the workplace (the office and the city itself), and therefore spend relaxing time
with family away from the workplace. This finding is an important point as it may
suggest that work-family conflict is not a universal aspect in Western countries.
This study seeks to examine work-family conflict within the New Zealand context
to provide a greater understanding of work and family conflict on New Zealand
employees, and improve the international generalisability of work-family conflict
research. Furthermore, it will also address Elloy’s (2001) assertion that relaxed
informal lifestyles, which would be comparable between Australia and New
Zealand, might also impact upon work-family conflict felt by New Zealand

employees.

4.3 Conflict Between Work and Non-Work Roles

The relationship between employee work lives and nonwork pursuits has been
previously scrutinised (Kanter, 1977; Voydanoff, 1980), with Greenhaus and
Beutell (1985) suggesting that the conflict an employee may experience between

work roles and other life roles deserves particular attention from researchers.

Greenhaus and Beutell (1985) supported the analytical separation of work and
family domains, and suggested role conflict and interrole conflict. Other conflict
types have been offered as separate constructs, such as role overload (Bamett &
Baruch, 1985; Gutek, Searle, & Klepa, 1991). Research examining the
relationships of role conflict, role ambiguity, and work-family conflict has
consistently found these constructs to be inter-related (Boles et al., 1997).
However, there is still a lack of consistency between these constructs and work-
related role stress, with some studies conjecturing that role stress is a precursor to
work-family conflict (Bedeian et al., 1988; Boles & Babin, 1996), and other
studies suggesting role stress is related to, but not necessarily an antecedent of,

work-family conflict (Good et al., 1996; Netemeyer, Boles, & McMurrian, 1996).
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The following section details the components that work-family conflict typically is
built upon, principally role conflict and interrole conflict (Greenhaus & Beutell,
1985).

4.3.1 Role Conflict

Kahn, Wolfe, Quinn, Snoek, and Rosenthal (1964) defined role conflict as the
“simultaneous occurrence of two (or more) sets of pressures such that compliance
with one would make more difficult compliance with the other” (p. 19). Role
conflict was originally conceptualised as an incompatibility between competing
demands within a role, for example work (Kahn et al., 1964). Boles et al. (1997)
added that employees experience role conflict when they receive incompatible sets
of expectations that need to be satisfied simultaneously. Role ambiguity is caused
when an employee is unsure what type of job behaviour to execute in a given work
situation (Boles et al., 1997). Research has indicated that role conflict and role
ambiguity affect a wide range of attitudes and behaviours across a variety of work
settings (Boles et al., 1997; Brown & Peterson, 1993; Goolsby, 1992; Jackson &
Schuler, 1985). However, it has been asserted that the relationship of role conflict
and role ambiguity to job-related attitudes and behaviours, such as emotional
exhaustion and turnover, are complex and difficult to define (Bacharach,

Bamberger, & Conely, 1991; Netemeyer, Johnston, & Burton, 1990; Sager, 1994).

4.3.2 Interrole Conflict

Interrole conflict between work and nonwork has been identified as a significant
source of strain for men and women (Erdwins, Buffardi, Casper, & O'Brien, 2001;
Kahn, Wolfe, Quinn, Snoek, & Rosenthal, 1964). Greenhaus and Beutell (1985)
have stated that “interrole conflict is a form of role conflict in which the sets of
opposing pressures arise from participation in different roles” (p. 77). Burley
(1995) defined interrole conflict as conflict between pairs of major life roles, for
example work colleagues, family, spouse/partner and the self. Interrole conflict
focuses upon the between role conflict (e.g. work and family), whereas role
ambiguity focuses upon behavioural uncertainty. Kahn et al. (1964) stated that, “in

such cases of interrole conflict, the role pressures associated with membership in
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one organisation are in conflict with pressures stemming from membership in
other groups” (p. 20). For example, an employee with manager expectations of
taking work home to complete can conflict with the employee’s family
expectations of spending time together. Kahn et al. (1964) clarified this conflict by
stating “the conflict arises between the role of the focal person as worker and his
role as husband and father” (p. 20). Since its development, the concept of interrole
conflict has become popular, and the interrole description of work-family conflict

has become a widely accepted perspective (Stephens & Sommer, 1996).

4.3.3 Work-Family Conflict

Greenhaus and Beutell (1985) offered the concept of role conflict and interrole
conflict as useful means to examine the work and family domains. Burley (1995)
has suggested that an explicit type of conflict with implications for understanding
the new workplace demographics, including dual-career couples, is work-family
conflict, which is predicated on role strain and role conflict theory (Goode, 1960;
Kahn, Wolfe, Quinn, Snoek, & Rosenthal, 1964). Burley (1995) suggested that
work-family conflict could be represented as one specific aspect within the general

role-conflict framework.

Work-family conflict is defined as “a form of interrole conflict in which
the role pressures from the work and family domains are mutually
incompatible in some respect. That is, participation in the work (family)
role is made more difficult by virtue of participation in the family (work)

role” (Greenhaus & Beutell, 1985, p. 77).

Simplified, conflict between an individual’s work and home responsibilities has
been labelled work-family conflict (Boles et al., 1997; Burke, 1988). According to
Frone et al. (1994), work-family conflict reflects the overall goodness-of-fit
between work and family life, and has been conceptualised as an important source
of stress that can influence an individual’s well being. Work-family conflict
results from trying to meet an overabundance of conflicting demands from work

and family commitments (Boles et al., 1997). Responsibilities in both areas are
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significant independently, yet when taken in combination, they place unreasonable
demands on an individual. Therefore family and work roles may be seen as
important roles for most employees, but when these two roles overlap and sources
of conflict occur within either or both roles, employees will experience work-

family conflict (Boles et al., 1997).

Greenhaus and Beutell (1985) have also suggested that work-family conflict is
intensified when the work and family roles are salient or central to the individual’s
self-concept, and when powerful negative sanctions for noncompliance with role
demands are inevitable. For example, a male employee who has become a new
parent might want to focus his time and energy upon his new father role (salient
family role), while his manager stresses work deadlines (salient work role) and
threatens termination if the project fails (strong negative sanction). The result

would see the employee suffering intensified work-family conflict.

The many demographic changes in the nature of work detailed above and in
Chapter Two, suggest that work-family conflict might have intensified. This
indicates a need to examine work-family conflict as experienced by New Zealand
employees and its impact on attitudes and behaviours. This is particularly true in
the New Zealand context where the adoption of work-family practices is noted as
developing (Callister, 1996), but has done so without any extensive examination
of work-family conflict experiences of New Zealand employees. The present study
will examine the conflict between the work and family roles as these are often
cited as part of the rationale within the work-family literature for organisational
adoption of work-family programmes (Hand & Zawacki, 1994; Pringle &
Tudhope, 1997).

4.4 Sources of Conflict

There are a variety of pressures that can produce work-family conflict. These
pressures are be categorised according to three major sources: (1) time-based, (2)
strain-based, and (3) behaviour based (Greenhaus & Beutell, 1985; Greenhaus,
Callanan & Godshalk, 2000).
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4.4.1 Time-Based Conflict

Greenhaus et al. (2000) stated, “time-based conflict is a common type of work-
family conflict" (p. 290), which is consistent with excessive work time and
schedule conflict dimensions (Pleck, Staines, & Lang, 1980) and role overload
(Khan et al., 1964). This type of conflict is sometimes referred to as structural

interference. Jackson, Zedeck and Summers (1985) stated:

Structural interference theories argue that the quality of off-the-job
activities and experiences — for example, family life — derives from the
extent to which job requirements restrict employees’ opportunities to
engage in such activities. The emphasis is on the structural relationship

between job and nonjob demands (p. 575).

According to Greenhaus and Beutell (1985), “Multiple roles may compete for a
person’s time. Time spent on activities within one role generally cannot be
devoted to activities within another role” (p. 77). Consequently, an employee
whose work role interferes with their family role cannot generally satisfy both

roles in the same timeframe.

Time-based conflict can take two forms:

(1) Time demands associated with one role’s membership may make it
physically impossible to comply with expectations arising from another
(Greenhaus & Beutell, 1985), for example an employee may stay late at
work to finish a project, thus making it physically impossible to spend time
with his/her family; and

(2) Time demands may also produce a preoccupation with one role even if an
individual is physically attempting to meet another role’s demands
(Bartolome & Evans, 1979). For example, an employee comes home to
spend time with his/her family, all the while thinking about the project that

needs to be completed at work.
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From a bi-directional perspective of work-family conflict, time-based strain can be
seen to originate and impact upon both work and family spheres. For example,
meetings that are out-of-town can conflict with family events such as dinner,
birthday parties etc, and can lead to WFC. Conversely, time caring for children
and the elderly, a spouse, or multiple family members, can all take up time
otherwise focused on the workplace, and therefore leads to FWC. Greenhaus et al.
(2000) bhave suggested that long working hours, extensive travel, frequent
overtime, and inflexible work schedules can all lead to WFC, while marital status,
age of children, family size, and spouses/partners in responsible employment can

lead to FWC.

4.4.2 Strain-Based Conflict

Greenhaus et al. (2000) have stated, “strain-based conflict exists when the strain
produced within one role affects experiences in another” (p. 291). This is also
known as spillover, where “stress experienced in one domain of life results in
stress in another domain for the same individual” (Westman, 2001, p. 717).
Indicators of strain-based conflict include the following symptoms: depression,
apathy, tension, irritability, fatigue, and anxiety (Brief, Schuler, & Van Sell, 1981,
Greenhaus et al., 2000; Ivancevich & Mattleson, 1980). According to Greenhaus
and Beutell (1985) the “roles are incompatible in the sense that the strain created
by one makes it difficult to comply with the demands of another” (p. 80). For
example, employees who suffer from depression or tension will find it difficult to

be an attentive partner or loving parent (Greenhaus et al., 2000).

Employees who experience work role conflict or ambiguity, and who are exposed
to extensive emotional demands, whose workplace is constantly changing or the
work is boring and repetitive, are likely to experience WFC (Greenhaus et al.,
2000). It has been suggested that these stressful conditions can produce a
“negative emotional spillover” from work to non-work (Evans & Bartolome,
1980). Greenhaus et al. (2000) have suggested that many sources of strain can
occur within the family role too, and employees who experience problems with

partners and dependents might find these stressors impacting upon their
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workplace. For example an employee with a seriously sick child is likely to have

reduced focus upon their work, thus leading to FWC.

4.4.3 Behaviour-Based Conflict

Behaviour-based conflict is when behaviour that is effective and accepted in one
role, becomes unacceptable and inappropriate in another role (Greenhaus et al.,
2000). For example, individuals who are managers or supervisors might adopt a
behavioural style that is inappropriate at home. For example, Schein (1973) has
noted that managers are expected to be objective, self-reliant, detached and
aggressive. Greenhaus et al. (2000) have suggested that this may cause behaviour-
based conflict because family members might expect these same managers and
supervisors to be warm, nurturing and emotiohal at home. According to
Greenhaus et al. (2000), “if people cannot shift gears when they enter different

roles, they are likely to experience behavior-based conflict between the roles” (p

292).

These role pressures can come from many sources, including people we interact
with in work and family roles such as bosses, colleagues, partners and children, as
well as ourselves. Work-family conflict is intensified when the penalties for
failing to comply with work or family roles are high (Greenhaus et al., 2000). For
example, a boss who calls a meeting on Saturday might impose heavy penalties if
the employee does not attend, for example, a warning towards employment
termination. Alternatively, a partner who demands a weekend away may also
provide a strong penalty if the request is not adhered too, such as terminating the
relationship. If these two role pressure examples above occur simultaneously, for
example, on the same weekend, then the individual may inevitably suffer

intensified WFC and FWC.

4.4.4 Concluding Comments
Greenhaus et al. (2000) have noted that a certain amount of work-family conflict
is “inevitable in a society in which women and men are required to juggle work

and family responsibilities” (p. 294). Therefore, experiencing work-family conflict
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will not always lead to reductions in job satisfaction, life satisfaction, or
marital/family satisfaction. The following section examines the work-family
conflict literature to highlight the major associations found between work-family
conflict, and employee attitudes and behaviours. From this, hypotheses will be

developed for testing within the present study.

4.5 The Directional Nature of Work-Family Conflict
Greenhaus and Beutell (1985) suggested the field of work-family conflict needed

to examine the presence of role pressures from both work and family domains,
maintaining this was a fundamentally under-researched area that could lead to
recognition of the interactive effects of work and family role pressures. This is
because earlier work-family conflict studies typically focused on the workplace
and not the home. Despite this advance, some studies are limited because they fail
to address the issue of work-family conflict bi-directionally. That is, they fail to
use separate measures for work to family conflict and family to work conflict; for
example, using a single measure of work-family conflict and failing to examine
conflict separately for both work and family domains. Kinnunen and Mauno
(1998) have supported this division, stating “previous research has mainly relied
on assessing interference from work to family only” (p.158). Frone, Russell, and
Cooper (1997) concurred, suggesting there is a serious methodological limitation
in studies that measure work-family conflict with a single-direction focus. Recent
studies have responded to this issue, examining work-family conflict as a bi-
directional construct representing two distinct types of conflict (Adams, King, &
King, 1996; Bemnas & Major, 2000; Chow & Berheide, 1988; Crouter, 1984;
Sekaran, 1986; Duxbury, Higgins, & Lee, 1994; Eagle, Miles, & Icenogel, 1997;
Gutek, Repetti, & Silver, 1988; Gutek, Searle, & Klepa, 1991; MacEwan &
Barling, 1994; Netemeyer, et al., 1996; ODriscoll, Ilgen, & Hildreth, 1992;
Stephens & Sommer, 1996; Wallace, 1999; Williams & Alliger, 1994).

Results of Frone et al. (1994) provided a direct and independent replication of the
findings of Frone et al. (1992a) in terms of the relationships among work-family

conflict, domain-specific affect, and general psychological distress. Both these
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studies, in conjunction with the study by O'Driscoll et al. (1992), provide
converging evidence of the importance of examining separately work-family
conflict and family-work conflict, especially when examining relationships
between work-family conflict and domain-specific outcomes such as job and
family dissatisfaction (Frone et al., 1994). It is important to note that while
conceptually conflict has been separated into work to family and family to work,
these two measures are typically significantly correlated, for example .30 (sig. p<
.01, Adams, King & King, 1996), .20 (sig. p< .05, Bernas & Major, 2000), .28 and
.26 (both sig. p< .05, Frone, Russell & Cooper, 1997), .34 (sig. p< .01, Greenhaus,
Parasuraman & Collins, 2001), .27 (sig. p< .05, Judge, Boudreau & Bretz, 1994).

Frone, Russell, and Cooper (1997) have asserted that the limitation in examining
work-family conflict in a single direction has been proven, with recent research
finding work-family conflict is a bi-directional construct representing two distinct
types of conflict: (1) work interfering with family life, and (2) family life
interfering with work (Frone, Russell, & Cooper, 1992a; 1992b; Frone et al.,
1994; Gutek, Searle, & Klepa, 1991; MacEwan & Barling, 1994; O'Driscoll et al.,
1992; Williams & Alliger, 1994). According to Frone et al. (1997), it is important
to examine both types of work-family conflict, because a relation between one
type of conflict does not allow one to infer that the other type of conflict is also
related to it. For example, poor health can link to work-related conflict, but this
does not imply that family-related conflict will also link. Frone and Yardley
(1996) assert that the two types of work-family conflict are differentially related to
domain-specific antecedents and outcomes (Frone et al., 1992a; Frone et al., 1994;
MacEwan & Barling, 1994; O'Driscoll et al., 1992). Frone et al. (1997) have also
suggested that attempts to reduce or manage the two types of work-family conflict
will undoubtedly require different organisational and individual responses.
Therefore, the examination of work-family conflict in both directions will have

useful implications for organisational responses to conflict.

This dual approach to conflict is particularly relevant with regard to work-family
policies. These policies typically focus upon the family source of conflict rather

than the workplace. For example, policies such as paid parental leave, flexitime,
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and childcare can all enable greater balance of family-related sources of conflict,
but not workplace sources. Studies have suggested that work-family conflict is
positively related to the perceived importance of work-family practices (Frone &
Yardley, 1996, Wiersma, 1990). Frone and Yardley (1996) extended the Wiersma
(1990) study by examining work-family conflict bi-directionally, and found
family-work conflict positively related to the importance of work-family practices
while work-family conflict was unrelated. Frone and Yardley (1996) maintained
that this highlights the importance of distinguishing between the two types of
work-family conflict, and have suggested this indicates that the dominant
motivation underlying parents’ desire for work-family practices is the ability of
these practices to reduce family-work conflict and its adverse impact on job-
related outcomes. However, this does not mean that organisations offer work-
family policies only to address family-work conflict. For example, some work-
family policies such as Time Off In Lieu allow employees to store or “bank™ extra
time at work, which is then taken as time off later. This could be very important
given that time working is often highly related to work-family conflict (Frone,
Yardley, & Markel, 1997; Kinnunen & Mauno, 1998; Netemeyer et al., 1996). In
addition, some practices like flexitime and telecommuting might be useful
practices for addressing both sources of conflict. However, the majority of work-
family policies do tend to focus upon the home rather than the workplace, and this
suggests that addressing family-work conflict might be an easier option for

organisations.

From this, we can assert that organisations might offer work-family practices that
are related to family-work conflict, such as parental leave and childcare, because
this is most important to employees, and easiest for employers. From this finding,
Frone and Yardley (1996) have asserted that employed parents rate work-family
practices as being important for the same reason employers are willing to offer
them - that work-family practices help employees manage family-related
demands, thereby reducing the prevalence of family-work conflict and its adverse
impact on organisational outcomes (Friedman, 1990; Friedman & Galinsky, 1992;

Gonyea & Googins, 1992; Kraut, 1990; Thompson, Thomas & Maier, 1992). This
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may also highlight the organisation’s focus on family-work conflict. If employees
can reduce their conflict and better manage their work and family commitments,
the advantages will most likely also benefit the organisation (e.g. through reduced
absenteeism), and thus addressing family-work conflict might be easiest for the
organisation while still being beneficial for both the organisation and its

employees.

While work-family conflict is the term used to describe work and family
conflicting with each other under the current bi-directional approach to work-
family conflict, it is important to state this does not suggest the directional nature
of conflict. Therefore, the present study uses the following terms and
abbreviations, which have been used elsewhere in the work-family conflict
literature (Netemeyer, et al., 1996). Work interfering with family life is termed
work to family conflict (WFC, and work — family conflict), and family life
interfering with work is termed family to work conflict (FWC, and family — work
conflict). This directional distinction was highlighted by Frone and Yardley (1996)
when they found FWC was associated with the amount of time devoted to family
activities and the experience of family-related demands and stressors, while WFC
was associated with the amount of time devoted to work and the experience of
work-related demands and stressors. For outcomes, FWC was associated with
negative work outcomes such as job dissatisfaction, poor work performance, and
work-related withdrawal, whereas WFC was associated with negative family
outcomes, such as family dissatisfaction, poor family performance, and family-
related withdrawal (Frone & Yardley, 1996). Combined, these approaches suggest
that family demands affect job outcomes indirectly via FWC, whereas work
demands affect family outcomes indirectly via WFC (Frone et al., 1992a), and

provide strong support for the bi-directional separation of work-family conflict.

4.6 Work-Family Conflict Findings

According to Frone, Barnes, and Farrell (1994) the proposition that work-family

conflict is positively associated with unfavourable outcomes is well supported.
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Work-family conflict has been linked to a multitude of negative aspects. These

include:

0 Heightened psychological distress (Bromet, Dew, & Parkinson, 1990; Burke,
1993; Frone, Russell, & Barnes, 1996; Frone, Russell, & Cooper, 1991,
1992a; Hughes & Galinsky, 1994; Klitzman, House, Israel, & Mero, 1990;
MacEwan & Barling, 1994; O'Driscoll, Ilgen, & Hildreth, 1992; Parasuraman,
Greenhaus, & Granrose, 1992).

0 Lowered life satisfaction (Aryee, 1992; Bedeian, Burke, & Moffett, 1988;
Rice, Frone, & McFarlin, 1992).

o Poor physical health (Frone et al., 1991; Frone et al., 1996; Guelzow, Bird, &
Koball, 1991; Klitzman et al., 1990; Thomas & Ganster, 1995).

0 Increased alcohol and cigarette use (Bromet et al., 1990; Frone, Russell, &

Cooper, 1993; Frone et al., 1994; Frone et al., 1996).

Boles et al. (1997) have noted that conflict between work and family concerns can
be found across all work environments. Examining work-family conflict bi-
directionally, Frone et al. (1997) found family - work conflict was
longitudinally related to elevated levels of depression, poor physical health, and
hypertension, while work — family conflict was longitudinally related to
elevated levels of heavy alcohol consumption. It has been argued that the way in
which individuals combine roles, such as caregiving and work, is a critical factor
on work and family outcomes, as are the number of roles held (Thoits, 1992) and

the level of demands from these roles (Smerglia & Deimling, 1997).

Some of the principal demographic relationships that impact on WFC and FWC
are detailed below. These three areas were used as control variables in the present

study.

4.6.1 Parenting and Dependent Care
The importance of work-family policies among parents might be a function of the
amount of parenting demand exposure (Frone & Yardley, 1996). Increased

numbers of children in the home can lead to an increase in the number of hours
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devoted to such tasks as transportation, supervision, school-related activities,
cooking and shopping, with young children especially demanding on resources
(Frone & Yardley, 1996). Research has shown that the number of children is
positively related to the amount of time devoted to childcare, domestic work and
errands (Brett & Yogev, 1989; Izraeli, 1993). Additionally, these parental
demands can obstruct everyday job activities (Brett & Yogev, 1989; Crouter,
1984; Izraeli, 1993; Marshall, 1992; Vandenheuvel, 1993) and occupational
achievement (Glover, 1994). Frone and Yardley (1996) have suggested that this in
turn will elicit a need and desire among employed parents for organisations
offering work-family programmes that can reduce the demands of parents. This
highlights the need to connect research on work-family conflict with work-family

practices.

According to Pleck, Staines, and Lang (1980) working parents experience work-
family conflict more often than non-parent employees, and Keith and Schafer
(1980) found having more children at home is a source of work-family conflict.
Erdwins et al. (2001) support this, finding role overload significantly related to the
number of children, such that as the number of children increased, women's sense
of role overload also increased. Fernandez (1986) found the age of dependents
was related to work-family conflict, with parents of younger children having
higher work-family conflict than those parents with older children. Skinner (1980)
has suggested that for dual-career couples, the demands of childrearing,

particularly the arrangement of adequate childcare, is another source of strain.

Work-family conflict research suggests that employed adults with family
responsibilities report that their work and family roles interfere with one another
(Frone, Russell, & Cooper, 1992b; Pleck, Staines, & Lang, 1980). Frone and
Yardley (1996) suggested that frequent work-family conflict can adversely affect
job and family-related outcomes, such as role-related dissatisfaction, low levels of
role performance, and role-related withdrawal (Bedeian, Burke, & Moffett, 1988;
Burke, 1989; Frone, Bames, & Farrell, 1994; Frone, Russell, & Cooper, 1992a;
Goff, Mount, & Jamison, 1990; MacEwan & Barling, 1994; O'Driscoll, Iigen, &
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Hildreth, 1992; Parasuraman, Greenhaus, & Granrose, 1992; Rice, Frone, &
McFarlin, 1992). Given that employed parents are motivated to reduce work-
family conflict and its negative impact on work and family outcomes, we might
expect to find a positive relationship between work-family conflict and a
composite measure of the perceived importance of work-family policies
(Wiersma, 1990). Thomas and Ganster (1995) have suggested that supportive
organisational policies might also play a role in alleviating conflict between work
and family roles. Again, these comments highlight the importance of addressing

the connection between work-family conflict and work-family practices.

It has been shown that the more employees participate in caregiving, the less they
are able to commit to an organisation, which can negatively influence performance
(Thompson, Beauvais, & Lyness, 1999). Importantly, Kossek, Colquitt, and Noe
(2001) found employees caring for elderly dependents were found to have
significantly lower work performance than employees with child dependents.
These findings suggest that researching the consequences of dependent caregiving
decisions should treat eldercare and childcare decisions as separate phenomena.
Kossek et al. (2001) asserts that future studies must acknowledge that managing
eldercare interacts negatively with employee outcomes more strongly than does
childcare, especially when caregiving is at home or by a family member. Kossek et
al. (2001) maintain that participating in caregiving will also reduce the ability to
perform other home roles, such as housekeeping or spouse relations, and therefore
employees using home or family care could have a longer “second shift”
(Hochschild & Machung, 1989). These studies suggest that dependent care can
impact upon both WFC and FWC.

4.6.2 Marital Status

In addition to caregiver status, marital status has been a popular aspect associated
with work-family conflict. For example, in early work-family conflict research,
Herman and Gyllstrom (1977) found married couples experienced greater work-

family conflict than unmarried persons. While numerous studies have found a
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negative relationship between work-family conflict and marital well being
(Barling, 1986; 1990; Bartolome & Evans, 1980; Belsky, Perry-Jenkins, &
Crouter, 1985; MacEwen & Barling, 1988; Small & Riley, 1990; Suchet &
Barling, 1986), the link between marital status and conflict is not as transparent.
According to Boles et al. (1997), while the changing nature of the workforce (e.g.
increased numbers of dual-career couples) increases the potential for conflict to
occur between work and family responsibilities, this conflict is not limited to
married individuals. For example, single parents and other single people might
also experience the challenges of balancing work with children, friends, and
parents outside the workplace (Boles et al., 1997). This might also include caring
for one’s parents (eldercare). Therefore, it might be that work-family conflict is
seen as being applicable to both married couples and single individuals, given the
demands of modem work and family aspects, such as single parenting and

eldercare.

4.6.3 Gender

In testing the stress process for dual-career couples, Guelzow, Bird, and Koball
(1991) found gender differences with respect to role strain: “For women, working
longer hours is associated with higher role strain; for men, larger family size and
having work schedules that cannot accommodate family needs are associated with
higher role strain” (p. 161). Frone, Russell, and Cooper (1992b) also found gender
differences, with employed women having a high prevalence of both work-family
conflict and family-work conflict, and these related to adverse health outcomes.
Frone and Yardley (1996) have maintained that research on both sex-role
socialisation and time use suggests that gender could be a significant predictor of
the importance of work-family programmes to employed parents. The work and
family roles literature reports that men are socialised to give priority to the
breadwinner role, while women are socialised to give priority to homemaker and
motherhood roles (Lewis, 1992; Major, 1993; Thompson & Walker, 1989). Major
(1993) stated that ‘“deeply ingrained norms about the priority of women’s

motherhood and homemaker roles and men’s breadwinner roles may produce
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internal feelings of discomfort when women and men deviate too far from their
internalised norms. They may also produce external sanctions in the form of
disapproval by important others when individuals deviate from social norms” (p.
150). The bulk of the evidence continues to suggest that working women still
carry the primary responsibility for family work (Berardo, Shehan, & Leslie, 1987;
Grant, 1990). However, in examining various types of stressors encountered by
dual-career couples, Gilbert (1985) found division of labour and parenting to be

high sources of tension for both partners, reporting no gender distinction.

The development of gender-based models in the study of work-family
relationships has resulted in the growth of various male models (Burley, 1995),
which have been found to be an inadequate match to the work-family experiences
of women (Baruch, Beiner, & Barnett, 1987; Kline & Cowan, 1988). Today, men
and women continue to occupy different roles in both work and family contexts
(Lambert, 1990; Pleck, 1977), and this has been noted as an area of importance for
understanding the links between work and home (Kline & Cowan, 1988; Lambert,
1990). The impact of gender in sex-role socialisation has been evident in studies
examining the allocation of time towards work and family domains among men
and women (Frone & Yardley, 1996). These studies have found that men devote
more time than women to paid employment and women devote more time than
men to childcare and domestic responsibilities (Dean, 1992; Pleck, 1985; Rodgers,
1992), and these results are similar in New Zealand (Statistics New Zealand,
2001). Importantly, the impact upon women is greater, with gender difference in
time devoted to childcare and domestic duties greater than the gender difference in
time devoted to paid employment (Pleck, 1985; Rodgers, 1992). Similarly in New
Zealand, the amount of time spent on unpaid domestic duties by gender is 4.8

hours a day for women and 2.8 hours a day for men (Statistics New Zealand,

2001).

Gender differences in work and family have also been found in the relationship
between inequity in domestic work between spouses and depressive symptoms

(Golding, 1990), the importance of equity regarding balancing professional and
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family roles between partners (Gilbert, 1988), and the effects of parenthood on the
working hours of male and female employees (Grant, 1990). Other findings
include the degree of perceived interrole conflict between work and family roles
(Barling, 1986; Suchet & Barling, 1986) and the reactions of superiors to
perceived family-career conflict between men and women (Wiley & Eskilson,
1988). While not all studies have found a gender difference (Frone, 2000), the
literature suggests gender might play a large role in work-family conflict,

particularly with regard to the role of women.

4.7 HYPOTHESES

4.7.1 Relative Magnitude of WFC and FWC

Many studies have consistently found WFC to be greater in magnitude than FWC,
for both males and females (Gutek, Repetti, & Silver, 1988; Gutek et al., 1991,
Judge et al., 1994). Netemeyer et al. (1996) suggests that because most workers
report family is more important than work, they would expect work-family
conflict to be greater than family-work conflict. Netemeyer et al. (1996) examined
relative magnitude with three separate samples (teachers and administrators, small
business owners, and real estate salespersons), and found that WFC was greater
than FWC in all three groups. Similarly, the present study expects WFC to be
greater than FWC. Some studies have also compared conflict scores between
genders. According to Frone (2000) prior conceptual discussions within the work—
family realm suggest that gender represents a potentially important moderator
variable (for example, see Kline & Cowan, 1989). Moreover, the implicit
expectation is that work—family conflict will be considerably greater for employed
men and family-work conflict significantly greater for employed women (Frone,
2000). However, the findings in this area have been mixed. For example, Gutek et
al. (1991) found women reported significantly more WFC than men, but found no
difference with regard to FWC, while Frone (2000) found no differences by
gender at all. In an attempt to deepen our understanding on these relationships,

especially in the New Zealand context where it has seldom been explored, the
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present study hypothesises that women will report significantly higher WEC than
men, and men will report significantly higher FWC than women.

Hypothesis 1: The reported level of WFC will be greater than FWC.
Hypothesis 2a: Women will report higher levels of WFC than men.
Hypothesis 2b: Men will report higher levels of FWC than women.

4.7.2. Satisfaction With Work-Family Policies

The relationship between job satisfaction and work-family conflict has been well
examined (Bacharach, Bamberger & Conely, 1991; Boles & Babin, 1996; Boles,
Johnston & Hair, 1997; Duxbury & Higgins, 1991; Erdwins, Buffardi, Casper, &
O'Brien, 2001; Frone et al., 1992; Good, Page & Young, 1996; Good, Sisler, &
Gentry, 1988; Kopelman, Greenhhaus, & Connolly, 1983; Netemeyer et al., 1996).
However, less attention has been paid to satisfaction with work-family policies. In
the present study, satisfaction with work-family policies encapsulates satisfaction
towards work-family practices, satisfaction of organisational support for work and
family roles, and satisfaction with benefits. Studies have suggested that work-
family conflict is related to the perceived importance of work-family practices
(Frone & Yardley, 1996; Wiersma, 1990). Frone and Yardley extended Wiersma’s
study by examining work-family conflict bi-directionally, and found FWC
positively related to the importance of work-family practices while WFC was
unrelated. Frone and Yardley (1996) maintained that this highlights the
importance of distinguishing between the two types of work-family conflict, and
have suggested this indicates that the major motivation underlying parents’ desire
for work-family practices is the ability of these practices to reduce FWC and its
adverse impact on job-related outcomes. From this finding, Frone and Yardley
(1996) asserted that employed parents rate work-family practices as being
important for the same reason employers are willing to offer them: that work-
family practices help employees manage family-related demands. This in turn
reduces the prevalence of FWC and its adverse impact on organisational outcomes
(Friedman, 1990; Friedman & Galinsky, 1992; Gonyea & Googins, 1992; Kraut,
1990; Thompson, Thomas, & Maier, 1992). The notion of importance of work-
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family practices has also been connected to satisfaction towards these
programmes. For example, Kossek, Colquitt and Noe (2001) suggested future
studies should measure work-family satisfaction and work-family conflict. Kossek
and Ozeki (1998) have suggested that job satisfaction is often negatively related to
work-family conflict, and this has been highly supported (Duxbury & Higgins,
1991; Frone et al., 1992; Kopelman, Greenhaus, & Connolly, 1983; Netemeyer et
al., 1996). Similarly, this study suggests satisfaction with work-family policies
will negatively predict both WFC and FWC.

Hypothesis 3a: Satisfaction with work-family policies is negatively related to
WFC.

Hypothesis 3b: Satisfaction with work-family policies is negatively related to
FWC.

4.7.3 Work-Family Practice Use

Frone and Yardley (1996) concluded that the literature generally fails to provide
strong, consistent support for the effectiveness of work-family programmes
(Gonyea & Googins, 1992; Kingston, 1990). Therefore, studies must aim to
document the efficiency of work-family programmes, because in the absence of
such data the general lack of enthusiasm shown by organisations towards work-
family policies will continue unabated (Kingston, 1990). Therefore, this study
seeks to examine the relationship between work-family practice use and conflict.
According to Kossek and Ozeki (1998), “research on organisational work-family
policy is often disconnected from studies on individuals’ experiences with work-
family conflict” (p.146). The former authors cited Judge et al. (1994) as one of the
few studies that examined the relationship between both work-family conflict and
policies with job satisfaction. However, that study involved attitudinal measures
of policies and support networks. The present study sets out to test the relationship
between WFC and FWC and actual use of work-family practices, including past,
present and future users. This approach for categorising employee use of work-

family policies has been used recently in work-family studies (Rothausen et al.,

1998).
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A similar relationship to that being examined here has been previously explored.
Frone and Yardley's (1996) findings support using a dual approach to examine
work-family conflict, and suggest that previous studies that did not link work-
family conflict reduction with work-family practices might have failed to do so
because they used a global measure of work-family conflict, and not a bi-
directional approach. Thus, the failure of the research by Goff, Mount, and
Jamison (1990), for example, to associate childcare centre use with reduced work-
family conflict was possibly due to measuring work-family conflict globally,
rather than separate for both WFC and FWC. In their study, Goff et al. (1990)
used a single conflict measure that did not differentiate between work and family
spheres. Had Goff et al. (1990) used separate measures, they might have found
childcare utilisation reduced FWC but not WFC (Frone & Yardley, 1996). This
focus upon FWC and not WFC might be because work-family practices tend to
target the family rather than the workplace. For example, work-family policies
such as parental leave, childcare, and domestic leave all focus upon helping
employees balance their family role, as opposed to their work role. However,
given the lack of evidence for only FWC linking with practice use, and given that
this aspect has been under examined, this study hypothesises in both directions
(WFC and FWC), in order to improve understanding of these relationships. In
addition, the influence that work-family practice use might have on conflict is
unknown because it has not been explored before. However, given that work-
family practices are promoted as facilitating greater balance of employees’ work
and family responsibilities, and thus reducing work-family conflict, this study

suggests a negative direction to the relationship.

Hypothesis 4a: Work-family practice use is negatively related to WFC.

Hypothesis 4b: Work-family practice use is negatively related to FWC.
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4.7.4 Outcomes of Work-Family Conflict

The present study also seeks to examine outcomes of work-family conflict. This
involves predicting WFC and FWC towards work strain and job satisfaction. The

hypotheses are outlined below.

4.7.4.1 Work Strain

Greenhaus and Beutell (1985) have maintained that one form of work-family
conflict involves role-produced strain, where strain in one role affects one’s
wellbeing in another role. For example, job stress and burnout can leave an
employee less attentive and alert at home. Potential sources of strain-based
conflict include the emotional demands of the workplace (Greenhaus, Callanan &
Godshalk, 2000; Pleck et al., 1980), stress "associated with workplace
communication (Jackson & Maslach, 1982) and job burnout (Jackson & Maslach,
1982; Netemeyer et al,, 1996). The variable used in the present study is a
combination of these strain-based items, encompassing job burnout, emotional
demands, and communication problems. Strain indicators include depression,
apathy, tension, irritability, fatigue, and anxiety (Brief, Schuler, & Van Sell, 1981,
Greenhaus et al., 2000; Ivancevich & Mattleson, 1980).

According to Greenhaus and Beutell (1985) strain created by one role can make it
difficult to comply with other role demands. For example, someone suffering
burnout from their job might go home and be a less than productive parent or
partner. Thus, strain-based conflict can contribute to work-family conflict in both
directions. In addition, individuals facing relatively high levels of strain at work
are more likely to feel conflict when family responsibilities interfere with work
roles, since they may already feel taxed by the demands of the work itself. Thus, it
is expected that WFC and FWC will predict work strain. Therefore, while strain-
based variables originating in the workplace can link to work-family conflict, they
can spill over into the home and therefore also link to family-work conflict. This

study hypothesises work strain will be predicted by both WFC and FWC.

Hypothesis 5a: WEF'C will predict work strain.
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Hypothesis 5b: FWC will predict work strain.

4.7.4.2 Job Satisfaction

It has been well established that job satisfaction has a negative relationship with
work-family conflict (Bacharach, Bamberger, & Conely, 1991; Boles & Babin,
1996; Boles, Johnston, & Hair, 1997; Duxbury & Higgins, 1991; Erdwins,
Buffardi, Casper, & O'Brien, 2001; Frone et al., 1992; Good, Page, & Young,
1996; Good, Sisler & Gentry, 1988; Kopelman, Greenhhaus, & Connolly, 1983;
Netemeyer et al., 1996). 1t is likely that employees who view their work as making
it difficult for them to satisfy their family roles will be less satisfied with their job
because it is seen as the source of the conflict. In addition, the more that family
roles interfere with work obligations, the more employees might feel less overall
satisfaction with the job itself. Prior research has suggested that the strength of the
relationship between job satisfaction and WFC and FWC can vary markedly
(Parasuraman, Greenhaus, & Granrose, 1992; Thompson & Blau, 1993).
According to Kossek and Ozeki (1998), “the nature and strength of this
relationship is widely variable” (p.139). Additionally, Adams, King and King
(1996) used separate measures of work-family conflict and family-work conflict,
and found job satisfaction correlated inversely with WFC but not FWC. However,
Kossek and Ozeki's (1998) meta-analysis based on 32 sample sets, reported
significant negative relationships between job satisfaction and general or bi-
directional measures of work-family conflict. Kossek and Ozeki (1998) concluded
that “the relationship between job satisfaction and various w-f conflict measures is
strong and negative across all samples: People with high levels of conflict tend to
be less satisfied with their jobs” (pp. 141-144). The present study hypothesises
that WFC and FWC will predict negatively towards job satisfaction.

Hypothesis 6a: WFC is negatively related to job satisfaction.
Hypothesis 6b: FWC is negatively related to job satisfaction.
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CHAPTER FIVE
SOCIAL EXCHANGE THEORY and
THE NORM OF RECIPROCITY

5.1 Introduction

While Chapter Four explored the basis.of employee interactions between work
and family roles, this chapter focuses on the reported positive benefits of work-
family policies. This chapter outlines social exchange theory and focuses upon the
norm of reciprocity as a theory for examining the many perceived benefits
associated with work-family policy adoption. Particular models built upon these
theories are discussed to help elucidate the positive relationships between work-

family policies and employee attitudes and behaviours.

As noted in Chapter Three, the increasing popularity of programmes designed to
help employees balance demands of work and family is well documented (Gordon
& Whelan, 1998; Hall & Parker, 1993; Shellenbarger, 1997). Organisational
adoption of work-family practices is often associated with benefits for the
organisation, such as increased productivity (Berns & Berns, 1992; Mason, 1991),
and for employees, such as increased morale (Gordon & Whelan, 1998; Hall &
Parker, 1993; McNemey, 1994). While many firms promote various gains from
the adoption of work-family practices (Bhagat, McQuaid, Lindholm, & Segovis,
1985; Edwards & Rothbard, 2000; Hall, 1990; Osterman, 1995), critics argue that
these results are often unsubstantiated or limited in their generalisability.
According to Lobel (1991), “the process of investment in work and family roles is
poorly understood; most research has been descriptive, rather than theoretical”
(p.507). Tenbrunsel, Brett, Maoz, Stroh, and Reilly (1995) noted the need for a
more theoretical basis to understand the impact of work-family practices on
employees. In fact, much of the literature on work-family programmes has focused
on case studies or is limited in scope (for examples see Cole, 1999; Gordon, 1998;

Gordon & Whelan, 1998; Leonard, 1998b; Martinez, 1993, 1997; Mason, 1991,
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1993; Shellenbarger, 1999). Despite this overall lack of a clear theoretical link in
the work-family literature, there are some exceptions. Lambert (2000) drew upon
social exchange theory and the norm of reciprocity to better understand links
between work-family policies and employee attitudes, and found benefit use was

significantly related to interpersonal helping and perceived organisational support.

5.2 Social Exchange Theory

Social exchange theory is appropriate for examining work-family policies because
organisations might adopt work-family policies in response to multiple factors,
including non-economic ones (e.g. a desire to meet a social need, such as
improving the lives of employees). For example, adopting flexible work practices
might improve employees’ ability to better balance work and family
commitments, consequently making them happier, more satisfied people. While
such an improvement might make them more productive for the organisation, thus
providing an economic benefit to the organisation, the meeting of a social need
can provide additional stimulus on employees that might be explained through

social exchange theory.

Regarding non-economic factors, Whitener, Brodt, Korsgaard, and Werner (1998)
stated, “although the formal or contractual relationship in employment is
economically driven, a social element to such relationships typically evolves” (p.
515). The role of exchange processes within organisations has received increased
interest (Rousseau, 1990; Rousseau & Parks, 1993). According to Wayne, Shore,
and Linden (1997), “a framework underlying much of the research in this area is
social exchange theory” (p. 82). Social exchange is a relationship of mutually
contingent tangible and intangible exchanges (Dyne & Ang, 1998) in which “the
precise services the employee or professional will be obligated to perform are not
specified in detail in advance” (Blau, 1964, p. 93). Social exchange theory
recognises conditions under which individuals feel obligated to reciprocate when
they personally benefit from another’s actions (Lambert, 2000). In a social
exchange, one party (individual, leader or organisation) provides a benefit or

reward to another, and “this exchange invokes an obligation of the other party to
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reciprocate by providing some benefit in return” (Whitener et al., 1998, p. 515).
The norm of reciprocity entails a sense of investment, with the expectation of a
return on that investment owing to a sense of trust or obligation (McNeal, 1999).
Doney, Cannon, and Mullen (1998) suggest the norm of reciprocity generates
shared expectations between parties, and provides evidence that the organisation’s

intentions are benevolent.

According to Masterson, Lewis, Goldman, and Taylor (2000), “social exchange
relationships are different from those based on purely economic exchange, in that
the obligations of the parties in a social exchange to one another are often
unspecified and the standards for measuring contributions are often unclear” (p.
739). Whitener et al. (1998) have offered the following description of the
fundamental differences between social and economic exchanges, and have

suggested three fundamental distinctions.

1. Social exchanges can involve either extrinsic benefits with an economic value,
(e.g. information on childcare), or intrinsic benefits without any economic value
(e.g. a support network for employees on pregnancy leave). Additionally, because
extrinsic benefits can often include support and friendship they can also have an
intrinsic value. Consequently, social exchanges that have limited or ambiguous
economic benefit are capable of impacting strongly on the social dimension of a

relationship between parties.

2. Social exchanges are typically informal and not explicitly negotiated unlike
economic exchanges that are formal and often contracted explicitly. Consequently,
the giving of benefits or rewards is a voluntary action. For example, an
organisation might decide to adopt work-family practices without entering formal
negotiations with employees. While employees might offer suggestions regarding
policies they feel will be most advantageous, such exchanges would be informal

and wouldn’t form part of industrial negotiations.
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3. Because the nature of social exchanges is voluntary, there is no guarantee that
benefits or rewards will be reciprocated or that reciprocation will result in receipt
of future benefits. Therefore, while work-family practices might be offered by an
organisation, there is no guarantee that the organisation will receive anything in
return, for example, greater employee commitment or reduced turnover. That is,

because the exchange is voluntary, the organisation risks gaining nothing in return.

This lack of guarantee indicates a degree of uncertainty, particularly in early stages
of the relationship, when the risk of non-reciprocation is relatively high (Whitener
et al., 1998). Because social exchanges are voluntary, and there is no assurance of
reciprocation, Blau (1964) has asserted that relationships evolve slowly, initially
with low value exchanges and only escalating to high reward exchanges as parties
demonstrate their dependability. Within an organisational context, low value
work-family practices that focus upon information or advice, for example,
childcare or eldercare information, might be a starting point. As employees
reciprocate, for example, through enhanced attitudes, the organisation will be
encouraged to add extra, more expensive services, for example, childcare
subsidies or an on-site childcare facility. According to Whitener et al. (1998),
social exchange theory “emphasises the exchange process, including its
development over time, and indicates that successful social exchanges should
influence perceptions of risk of nonreciprocation (i.e., opportunism) and trust” (p.
515). For example, an organisation might offer employees telecommuting because
through past successful social exchanges, the organisation perceives less risk of
opportunism such as employee abuse. This is because the parties have developed a

relationship of trust and reciprocation.

Importantly, when an organisation offers a benefit to an employee, for example,
through implementing work-family programmes, while there is an expectation of
some return, the exact time and form that this reciprocation will take is often
unclear (Gouldner, 1960). Therefore organisations offering work-family policies
might find it difficult to use work-family policies to target specific returns such as

reducing turnover. While some specific work-family practices might inherently
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target turnover (e.g. part-time work for new mothers that enables them to
gradually return to the workplace after pregnancy), and thus enact a specific
return, even in the previous example there is no guarantee of desired behaviour
(employee retention). The employee could simply decline the offer and not return,
or leave the organisation after using this practice for a period of time. Returns that
are nebulous and ill-defined also encourages the informal development of such
programmes, as there are no strict economic outcomes for the organisation to
negotiate. It should also be noted that organisations might adopt work-family
programmes in response to a societal moral obligation, and thus might not expect

any return from employees.

Significantly, employees have a tendency to take a long-term approach towards
these social exchange relationships within the workplace, with the pattern of
reciprocity developing over time, determining the perceived balance in exchanges
between the two parties (Blau, 1964; Rousseau, 1989). According to Lambert
(2000), social exchange theory is entering a renaissance as researchers seek
answers for employer-employee relations that have been enhanced, and are “not
well explained by models of motivation based on the mechanism of economic
exchange” (p. 802). The benefits associated with work-family policies similarly
are poorly elucidated; as the work-family literature generally fails to use any
theoretical frameworks to explain the many reported benefits (see Chapter Three

for a complete review of these benefits).

Social exchange relationships progress between two parties through a series of
shared, although not necessarily simultaneous, exchanges (Masterson et al., 2000).
These in turn, generate a pattern of reciprocal obligation between each party and
the other (Blau, 1964). One of the parties provides a service or makes a
contribution to the other; for example, an organisation offering paid parental
leave, and in doing so, develops an expectation of a return at a future time
(Masterson et al., 2000). The organisation will expect some form of return in the
future, for example, they might expect employees using paid parental leave to

come back to work instead of stopping work altogether, or for employees to view
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the organisation as compassionate, and therefore be more committed to the
organisation. The receiving party (in the above example, the organisation’s
employees), having acquired something of value, develops a sense of obligation
towards the organisation which they feel must be reciprocated. Such employees
might, for example, consider their organisation as a good employer and
reciprocate the service of paid parental leave with greater commitment and
reduced turnover. Masterson et al. (2000) have stated, “prior research has
convincingly established that an employee is involved in at least two social
exchange relationships at work: one with his or her immediate supervisor, and one
with his or her organisation” (pg. 740). Wayne et al. (1997) have endorsed these
two types of social exchanges in recent studies. These two relationships are

highlighted below.

1. The first relationship, between employee and supervisor is called leader-
member exchange (Graen & Scandura, 1987), and is defined “as the
quality of the relationship between a supervisor and an employee”
(Masterson et al., 2000, p. 740). While this exchange can operate between
managers and subordinates with regard to specific work-family practice
such as flexitime, this study will focus upon employee-organisational
relationships, and therefore this aspect will only be covered to help clarify

the employee-organisational relationship.

2. The second relationship between an employee and their organisation is
referred to as perceived organisational support. Eisenberger, Huntington,
Hutchison, and Sowa (1986) have suggested that perceived organisational
support reflects the quality of the employee-organisation relationship by
measuring the extent to which “employees develop global beliefs
concerning the extent to which the organisation values their contributions

and cares about their well-being” (p. 501).

According to Wayne et al. (1997), at the work group level, similar social exchange

processes are evident. For example, Liden and Graen (1980) found employees
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reporting high quality leader-member exchange relationships made contributions
beyond their formal job duties, and those employees reporting lower-quality
leader-member exchange performed more routine tasks of a work group.
Perceived organisational support is influenced by the frequency, margin and
sincerity of statements of praise and approval, as well as the organisation’s
positive evaluation of employees through pay, rank, job enrichment, and influence
over organisational policies (Eisenberger et al., 1986). Masterson et al., (2000)
suggested perceived organisational support ‘“develops through employees’
assessment of their treatment by their organisations” (p. 740), and that employees
then use their judgments of perceived organisational support to estimate their
effort-outcome expectancy. The effort-outcome. expectancy relates to an
employee’s expectancy that their organisation will reward greater effort towards
meeting organisational goals, and perceived organisational support will increase
this expectancy (Eisenberger et al., 1986). If employees perceive their organisation
is treating them positively, perhaps through adopting work-family policies
suggested by employees, this can lead employees to devote greater effort toward
helping the organisation achieve its goals (Settoon, Bennett, & Linden, 1996).
Wayne et al. (1997) have summarised this effect:

High levels of POS [perceived organisational support] create feelings of
obligation, whereby employees not only feel that they ought to be
committed to their employers, but also feel an obligation to return the
employers’ commitment by engaging in behaviours that support
organisational goals. That is, employees seek a balance in their exchange
relationships with organisations by having attitudes and behaviors
commensurate with the degree of employer commitment to them as

individuals (p. 83).

Examples of this relationship effect have been found between perceived
organisational support and job responsibility, innovation, and commitment

(Eisenberger, Fasolo, & Davis-LaMastro, 1990), and offer support for
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organisational claims of the multiple benefits associated with work-family

practices, such as improved job satisfaction, commitment, and reduced turnover.

According to Simmel (1967), the common axiom of all exchange theories is that
“all contacts among men rest on the scheme of giving and returning the
equivalent” (p. 387). Also important are the mechanisms and motives that ensure
the equivalence of exchange (Blau, 1964; Cook, 1987; Emerson, 1981; Homans,
1974). Settoon, Bennettt, and Liden (1996) have indicated that social exchange
theory holds in the workplace, stating “positive, beneficial actions directed at
employees by the organisation...contribute to the establishment of high quality
exchange relationships that create obligations for. employees to reciprocate in
positive, beneficial ways” (p. 219). Therefore, organisations providing work-
family policies that are desired and valued by employees, will likely lead to
positive employee obligations towards the organisation, for example, greater
commitment. However, it is unlikely that organisation adoption of benefits or
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