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Foreword 
Ten years of the EEO Trust Work & Life Awards has provided the EEO Trust with substantial evidence of the business benefits of supporting work-life balance. Our entrants consistently point to a number of positive outcomes, particularly in relation to staff recruitment and retention. For example, winner of the Large Organisation category this year, Franklin Kindergarten Association, says its approach to work-life balance has saved it $300,000 during the past three years due to women returning to work after parental leave.

Runner-up in the Large Organisation category Anderson Lloyd Lawyers is also convinced of the benefits of its work-life programme. As HR Manager Kelly Pankhurst says, “We’ve observed a dramatic improvement in employees’ commitment to the firm since the introduction of flexible work practices. They appreciate the efforts that the firm puts into healthy work-life balance as is evident in our staff retention rate and length of service.”

Many entrants also refer to a connection between work-life balance and productivity. As this relationship can be difficult to measure, early this year we conducted a literature review to determine how support for work-life balance affects employee engagement and productivity. We found that initiatives to encourage work-life balance do have a positive impact on engagement and productivity provided the workplace culture supports use of the initiatives. 

Our literature review highlighted a need for more research in this area so we developed an employee survey and invited members of our EEO Employers Group to make it available to their staff. Fifteen members took part in this pilot survey which explored employees’ views on work-life balance initiatives, workplace culture, their engagement with their work and their productivity.

The findings confirm our previous research – work-life initiatives do generate engagement and productivity provided the workplace culture is supportive. One critical aspect of support is manageable workloads as high workloads were frequently cited as the primary obstacle to work-life balance. 

We found that managers tend to have a more positive view of their workplace’s support for work-life balance than do other staff, indicating either that support is more likely to be available at higher levels or that the message is not getting through to all staff. In addition, senior managers are seen by employees as poor role models for work-life balance although senior managers tend to rate themselves in the mid-range for work-life balance. 
These and other findings point to an opportunity for employers to assess whether workloads are impacting on staff wellbeing, whether their workplace culture supports work-life balance at all levels and whether work-life initiatives meet the varying needs of all staff. 

Dr Philippa Reed

Chief Executive, EEO Trust
Executive summary

This pilot survey explores the relationships between work-life balance, work-life provisions, workplace culture, employee engagement, discretionary effort and productivity. It involved a survey of 880 employees in 15 New Zealand workplaces. 
While the results of this pilot survey are indicative only, they do show strong relationships between employees’ perceptions of work-life culture and both their self-rated level of engagement and discretionary effort. The direct links between work-life initiatives and employee engagement/discretionary effort are less strong and less clear, confirming the importance of a workplace’s work-life culture as the intervening factor
, as found in previous research (EEO Trust, 2007).

The biggest differences in results in all areas – work-life provisions, work-life culture and employee engagement – occurred between the 15 different workplaces, rather than on demographic characteristics such as gender, age, family responsibilities, ethnicity, hours worked or type of occupation. This is consistent with workplace work-life culture being the key factor in engagement and discretionary effort, and hence on productivity. 
Unprompted comments on employees’ perceptions of work-life provisions and discretionary effort showed that factors inhibiting engagement are all within the control of workplaces. For example, respondents frequently referred to the unavailability of work-life provisions, high workloads, rigid structures and processes, and a lack of recognition of extra effort.

In general, this study suggests that men, younger and older workers, those without children or older children and those from outside the four main ethnic groups are not being catered for by current work-life balance approaches. 

Senior managers, who are a crucial factor in the implementation of work-life strategies, tended to rate their workplace’s work-life culture higher than other respondents did, indicating a difference between their views and the views of lower level staff. Senior managers are generally seen by employees as poor role models for work-life balance although the senior managers themselves rated themselves in the mid-range for work-life balance. 
On the positive side is the high level of employee engagement shown by Pacific people, older workers (45-59 years) and parents, all groups that report discrimination in the workplace.

A notable finding is the different relationships between employee engagement and discretionary effort in relation to self-reported work-life balance. While engagement is consistent with good work-life balance, discretionary effort is slightly more strongly related to poor work-life balance. As indicated in our review of the research in this area, many factors drive discretionary effort, of which work-life balance may be one. 
Work-life culture appears to be the mediating factor in positive work-life balance outcomes, and has been shown to be positively related to both discretionary effort and employee engagement.

Productivity is positively related to all the other variables under investigation but most strongly to work-life culture and employee engagement. However, the relationship between self-reported productivity and work-life balance, while positive, was not as strong as for culture and engagement. 
Introduction

This pilot survey investigates the relationships between work-life balance, workplace culture, employee engagement, discretionary effort and self-reported productivity through a survey of employees in 15 New Zealand workplaces. This pilot survey follows our recent review of the literature and research on the relationships between these factors which indicated that just having work-life initiatives is not enough to achieve the increased performance and productivity that can result from supporting work-life balance. A supportive workplace culture is also critical (EEO Trust, 2007). 
Findings are reported for each main area of investigation – satisfaction with work-life balance in relation to availability of work-life provisions, workplace culture, employee engagement, discretionary effort and productivity. The relationships between the different sections are then analysed. This is followed by a summary of demographic and workplace differences in relation to each section. The report concludes with a discussion of the key findings.
The survey

A pilot survey was carried out in 15 workplaces which belong to the EEO Employers Group. They range in size from 12 to 3000 employees and cover business services, law, recruitment, education, construction and utilities, and transport and communication sectors. A total of 880 employees completed the survey
. The results of this pilot survey are indicative, not generalisable. 
Details of the sample characteristics are in Appendix 1. In brief, our sample is skewed towards people working longer hours (41+), women, NZ Europeans, those aged 35-44 and white collar workers. Men, young people, part-time workers, manual workers and those from ethnic groups other than NZ European are under-represented.
The survey contained four sections covering: 
1. Satisfaction with work-life balance
2. Availability of work-life provisions 
3. Workplace culture in relation to work-life balance 
4. Discretionary effort or employee engagement which included self-reported 

productivity 
Data was also collected on a range of demographic factors including gender, age, ethnicity, family responsibilities, other out of work commitments, type of work/position, and usual hours worked per week. The findings were analysed by the demographic factors and by self-reported productivity on the total sample and then for each workplace.

Findings

1.0
Satisfaction with work-life balance

Just over half the respondents reported having good work-life balance, with 54% agreeing and 17% strongly agreeing. This was more than twice as many as those who disagreed (25%). One in five (20%) was neutral and 1% answered “don’t know” (Figure 1). 
Figure 1: I have good work-life balance
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2.0
Perceived availability of work-life provisions
This section asked employees to indicate how available they thought various work-life provisions were in their workplace. The list of provisions relevant to most employees is shown in Figure 2. Responses to this section were then converted into a single score for analysis by demographic variables as reported in section 2.2. Section 2.3 presents employees’ reasons for not using any of these work-life provisions even when they are available. Perceived availability of three types of work-life provisions that are only relevant to some employees is covered in section 2.4.
2.1 
Most common work-life provisions

Flexible start and finish times (70%) and the ability to use sick leave or special leave to care for family members (71%) were seen to be the most commonly available work-life provisions. The least commonly available provision was the ability to work part-time in the current job (23%). Just under half of respondents believed they could use unpaid leave or arrange their hours to fit in sport or cultural activities or study. Just over a third (36%) said they were able to vary the number of hours they worked. 
Figure 2: Perceived availability of work-life provisions
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“Don’t know” responses were most commonly given to the questions on working part-time in the current position, unpaid leave or flexible hours for out of work commitments, and using sick leave to care for family members. A relatively high proportion of respondents either did not know or thought it not relevant whether work-life provisions could be used by anyone, not just women with young children.
Just over half (55%) of respondents said that work-life balance options could be used by everyone in their organisation, not just women with young children. Men were slightly less likely than women to believe this was so.

2.2
Score on availability of work-life provisions

A work-life provisions score was created by adding the responses to the six questions on the availability of work-life provisions
. The maximum score was 30 and scores ranged from 7 to 30 with a mean of 20 (Figure 3). For analysis against other questions and demographic variables, scores were grouped into high (23-30), medium (15-22) and low (7-15), with approximately one third of respondents in each group.
Figure 3: Distribution of summary score of perceived availability of work-life provisions
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High perceived availability of work-life provisions was related to good work-life balance (see Figure 4) i.e. those who believed they had access to a high number of work-life provisions were more likely to report good work-life balance. Conversely, those who believed they had little access to work-life provisions were more likely to say they did not have good work-life balance.
Figure 4: Perceived availability of work-life provisions by work-life balance
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2.3
Reasons for not using work-life provisions
Nearly one in five (19%) respondents had not used any of the work-life provisions. The reasons given in open comments fell into seven main categories, with the majority relating to workplace factors such as workload and unavailability of provisions, rather than personal factors such as not needing to use them or being financially unable to work less. The role of managers in determining the availability of work-life provisions was noted by some respondents.
· Not needed to 


16%
· Too much work to do


25%
· Not possible/available/permitted
15%
· Needs of clients/students/institution
11%
· Financially unable to work less
 4%

· Not knowing about them
             5%
· No one to replace me


 5%
Too much work to do
These things are technically available but the workload I have means that I find it hard to take these options as I still have to get the work done.

The sheer pressure of work – far too much – far too many urgent deadlines driven from above – short staffed. Managers have pet agendas they want priority for but forget about all the other work required in normal running of one’s job.

I have so much work to do that I put in about 70 hours a week, without any additional pay. No time for trivial (but important) things.

Too busy, too few people who can do my work, and a power-fixated manager who would turn any request into a major issue.

Not available/possible
I would like to work part-time but a manager role does not lend itself to this.

I would love to have the flexibility to be able to use these work-life options but they are not allowed for in my position.

I have requested a reduced number of days per week, even four days of 10 hours, but been declined.
I could work from home just as well if not for company policy stopping me.

      The role of managers 

Lack of support from line manager despite flexibility available in other areas of organisation.

It’s quite hard to give notice sometimes when a parent is rushed to hospital or a child has an accident at school. My direct boss is only just starting to understand now that he has a child of his own. Most times it’s just easier to start the next day earlier to catch up than go through him. If he finds out then I tell him, otherwise I just do it. If you say nice things to him then you are sweet. If you challenge him in any way then he makes your life hell. I have learnt to just say nice things and NOT to question him.

Not needed to

I haven’t needed to. Also I don’t feel it would be ok to take time off for such things unless it were extremely important.

Not knowing about them

I am unaware of what is available to staff. Not sure it would go down too well to ask!

When I looked after my stroke afflicted mother for 4 and a half years, none of these options was ever raised.

Work-life options are not strongly promoted within organisation. Very much up to individual to explore and agree with manager. Reluctant provider.

No one to replace me, not enough staff
No cover while away. Feel guilty that other people work their rostered day off so I can have a day off.
We don’t have enough staff for me to take off any of the overtime hours that I have accrued or to work less hours. If less hours are worked, deadlines are not met.

Too much to do and at times no one to cover for me.


      Needs of clients/institution



Nature of the work and requirement to be there at specific times.
The type of role I’m involved in means that I need to be available for the team during working office hours. Therefore my role and project commitments tend to dictate my work-life options.

I feel my responsibility is to be at the office during office opening hours as it’s a small team – any time out of the office affects the operation of the business and ultimately the success of the business.

       Financially unable to work less
 


I need the money as I am the main breadwinner of the family.
I’d like to work part-time but can’t afford to until my mortgage is paid off. I think my employer will probably agree to it when I ask.

2.4 
Provisions affecting only some staff

Three other work-life provisions were included in the survey but not included in the analysis above as they were only relevant to some respondents.
Choice of rosters or shifts

Three-quarters of staff (76%) said that this question was relevant for them. More than half (58%) of those for whom rosters and shifts were relevant said they could not choose their own rosters or shifts. 
Able to work from home

Almost all respondents (90%) thought this option was relevant to them, but only 32% said it was available to them, while 46% said it was not available. The rest were neutral (11%) or didn’t know (2%).
Impact of work-related travel on work-life balance

Work-related travel was relevant for 75% of respondents. Almost a third (30%) said that work-related travel did impact on their ability to manage their personal life and family commitments, compared to 31% who said it did not. The remaining 14% were neutral.

3.0 
Workplace work-life culture

Questions relating to various aspects of workplace culture which affect the use of work-life provisions were selected from similar surveys. These questions covered the four main areas of workplace culture that impact on work-life balance: management support, colleague support, career consequences, and general expectations or norms about hours and gender roles (EEO Trust, 2007). The findings on the individual items are presented in section 3.1, followed in Section 3.2 by analysis of a work-life culture score. This section concludes with a selection of respondents’ comments.
3.1 
Responses to individual items on work-life culture

Respondents’ views on workplace culture are presented in Figure 5.
Figure 5: Work-life culture in the workplace
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While immediate managers are generally regarded as being understanding of work-life balance needs (75% agree), senior managers are not regarded as being good role models for work-life balance (34% agree). 
Another area of workplace culture that less than half of respondents agreed on related to the career consequences men face as a result of using work-life provisions.

There was a high neutral response on some items suggesting respondents may have had less direct experience of these issues or had not previously considered them. However, respondents were more likely to have a definite view on the behaviour of direct managers in relation to work-life issues and how their work is valued. 

3.2 
Score on work-life culture 
A score for work-life culture was created by summing the responses on each of the individual items presented in section 3.1. This was then analysed in relation to satisfaction with work-life balance and demographic differences showing that having good work-life balance was strongly related to a high work-life culture score (Figure 6). Conversely, not having a good work-life balance was strongly related to negative perceptions of a workplace’s work-life culture.

Figure 6: Work-life balance, by work-life culture
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3.3  Comments on work-life culture
One hundred respondents (11%) from 12 out of 15 organisations commented on their workplace’s work-life culture. The comments fell into two main categories: the impact of high workloads on work-life balance and the lack of appreciation by management of unpaid or extra hours worked. While these types of comments were not made in every workplace, they were common in at least half of the workplaces.

Workload overrides work-life balance provisions

Lip service is made to work/life balance but in reality workloads are ever 
increasing.

No comment available for how many unpaid hours worked! Mine would average 10 hours per week unpaid.

Management, especially senior management, do not appreciate/value hard work and extra hours by staff

My immediate manager is excellent. However, management further up are happy to place completely unrealistic workloads on their staff. I don’t mind working above and beyond the call of duty every now and then when various things converge and the pressure is on. But when I alerted a senior manager recently that I have been under undue pressure for several months, the response was “everyone’s busy!”. This didn’t impress me much. I’ll think twice before going the extra mile now, as it is not appreciated.

Deadlines are the main drivers for hours worked. The high level manager has previously and on a number of occasions said how proud he is of working previous people in this position into the ground by insisting they work very long hours.

Many comments also referred to time on the job being valued rather than results

Several of the more senior partners are more interested in rigid work hours than in the results and are vocal in their recriminations.

Other less frequent comments related to lack of equity in access to work-life balance provisions, either as a result of different managers, different types of work, or different employee characteristics.

This causes issues with those stuck at work on nice days knowing those working from home can arrange their day to meet other wants. Also how much better could said person be doing if they were on the job all the time?

Comments related to variation across departments and managers

It seems to depend on your specific manager’s opinion, rather than a general company policy.

Senior management is great, but our direct manager is appalling.

In parts of this organisation work-life balance is possible, regardless of gender. In other parts of the business it isn’t readily available for anyone.

Some people said work-life provisions were only for parents

I feel that employees with children are given far, far more flexibility over their hours of work than employees without children. Why is it seen as OK to have time off to attend a school play but not an afternoon exhibition opening, for example. Why is that people with children often state they can’t work late because of the kids but those without are often expected to work additional hours?

Another group of comments referred to the unavailability of flexible hours or working from home or part-time work.

As a single parent family I am very frustrated by inability to work from home, do part-time hours. Management within organisation make you feel bad if you put family first, however day to day co-workers very supportive.

I could work from home just as well if not for company policy stopping me.

Bring on flexible work hours, i.e. work between 7am and 6pm. This would enable me to attend to personal business.

4.0
Discretionary effort and employee engagement
A group of statements selected from other studies was used to measure aspects of employee engagement (EEO Trust, 2007; Corporate Leadership Council, 2002 and 2004). 
Discretionary effort is one aspect of employee engagement, and was measured by the first statement on willingness to put in extra effort at work. Figure 7 shows that in this study discretionary effort was higher than the other aspects of employee engagement, although all aspects score highly.  
Section 4.1 presents analysis of discretionary effort, while section 4.2 presents analysis of a score for employee engagement across all items in this section.

Figure 7: Employee engagement and discretionary effort
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4.1
Discretionary effort – willing to put in extra effort to get job done

Nearly all the respondents (98%) said they were willing to put in extra effort to get a job done when needed. Only 0.5% disagreed, with 1.5% neutral. As agreement is so high, we have compared the differences between “strongly agree” and “agree”. 

There was not a clear relationship between work-life balance and discretionary effort. As Figure 8 shows, while those who strongly agreed that they had good work-life balance were most likely to say they would go the extra mile if needed (73%), this was not markedly ahead of those who did not have good work-life balance (66%). And those with poor work-life balance were more likely to go the extra mile than those who just agreed, rather than strongly agreed, that their work-life balance was good (52%).

Figure 8: Discretionary effort, by work-life balance
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4.2
Score on employee engagement 

Employee engagement and commitment were high across the board with a high combined agreement score. This is associated with good work-life balance (see Figure 9).
Figure 9: Employee engagement by work-life balance
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4.3 
Comments on discretionary effort, engagement and productivity

Comments relating to this section fell into three main categories: the negative impact of high workload on job satisfaction and productivity; the negative impact of workplace structures, conditions and administrative procedures on job satisfaction and productivity, and not feeling valued or appreciated for extra effort. These comments show the problems related to poor engagement are within the control of the workplace, for example, workload, structures and processes, and valuing staff and showing recognition of extra effort.

Negative impact of high workload

I have been made to feel unproductive because I feel I can no longer perform my job at a level which exceeds all expectations because of demanding long hours and without a day in the weekend off and staff shortages.

Not feeling valued by management and organisation

I do go the extra mile to get the job done and do it to the best of my ability. It’s just a shame that management don’t appreciate it.

Extra effort is recognised by my manager but not the organisation.

I have worked here for years and have regularly put in periods of very intense effort when required. However, this has been a one way street with the organisation being the only one benefiting from my extra efforts. I recently realised that the period of intense effort was becoming the norm, (i.e. it was several months, not days or weeks). When I alerted senior management about this ongoing unreasonable workload, the response was pathetic. This organisation has used up all the good will that I had; I am no longer prepared to put in extra effort.

Negative impact of workplace structures and processes

Structures, procedures and priorities within the organisation prevent me 


from being as productive as I want and could be. 

Administrative responsibilities seriously affect my ability to be productive

  in a professional capacity and reduce my enthusiasm for the job.

A small number of comments were positive 
Despite being committed to achieving a good work-life balance (and admittedly failing to do so at times) my career has continued to move forward in this organization.

Prior to this position, I averaged about 4 years in a job before moving. I have been here 12 years now with no plans to change. The reason – this is the first and only employer, whether public or private sector, I have worked for who has always done what they have said they would do, and that applied to all of my terms and conditions of employment, not just work-life balance. I therefore trust them and reward that trust with loyalty. 

5.0
Self-reported productivity

A large majority of respondents (84%) felt they were very productive in their job, with one third (35%) agreeing strongly. Only 4% disagreed and 11% were neutral (Figure 10).
Figure 10: I feel I am very productive in my job
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6.0 
Relationship between work-life balance, work-life provisions, work-life culture, discretionary effort, employee engagement, and productivity
The complex relationships between these six factors are presented in three sections below. The first section looks at the relationships between availability of work-life provisions, work-life culture, and engagement, including discretionary effort. Section 6.2 draws together evidence presented in each section of the report on the relationships of each of these factors to work-life balance. Section 6.3 then looks at each factor in relation to productivity.
6.1 
Work-life balance

Availability of work-life provisions and a positive work-life culture were strongly related to good work life-balance, as shown in sections 2.2 and 3.2. In turn, good work-life balance was related to greater engagement, though this was not a strong relationship (see section 4.2). The relationship between work-life balance and discretionary effort was mixed, with high discretionary effort linked to both high work-life balance and poor work-life balance.

6.2 
Availability, culture and engagement

The scores created for each of the key sections of the survey – perceived availability of work-life provisions, work-life culture, and self-reported discretionary effort and employee engagement – were analysed in relation to each other with statistical testing applied
. This showed that the three are related, with the strongest, clearest relationships being between culture and employee engagement, and culture and provisions. The direct relationship between provisions and employee engagement was weaker. A statistical multivariate analysis
 showed that culture had the strongest effect on employee engagement. This confirms the importance of workplace culture in achieving maximum benefit from offering work-life provisions.
As Figure 11 shows, 80% of those in the top group of respondents on the work-life culture score were also in the top 20% of respondents for the employee engagement score. In comparison, 50% of those in the bottom group of the work-life culture score were in the bottom 20% of the employee engagement score.

Figure 11: Work-life culture by employee engagement
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A similar relationship was found between work-life culture and the single question on discretionary effort. Those in the top group on the work-life culture score (84%) were much more likely than those in the middle (59%) or bottom (52%) groups to strongly agree that, when needed, they were willing to put in extra effort to get a job done.

There was also a strong relationship between respondents’ ratings of their workplace’s work-life culture and availability of work-life provisions. Having a high score for work-life provisions was related to a higher work-life culture score. Conversely, having a low score for work-life provisions was related to having a lower work-life culture score, as shown in Figure 12.
Figure 12: Work-life culture by availability of work-life provisions
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A similar pattern was found between availability of work-life provisions and employee engagement but it was less marked (Figure 13).

Figure 13: Perceived availability of work-life provisions by employee engagement
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Discretionary effort had positive relationships with availability of work-life provisions, work-life culture and employee engagement (Figure 14).

The relationship between availability of work-life provisions and discretionary effort was strong. Those in the top group for work-life provisions were also more likely to agree strongly that, when needed, they were willing to go the extra mile to get a job done: 71% compared with 57% of the middle group and 55% of the bottom group on the work-life provisions score.

There was also a strong relationship between work-life culture and discretionary effort: 84% of those in the top group on the work-life culture score strongly agreed they would put in extra effort to get a job done when needed, compared with 59% of those with a mid-range work-life culture score, and 52% of those with a low work-life culture score.

Figure 14: Relationship of work-life provisions and work-life culture with discretionary          effort
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Discretionary effort also showed a strong relationship to employee engagement, with 88% of those in the top group on employee engagement strongly agreeing that they would put in extra effort to get a job done when needed, compared with 42% in the bottom group for employee engagement.

6.3
Relationship with self-reported productivity

Self-reported productivity had strong and clear positive relationships with both work-life culture and employee engagement, but the relationship with perceived availability of work-life provisions was less clear and strong (Figure 15). This finding was confirmed by statistical analysis
 which suggests that employee engagement has the strongest relationship with productivity, with work-life culture as an intermediate effect.
It is statistically significant that 64% of those in the top group for work-life culture strongly agreed that they were very productive in their job, compared with 31% of those in the bottom group. And 64% of those in the top group for employee engagement said they were very productive in their job compared with 12% in the bottom group. 
Again this points to the important role of workplace culture in the relationship between work-life provisions and positive business outcomes of employee engagement and productivity.

Figure 15: Relationships of work-life provisions, work-life culture, employee engagement with self-reported productivity 
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Discretionary effort also showed a strong positive relationship with self-reported productivity: 48% of those who strongly agreed they would put in extra effort to get a job done also strongly agreed that they were very productive in their job, compared with 17% who agreed, but not strongly, that they would put in extra effort.

Productivity did not have such a strong relationship with work-life balance. Those who agreed strongly that they were very productive in their job (24%) were twice as likely as those who disagreed (12%) to agree strongly that they had good work-life balance. Just over half (56%) of those who agreed they were very productive also agreed they had good work-life balance compared with 44% who disagreed. 
Differences were smaller when considering the proportion of those who had a good work-life balance who agreed (86%) or strongly agreed (38%) that they were very productive compared with those who did not have a good work-life balance (81% and 33%), as shown in Figure 16.

Figure 16: Self-reported productivity by work-life balance
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6.4 
Summary

Employee engagement predictably has the strongest relationship with self-reported productivity. Work-life culture is an important contributor to the impact of work-life provisions on employee engagement and productivity. 
While work-life balance is positively related to engagement and self-reported productivity, the relationships are not as strong as those between work-life culture and engagement and productivity. No clear relationship was found in this study between work-life balance and discretionary effort.

7.0
Organisational/workplace differences

There were large differences between the 15 organisations on all the factors investigated in this study.
Levels of disagreement with the statement “I have a good work-life balance” ranged from 6% to 33%. Similarly, agreement ranged from 38% in a small workplace, 42% in a larger workplace, to 100% in one small workplace. Employees in small workplaces tended to report greater satisfaction with work-life balance than those in medium-large organisations.

There was high variation amongst organisations on employee ratings of the availability of work-life provisions. Proportions of employees rating their workplace in the high score category for availability of work-life provisions ranged from 14% to 100%. Low score ratings varied from 0% to 46% of employees in a workplace.

There were statistically significant differences in work-life culture ratings for the 15 different organisations. The proportion of employees rating their organisation in the top score for work-life culture ranged from 7% and 9% at the bottom end (both large organisations) to 71% at the top end (a small organisation). No employees of the small organisation rated it in the lowest work-life culture score group. The two large organisations had the highest proportion of employees rating them in the bottom group on the work-life culture score. One large organisation was inconsistent in having quite a high proportion in both top and bottom culture ratings, suggesting that opinions may differ in different parts of the organisation.

Consistent with the findings on work-life provisions and culture, there was wide variation across workplaces in reported levels of employee engagement, discretionary effort and self-reported productivity. These differences were not related to size or type of organisation.

From 11% to 69% of employees reported high levels of engagement, and from 5% to 43% reported low levels of engagement. From 33% to 100% strongly agreed that they would put in extra effort to get the job done. 
Variability in self-reported productivity among workplaces ranged from 11% of employees strongly agreeing to 68% strongly agreeing, and from 50% to 100% total agreement (“agreed” and “strongly agreed”).  

8.0
Demographic differences

8.1
Gender

Women were more likely than men to respond to this survey, but those men who did respond were less satisfied than women with their work-life balance. Only 50% of men were satisfied, compared with 57% of women, while 29% of men were dissatisfied, compared with 22% of women. The remainder were neutral. Due to the voluntary nature of participation in the survey, this does not mean that men in general are more dissatisfied than women, but does indicate that work-life balance is not just a women’s issue. 
These findings are consistent with a number of surveys in New Zealand and overseas reporting poorer work-life balance for men than women (EEO Trust, 2007b) and are also consistent with gender differences in other aspects of work-life balance in this study.
Women (36%) were more likely than men (29%) to report high availability of work-life provisions in their workplace. This was particularly so for the ability to work part-time in their current job if they wanted to (29% of women compared with 15% of men). Men were less likely to believe work-life provisions were for all staff, not just for women with young children (50%, compared to 59% of women). Men were also more likely to experience the impact of work-related travel on their ability to manage their personal life and family commitments (46% compared to 34% of women). However, there were some areas where men were better off than women: they were more likely to be able to vary the number of hours they worked and to choose their rosters and shifts.
Men (22%) were more likely than women (14%) to perceive their workplace as not having a positive work-life culture. While men and women were equally likely to rate their workplace culture highly, women were more likely than men to have a mid-range rating (Figure 17). 
Figure 17: Perceived work-life culture of workplace, by gender
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In particular, men were twice as likely to disagree that men in their workplace could easily take time off work or work flexible hours to spend time with their family (37% compared to 18% of women – Figure 18). Men (41%) were also more likely than women (34%) to disagree that senior managers were good role models for work-life balance.
Figure 18: Men in this workplace could just as easily use work-life provisions
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However, men and women had similar outcomes on employee engagement, discretionary effort and self-reported productivity.

8.2
Age

Age did not show any clear relationship across the different aspects of work-life balance. 
Also, as there were relatively few respondents aged under 25 (n=48) or over 60 (n=33), results for these groups are indicative only and should not be generalised beyond this study.

People aged 45+ are the most engaged of the age groups (Figure 19). In particular, employees aged 45-59 were the most engaged, particularly in the areas of enthusiasm for their job and intention to stay, and also rated their productivity highly, although they tended to rate their work-life balance as low.  

Figure 19: Employee engagement, by age group
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Employee engagement and work-life satisfaction were lowest for 25-44 year olds. Within this age bracket, respondents aged 35-44 felt less supported than those aged 25-34. This is consistent with findings for parents of older children in section 8.3.
Bearing in mind that findings by the youngest and oldest age groups are indicative only due to small numbers, young workers (under 25) in the study had poor awareness of availability of work-life provisions in their workplace and were least likely to rate their workplace highly on work-life culture. In particular, they felt colleagues did not support them using work-life provisions. However, they rated their productivity highly.
Respondents aged 60+ scored high for both satisfaction and dissatisfaction with work-life balance. They showed high awareness of work-life provisions, but rated their work-life culture and discretionary effort poorly. In particular, they felt senior managers were not good role models for work-life balance and that men could not easily use work-life provisions. But they had high enthusiasm for their work and intended to stay.
Productivity ratings increased with age, as shown in Figure 20, but those aged 45-59 and those aged under 25 were most likely to strongly agree that they were very productive in their job
.

Figure 20: Self-reported productivity by age
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8.3
Caring responsibilities

Employees with responsibilities for older children or elderly relatives were less satisfied with their work-life balance, work-life culture and availability of work-life provisions than those with younger children. While those without children were equally satisfied with their work-life balance, they reported lower availability of work-life provisions and a lower work-life culture rating. Employee engagement, discretionary effort and self-reported productivity were highest for those with young children.
In particular, respondents with children found their managers and their organisation more supportive and reported greater willingness to put in extra effort when needed to get a job done. Co-worker support was highest for those with pre-school children. 

Respondents with elderly relatives to care for
 were less likely to see senior managers as good role models for work-life balance, less likely to believe their performance was judged on results rather than face-time and less likely to intend to stay for at least another year.

Employees with young children or no children were most satisfied with their work-life balance. Those with secondary school children or responsibility for elderly relatives were more dissatisfied with their work-life balance. Those with secondary school children were also working longer hours than those with younger children or no children. These findings are consistent with several recent New Zealand studies showing that women are more likely to work full-time once their children are at school, particularly with older children (McPherson, 2005), despite mothers’ preference for part-time work regardless of the age of their children (McPherson, 2006). 
8.4
Effect of other out of work commitments

For those with other out of work commitments, those with study commitments were more dissatisfied with their work-life balance, and less likely to rate their workplace highly for work-life provisions and work-life culture than those with sports or voluntary work commitments. Engagement, discretionary effort and self-reported productivity did not vary according to other out of work commitments.

8.5
Ethnicity

Due to a low number of responses from Pacific and Asian peoples, this analysis relates mainly to responses from NZ Europeans and Māori. Analysis of ethnicity is also affected by the concentration of some ethnic groups in a few of the workplaces in this study with some findings due more to workplace differences than ethnic differences
.  
Everyone but NZ Europeans had high levels of neutral response to the question on their work-life balance, indicating a need for investigation into the cross-cultural relevance of this terminology. However, this study does suggest that there may be low awareness or availability of work-life provisions for workers other than NZ European and Māori. 
Those from the “Other” ethnic group or outside the four main ethnic groups also rated workplace work-life cultures more poorly than other groups. On the positive side is a high level of employee engagement by the Pacific people.
Compared to the other groups combined, NZ European and Māori rated their organisations highly for availability of work-life provisions but were most dissatisfied with their work-life balance. These two groups rated their workplace’s work-life culture similarly at mid-level. Māori reported lower engagement and discretionary effort than NZ Europeans, but NZ Europeans reported lower productivity.
8.6
Type of work/occupation and hours worked
Analysis by type of work is limited by small numbers in the trades, production/transport workers category (n=32), so results for this group are indicative only and cannot be generalised. This group is also concentrated in a small number of workplaces so that outcomes for this group may be due to workplace effects rather than type of work.
Technical and administration/secretarial/clerical workers were most likely to report good work-life balance. Those in non-white collar jobs such as skilled trades/production/transport were least likely to report having a good work-life balance, followed by middle/line managers.

These findings seem inconsistent with later findings on perceptions of availability of provisions for work-life balance, and of work-life culture by type of work, but can partly be explained in conjunction with findings on hours worked. Long hours were related to poor work-life balance, and technicians were least likely to work long hours, followed by administrative/secretarial/clerical staff. Conversely, trades/production workers were most likely to work long hours. Middle/line managers were in the middle.

Trades/production/transport workers and administrative/secretarial/clerical staff were most likely to rate their organisation poorly for provision of work-life options and work-life culture. While technicians rated their organisations more highly than other occupational groups for provision of work-life options, they did not rate so highly for culture. 
These findings are consistent with those on employee engagement. Technicians reported lowest employee engagement, followed by administrative/secretarial/clerical workers and trades/production/transport workers. Similarly, technicians and trades/production/transport workers were less likely to strongly agree they would put in extra effort to get a job done/discretionary effort. Technicians were least likely to say they were very productive. 
Senior managers were more likely than other occupational groups to rate both the availability of work-life provisions and the workplace work-life culture highly. In particular they rated their managers as understanding when they needed to put personal or family commitments first, were most likely to agree that senior managers were good role models for work-life balance, that men in their workplace could easily use work-life provisions and that performance is judged by results, not face-time, and users of work-life provisions are regarded as career focused. 
In line with this, managers at all levels were more likely than other employees to be in the top group for employee engagement and discretionary effort. Senior managers also scored their productivity highly. Sales/customer service workers had positive views of the work-life culture in their workplace, but low ratings of the availability of work-life provisions. Respondents in sales and customer service reported higher employee engagement and felt more productive than other occupational groups. 
Part-time workers were more likely than full-time and long hours workers to rate their organisation highly for work-life provisions. Perceptions of workplace work-life culture are not related to hours worked and there was no difference in employee engagement by hours worked. However, discretionary effort was higher for those working standard full-time hours (30-40) or long hours (41+), and long hours workers (41+) were slightly more likely to feel very productive
. 
9.0
Discussion

Work-life satisfaction levels in this survey (54%) are similar to those found in the Department of Labour’s 2006 survey (52%) but lower than those in a 2007 Ministry of Social Development survey (66%). Both this EEO Trust survey and the Department of Labour survey had low response rates and this one was not a representative national random sample survey, suggesting that although just over half of respondents are satisfied, those who bother to respond to surveys on work-life balance tend to be dissatisfied compared with the general population. 
The biggest differences in results in all areas – provision, culture and engagement – occurred between workplaces, rather than on demographic characteristics. 
Unprompted comments on engagement and discretionary effort indicate the problems are all within the control of workplaces e.g. high workloads, rigid structures and processes, and showing recognition for extra effort. Similarly, most of the reasons given for not using work-life provisions were workplace factors rather than personal factors such as not needing to use them or being financially unable to work less. The comments on work-life culture also concentrated on the impact of high workloads on work-life balance and the lack of appreciation by management of unpaid extra hours worked.
Analysis by demographic factors was limited by small numbers in some ethnic groups and age groups. Ethnicity and type of work/occupation were the two demographic factors common to variability on all the key outcome measures. Both of these also have links to specific workplaces. Beyond these factors, age showed the greatest variability on outcome measures. These findings are indicative only and further research is needed before drawing conclusions on these effects.
However, these findings suggest that workplaces may need to be more effective in the provision and communication of work-life options across different ethnic groups. 

On the positive side, a high level of engagement was shown by the Pacific people, older workers (45-59 years) and parents.

Of those demographic variables that could be reliably analysed, gender and hours worked had least effect on respondents’ perceptions of their organisation’s availability of work-life provisions and work-life culture, and their own engagement and discretionary effort. Gender, being a parent, other caring and outside work commitments and hours of work had least effect on self-reported productivity.

In general, the findings of this study suggest that men, younger and older workers (consistent with those studying or caring for elderly dependents), those without children or older children, those from outside the main ethnic groups and those in lower status occupational groups may not be catered for by current work-life balance approaches. While further research on the demographic relationships with aspects of work-life balance and culture in organisations is needed, the findings of this study suggest that there is a need to move the work-life balance agenda beyond women with young children and white-collar professional and managerial workers.
Senior managers scored higher than other occupational groups on perceptions of their workplace’s work-life culture. This is of concern as research shows the importance of senior managers’ support in implementing work-life balance policies (Rutherford and Ollerearnshaw, 2002; Opportunity Now, 2004; O’Neale, 2005; Johnson and Redmond, 2000; Catalyst, 2002). This indicates a difference between their perceptions and those of other staff. Senior managers do not rate their own work-life balance well and are perceived as poor role models by employees. A quote from one employee in the study exemplifies this:

Lack of flexibility from managers; expectation that I will be at work when they are. Talking about having children is seen as a weakness, having children is seen as something that will hold you back and makes you inflexible. There is no compensation or reimbursement for additional childcare costs incurred when travelling, and high expectations of travelling up the night before rather than being say one hour late for the meeting start time. 
The findings of this study show strong relationships between work-life culture, as perceived by employees, and both their perceptions of the availability of work-life provisions, and their engagement and discretionary effort. The direct links between provisions and employee engagement are less strong and less clear, confirming the importance of a workplace’s work-life culture as the intervening factor
, as found in previous research (EEO Trust, 2007).

A notable finding is the different connection between employee engagement and discretionary effort in relation to work-life balance. While employee engagement is consistent with good work-life balance, discretionary effort is slightly more strongly related to poor work-life balance. This finding is consistent with senior managers and long hours workers being more likely to rate highly on discretionary effort. They are also more likely to report poor work-life balance. However, those working normal full-time hours (30-40 hours) also have high discretionary effort together with good work-life balance. 
Clearly there is not a direct relationship between work-life balance and discretionary effort. As indicated in our review of the research in this area, many factors drive discretionary effort, of which work-life balance may be one (EEO Trust, 2007). Work-life culture appears to be the mediating factor in any work-life balance outcomes, and has been shown to be positively related to both discretionary effort and employee engagement. The perceived availability of work-life provisions also had a strong relationship with discretionary effort.
Similarly, in this study productivity is positively related to all the other variables under investigation, but most strongly to work-life culture and employee engagement.  However, the relationship between productivity and work-life balance, while positive, was not as strong as for culture and engagement.  
These findings suggest that while there are clear links between work-life culture, employee engagement and productivity, and between work-life balance, work-life culture and employee engagement, the direct links between work-life balance and productivity, and between discretionary effort and productivity are not so strong.  

However, discretionary effort and productivity by those with good work-life balance is likely to be more sustainable than that by those with poor work-life balance, as poor work-life balance, particularly through long hours working, can be associated with poorer physical and psychological wellbeing (Leighton, 2005; Dembe et al, 2005), negative family impacts and relationship breakdown (Relationships Forum Australia, 2007), increased absenteeism and lower productivity in the longer term (Yasbek, 2004; EEO Trust, 2007). 
Appendix 1: Sample characteristics

	
	Survey sample (n=880) % 
	NZ workforce %

	Male

Female
	39
61
	54
46

	Under 25

25-34

35-44

45-59

60+
	6

27

33

31

4
	17
20

24

30

8

	NZ European/Pakeha

NZ Māori 
Pacific Island group

Asian group

Other

No response
	81
9

3

4

7
4
	68
15

7

9

1

NZers 11

	Pre-school children

Primary/intermediate

Secondary school

No children
	17
19

16

57
	not available

	Other responsibilities

Elderly relative

Disabled or chronically ill relative

Other

None
	8

3

5

80
	not available

	Out of work commitments

Sports

Voluntary work

Study

Other

No response
	26
19
19

15
40
	not available

	Hours worked typical week

1 – 10

11 – 29

30-40

41+
	1

9

46

45
	6

16

44

34

	Occupational group

Senior manager

Middle/line manager

Professional

Technical 
Admin/secretarial/clerical

Sales and customer service

Skilled trades/production/ manufacturing/transport
Other
	7

16

33
8

22
9

4
1
	) 
)                24
)

11

                 13

                 14
17
21


References

Catalyst, 2002: Making change; assessing your work environment. Catalyst, New York. www.catalystwomen.org
Corporate Leadership Council, 2002: Building the high-performance workforce. A quantitative analysis of the effectiveness of performance management strategies. www.corporateleadershipcouncil.com
Corporate Leadership Council, 2004: The effort dividend. Driving employee
performance and retention through engagement.  


www.corporateleadershipcouncil.com
Dembe, A., Erikson, J., Delbos, R. and Banks, S. 2005: The impact of overtime and long work hours on occupational injuries and illnesses: new evidence from the US. Occupational and Environmental Medicine, 62:588-597.

Department of Labour, 2006. Work-life balance in New Zealand. A snapshot of employee and employer attitudes and experiences. Retrieved September 25, 2006, from www.dol.govt.nz
EEO Trust, 2007: Work-life balance, employee engagement and discretionary effort. A review of the evidence. www.eeotrust.org.nz
EEO Trust, 2007b: Supporting fathers – the role of workplaces. Work & Life Bulletin June 2007. www.eeotrust.org.nz 
Johnson, R. and Redmond, D. 2000: Diversity incorporated. Managing people for success in a diverse world. Prentice Hall, London.

Leighton, P. 2005: Flexible working and the long-hours culture: a research review. Equal Opportunity Review, February 2005, No. 138:10-15. 
McPherson, Mervyl, 2005: Part-time work and productivity: trends and initiatives. A life course approach. Equal Employment Opportunities Trust.

McPherson, Mervyl 2006: New Zealand cultural norms of parenting and childcare and how these relate to labour force participation decisions and requirements. Families Commission Blue Skies Report No. 14/06, Wellington.
Ministry of Social Development, 2007: The Social Report 2007.

O’Neale, Rosalyn Taylor, 2005: 7 Keys 2 Success. Unlocking the passion for diversity. Llumina Press, Coral Springs.

Opportunity Now, 2004: Diversity dimensions – integration into organisational culture. London.

Relationships Forum Australia, 2007: An unexpected tragedy. Evidence for the connection between working patterns and family breakdown in Australia. 
www.relationships forum.org.au
Rutherford, S. and Ollerearnshaw, S. (2002): The business of diversity. How organizations in the public and private sectors are integrating equality and diversity to enhance business performance. Scheider-Ross, Andover, Hants.
Weson, R., Gray, M., Qu, L. and Staton, D. 2004: Long work hours and the wellbeing of fathers and their families. Research Paper No.35, Australian Institute of Family Studies.

Yasbek, Ph. 2004: The business case for firm-level work-life balance policies: a review of the literature. Department of Labour, Wellington. 







� Also confirmed by multivariate statistical tests.


� Response rates within workplaces varied from 100% in some small to medium workplaces to as low as 5%-10% in some of the large workplaces.


� Adding responses to questions on perceived availability of flexible start and finish times, flexible hours, using sick or special leave to look after family members, taking unpaid leave or arranging hours to fit in sport or cultural activities or study, arranging to work part-time in current job if wanted, and availability of provisions to all staff, not just women with young children.


� The chi square test for independence was applied with all relationships significant at beyond p<0.00001. 


� Using ANOVA, p<0.00001 for culture, p>0.5 for provisions.


� Multivariate analysis of variance found employee engagement had the strongest relationship with self-reported productivity, but that the work-life culture score was the main predictor of employee engagement, rather than perceived availability of work-life provisions.


� Note: there were relatively few respondents aged under 25 (n=48) or over 60 (n=33) so results are indicative only and should not be generalised beyond this study.


� Note: there was a relatively small number of respondents with responsibility for elderly relatives (n=73) so these results should not be generalised beyond this study.


� In particular, findings for Māori seem to differ depending on the workplace. However, both Māori and Pacific workers in the study were highly concentrated in the same workplaces, yet had quite different outcomes on perceptions of work-life provisions and culture, suggesting a real difference by ethnicity.


� Note: research at inter-country level and organisation level reviewed by the EEO Trust (2007) shows long hours are not actually related to greater productivity. 


� Also confirmed by multivariate statistical tests. See footnotes 4 and 5 for details.


� Those who gave their ethnicity as “Other” were mainly “New Zealanders” (3%) or non-NZ European, British, American or Australian (2%). All the other groups made up less than 1% each, but included people from South Africa, Africa, and the Middle East and some people of mixed ethnicity. 
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