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This paper reviews the literature in
the domain of Work-Life Balance.
It accentuates the importance of
broadening the current narrow fo-
cus which looks at balance, prima-
rily between “work” and “family”.
The paper proposes a conceptual
model to be tested empirically. The
construction of a robust scale for
measurement of Work-Life Balance
is emphasized. The proposed model
focuses on the correlates of Work-
Life Balance construct and its re-
lationship with other variables
such as employee engagement,
emotional conson-ance/dissonance
and turnover intention. Theoretical
and practical implications of re-
search in this domain are discussed
with a focus on areas for future re-
search.
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Work-Life Balance- Who is it for?

Work-Life balance is at the core of
issues central to human resource devel-
opment (HRD). Grzywacz and Carlson
(2008) provide evidence to the effect
that, implicitly or explicitly, work—fam-
ily balance is at the core of HRD’s ma-
jor functions and that it may be a pow-
erful leverage point for promoting in-
dividual and organizational effect-
iveness.

Work family balance is at the core
of HRD s major functions and that
it may be a powerful leverage point

for promoting individual and orga-
nizational effectiveness.

Work-Life Balance (WLB) has been
an issue of concern for the last few de-
cades. The current context of globaliza-
tion and the changing nature of work
have provided the impetus for this topic.
The current work scenario is marked by
the fast pace of change, intense pres-
sure, constant deadlines, changing de-
mographics, increased use of technol-
ogy and the co-existing virtual work-
place. Juxtaposed with this, the
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increase in average income and rise in
living standards have individuals striv-
ing for better work atmosphere, im-
proved family and personal life. Today
is the time when employees want it all.
It is not restricted to one domain of
work or life but rather a rich synthesis
of the two. “Generations X and Y are
keeping the pressure on companies to
devise flexible, innovative options that
give high-performing employees more
choice and control in managing the
competing demands of work and fam-
ily” (Klun 2008).

WLB metaphor is a social construct
located within a particular period of time
and originating in the western context.
Research in this domain emerged at a
time when the number of women enter-
ing the labor market grew and resulted
in a focus on working mothers and dual
earner families. Also, the stress and
burnout associated with workplace
changes in the 1980s and 1990s reflected
debate around “work family conflict”
(Lewis, Gambles & Rapaport 2007). A
shift from “work family” and “family
friendly” policies with their implicit fo-
cus on women, especially mothers, to
“work life”, the precursor of the more
recent WLB discourse began in the
1990s (Lewis et al 2007). Nevertheless,
much of the research in this domain still
focuses on work and family.

Other terms that are used to refer
to this domain include work-family bal-
ance, work-family conflict, work-fam-
ily integration, and family friendly poli-
cies. All of these terms make the con-
cept restrictive by their focus on only

women with families. Focus on single
individuals and those without caring re-
sponsibilities (of children or elders)
though present is extremely limited.
Ransome (2007) introduced what he
called “total responsibility burden”
which includes “recreational labor”.
This acknowledges, the fact, that indi-
viduals need to express and satisfy their
need for enjoyment and leisure. On the
converse, outside formal, paid employ-
ment, there is unpaid work, like caring
responsibilities, cooking, cleaning, etc.
and leisure time is just a fantasy
(Collins 2007).

WLB is a much broader concept
requiring attention not just of mar-

ried, with children couples or work-
ing mothers but of working indi-
viduals at large.

WLB is a much broader concept re-
quiring attention not just of married,
with children couples or working moth-
ers but of working individuals at large,
whether or not they are married, and
whether or not they have family obli-
gations. Intensification of work and
technology that blurs the boundary be-
tween work and the rest of life provides
challenges for one and all. Competitive
and customer pressures have forced
companies to rationalise and restruc-
ture, and as a consequence less people
have to do more work (Poelmans,
Kalliath & Brough 2008). WLB should
not only mean a balance between work
and family but between work and the
rest of life activities. By relating WLB
to career stage, Sturges (2008) includes
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younger professionals without family
responsibilities into the domain. It is an
all encompassing issue that is pertinent
for anyone requiring personal space.
Seen this way, this concept has relevance
to a larger audience. The narrow
conceptualization of WLB portrays the
individual as being torn between the de-
mands of work and family. It looses
touch with the very essence of being
human. Human life is not just about ne-
cessity but also about choices and by
acknowledging that individuals need to
pursue their own desires and satisfy their
needs, a subjective character of WLB is
introduced which has its own intrinsic
utility.

WLB should not only mean a bal-

‘ ance between work and family but
between work and the rest of life
activities.

According to Guest (2002), WLB
has relevance for all individuals. He has
delineated the domains of work and, as
he calls it, “the rest of life”. Thus, the
concept no longer remains in the purview
of only the working individuals with
families. The impetus for research on
WLB has been stimulated by the arrival
of Generation X, a cohort of workers
who give greater priority to seeking bal-
ance between work and the rest of life
(Guest 2002).

Definition of Work-Life Balance
“Work” and “Life” have fuzzy defi-

nitions in literature (Guest 2002) where
work is paid employment and life is ev-

erything outside of the formal employ-
ment but is usually used to connote the
realm of family or home life. The con-
cept is ambiguous and is seen to derive
from sexual/gender division of labor and
this renders WLB its narrow focus
(Ransome 2007). Kossek and Ozeki
(1998) highlighted that WLB is equally
important for both men and women, and
that men are equally burdened by the
work and family responsibilities. His
conceptualization still remains narrow in
that though the earlier rhetoric of WLB
for working mothers has been criticized,
it still remains in the purview of work
and family.

Further, we need to understand
what do we imply by “balance”? Is it
an equal distribution of work and the
rest of life? Is it possible to ensure that
at all times there is an equal distribu-
tion? If it is, in what terms is the dis-
tribution? Is it a distribution of time,
energy, emotions? According to Guest
(2002), the term Work-Life Balance is
in itself a misnomer. Given the fluid
nature of needs and respon-sibilities
and their changing nature at different
life stages, the division of activity will
neither be easy to measure nor equal,
and therefore notions of negotiation,
cooperation and compro-mise, reci-
procity and comple-menta-rity might
be better terms than balance (Ransome
2007). In speaking of a concept of
WLB there seems to be an assumption
that the scale of balance is tilting more
towards the work sphere (that work
predominates) and hence the need for
a balance with life.
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Is WLB a concept that can be ob-
jectively defined in terms of number of
hours spent at work and with family or
is it a felt state, an experience? If it is
the latter, how stable is it? Does the
feeling of there being a balance or not
change dynamically day to day or is it
more consistent? Does each individual
not define his or her own optimum bal-
ance? A person can perfectly expe-
rience ‘work—family balance’, even
though work ‘weighs more’ than fam-
ily, and in a consistent way in the course
of a whole lifetime. Each person ex-
periences balance in a different way
(Poelmans et al 2008, Muna & Mansour
2009). Moreover, one can have work-
life conflict and yet still have WLB de-
pending on how Work-Life Balance is
defined (Poelmans et al 2008). The feel-
ing of whether there is a balance or not
is perceived by the individual. It may
not be there in objective terms, if one
is to consider the number of hours one
is working or the involvement/preoccu-
pation with work even when one is at
home. Still, the individual may expe-
rience a WLB. Thus, it becomes that
particular individual’s perception or
experience of a balance. Nobody else
can define the balance for him/her.

Work family conflict is an inter-

‘ mediate state in a continuous pro-
cess of creating harmony be-tween
work, family and personal life. \

The importance given to work and
family in one’s life seems to be a cru-
cial determinant of the experience of
WLB. Work family conflict is an inter-

mediate state in a continuous process
of creating harmony between work,
family and personal life (Poelmans et
al 2008). People strive for meaning and
are then willing and capable of tolerat-
ing prolonged periods of imbalance and
disharmony. Does this not mean that if
people find meaning and fulfilment in
their work, WLB takes a backseat and
no longer remains a pertinent issue? In
this sense then, centrality of work or of
the rest of life will determine how one
perceives one’s WLB and where the
scale will tilt.

Work Family Conflict & Work
Family Enrichment

Further we find that the domains of
“work” and of “life” seem to have a
bearing on one another. Only recently
has this view been expanded to include
the positive spillover as well, which is
called work family facilitation (Grzy-
waczl et al 2007) or enrichment
(Greenhaus & Powell 2006). Further,
Friedman and Greenhaus (2000) focus
on the conflict-enrichment dimension of
family and work life. Conflict shows the
incompatibility between the two
whereas enrichment reflects the com-
patibility between them. The major
finding of this research may be summa-
rized as below:

Work-family conflict is an obstacle
to achieving effectiveness and satis-fac-
tion in important life roles.

i) Work-family conflict represents the
extent to which work and family
roles are incompatible and interfere
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with one another (Greenhaus &
Beutell 1985).

i1) There are two directions of work-
family conflict: work-to-family con-
flict, in which work interferes with
family life, and family-to-work con-
flict, in which family interferes with
work life.

iii) Work-family conflict is an obstacle be-
cause when work interferes with fam-
ily, satisfaction or effectiveness in fam-
ily life is restricted, and when family
interferes with work, satis-faction or ef-
fectiveness at work is restricted.

iv) Therefore, a work-family conflict
perspective views work and family
as “enemies” (Friedman & Green-
haus 2000).

When it concerns Work family En-
richment, their findings were as under:

i) Work-family conflict is an obstacle
to achieving effectiveness and satis-
faction in important life roles.

i) Conversely, work-family enrichment
facilitates the achievement of effec-
tiveness and satisfaction in impor-
tant life roles.

iii) Work-family enrichment refers to the
extent to which experiences in one
role improve effectiveness and posi-
tive feelings in the other role.

iv) There are two directions of work-
family enrichment: work-to-family
enrichment, in which work enriches
family life, and family-to-work en-
richment, in which family en-riches
work life.

v) Work-family enrichment is a facili-
tator because when work enriches
family, satisfaction or effectiveness
in family life is enhanced, and when
family enriches work, satisfaction or
effectiveness at work is enhanced.

vi) A work-family enrichment pers-
pective views work and family as
“allies” rather than “enemies.”

In a similar vein, a meta analytic re-
view done by Byron (2005) focused on
work family con flict as seen in work
interference with family (WIF) and
family interference with work (FIW). It
was found that those with high job in-
volvement tended to have higher WIF
than FIW whereas those high on family
involvement tended to have the same
FIW (and WIF) than those who were
low on family involvement. Does this
not point to the stronger role work plays
in causing a detrimental effect on fam-
ily? In another review of work family
research between 1980 and 2002 it was
found that there was an unfavorable
relationship between work and family
variables. Gender differences in the
antecedents of WFC have also been re-
ported unlike in the review done by
Byron.

Responsibility of the Organization
or the Individual?

In the WLB discourse there are two
overlapping yet distinct threads. One fo-
cuses on human agency and is at the in-
dividual level whereas the other focuses
on what measures of workplace flexibil-
ity are provided by the organi-zation.
The critical question is whether WLB is
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for the individual to achieve and main-
tain or is it the responsibility of the em-
ployer? In the former discourse, research
has looked into WLB as a personal
choice. In addition, values, worker type,
role demand and conflict are some of the
elements this domain has emphasized. In
the second discourse, research has fo-
cused on the family friendly policies of-
fered by organi-zations including flex-
ible work arra-ngements. Recently it has
been acknowledged and research has
looked into the individual differences in
the use of flexible work arrangements.
Support from spouse at home and boss
at the workplace have also been found
important in achieving a WLB. Work
Life Imbalance and its consequences on
employee health, the home and work-
place has also found place in the research
in this domain.

‘ The 10 best organizations, which
Fortune (2009) quote, are the ones,
where employees feel encouraged
to balance their work and personal

lifef.

In Fortune’s 100 best companies to
work for, each company was ranked on
the basis of what it did towards “Work-
Life Balance” of its employees. Three
aspects within work life were surveyed;
job sharing, compressed work week and
telecommuting. The 10 best organiz-
ations, which Fortune (2009) quote, are
the ones, where employees feel “encou-
raged to balance their work and personal
life”. The list of Fortune 500 companies
with work life balance interventions are
provided below :(http://money.cnn.com/

magazines/fortune/bestcompanies/2009/
benefits/work_life.html)

1. SAS

2. Johnson Financial Group
3. Recreational Equipment
4

MITRE (Non-Profit-Research Arm,
US, Govt)

Shared Technologies
Nugget Market
Wegman’s Food Markets

Edward Jones

© ®©® 3 W

Campden Property Trust
10. Mattel

Mattel, for example, provides 13
paid holidays, two paid days to volun-
teer in schools, two onsite child-care
centers, five paid days of parental leave
(for new mothers and fathers), adoption
assis-tance, half-days on Fridays all year
long, and onsite toy stores that offer dis-
counts, to their employees. Wegmans
Food Markets rolls out free yoga classes
at each of its stores.

Another case in point, is that of
Accenture as detailed by Klun (2008).
Accenture’s own internal polling reveals
that for a sizeable majority (83 percent)
of its employees across all generations,
the ability to manage worklife issues will
impact their commitment to stay with the
company. In a survey done internally, it
was found that equally between genders,
32 percent have turned down a role in
the past two years or considered leaving
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because of WLB concerns. Accenture
has developed an array of work-life ini-
tiatives to give employees the time and
flexibility important to them. As Klun
outlines, these initiatives include flex-
ible work arrangements and programs
such as:

“Back-Up Dependent Care”, which
makes in-home or center-based care
available for any dependent when
regular care arrangements break
down.

—  “Lifeworks”, a free and confidential
resource that provides information
on a broad range of topics—from
online health coaching to ergo-
nomics assessments—as well as ac-
cess to experts in many areas, includ-
ing legal and financial.

— “Future Leave” is among the most
successful programs, “one that has
given Gen X and Y employees and
baby boomers alike the flexibility to
address the personal and family is-
sues they face at their particular
stage of life while preserving prom-
ising or well-established care-ers”.
It is a self-funded sabbatical of one
to three months for any activity em-
ployees believe would enrich their
lives, their families, or their commu-
nities. This program is now available
for all US employees below the se-
nior executive level who have been
with the company for at least three
years. The permanent program al-
lows employees to take Future Leave
every three years. On an average, 50
employees each quarter are away
from their jobs on Future Leave sab-

baticals. Thus, Future Leave is one
endeavour that provides employees
with the flexibility to address vari-
ous generational work-life issues and
enables Accenture to retain the high
performers.

Future Leave is one endeavour that
‘ provides employees with the flexi-
bility to address various gen-
erational work-life issues and en-

ables Accenture to retain the high
performers.

Deloitte, Cisco Systems, Juniper
Networks and Accenture have the high-
est percentage of regular tele-commut-
ers, those who work at home at least 20%
of the time (http://money.cnn. com/
magazines/fortune/bestcompanies/2009/
benefits/telecommuting.html). The per-
centage of regular telecommuters for
Deloitte is 90, for Cisco Systems is 85,
for Juniper Networks is 75 and for
Accenture is 67.

Individual & Organizational
Outcomes

Research by Parasuraman and
Greenhaus (2002) documented that the
segments of the workforce may be sub-
ject to unique work/family press-ures,
yet often have few sources of support.
The under-representation of these groups
of individuals with potent-ially difficult
types of work/family pressures repre-
sents a major gap in work/family re-
search and employers’ understanding of
their needs. Typically, studies have fo-
cused on employed men and women who
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are married or living with a partner or
those with children.

e From the employer and employee
viewpoint, the changing nature of
what constitutes family is one of
the complications of today’s soci-
ety.

e As human resource professionals
design policies and programs to ad-
dress employee retention, job sat-
isfaction, employee morale, and
productivity, this research warrants
serious consideration.

In the 2005 National Work/Life
Benchmarking Study in US (Society for
Human Resource Management 2000), it
was found that:

e An average of 37% of staff in
organisations responding to the
study is using some form of flex-
ible work option.

e 17% of organisations say they have
seen an increase in turnover related
to the lack of flexibility in the work-
place.

e 70% say that their future priority is
to provide guidelines for leaders to
ensure decisions regarding each
employee’s access to work/life poli-
cies and programs are made fairly
and equitable.

The most consistent turnover predic-
tors in research have been job satisfac-
tion (Mobley 1977, Price 1977, Spector
1977), organizational commit-ment
(Huselid & Day 1991, Meyer & Allen

1991, Mowday, Porter & Steers 1982)
and turnover intention (Griffeth, Hom &
Gaertner 2000, Steel 2002, Tett & Meyer
1993). More recently resear-chers have
investigated the impact of family life on
work related behaviour, specifically
turnover (Eby et al 2005, Greenhaus &
Powell 2003). Yet little research has
been conducted on impact of work life
on the turnover process (Greenhaus et
al 1997). Further Emo-tional Dissonance
has been studied in the Indian context
by Mishra and Bhatnagar (2009), but as
a moderator to life and work satisfaction
and it’s linkage with employee engage-
ment and turnover intention it has not
been investigated.

Earlier research has found WLB to
be positively related to both organi-
zational and individual outcomes such
as giving the employees flexibility,
infor-mation, and financial assistance
can improve the organization’s finan-
cial performance and raise employee
satis-faction and labor productivity
(Perry-Smith & Blum 2000, Konrad &
Mangel 2000), employee-organizational
commit-ment and attachment (Wang &
Walumbwa 2007) and organizational
citizenship behavior (Lambert 2000
cited in Wang & Verma 2009). Many
employers continue to strive to create
better WLB in order to:

e Increase employee commitment and
engagement

e Improve retention

e Improve mental health and pro-
ductivity (Gallinsky 2005).
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Further, WLB is also expected to
have a positive impact on employee
engagement. Employee engagement, in
fact, can make or break the business
bottom line (Lockwood 2006). Martel
(2003:30, 42) is of the opinion that, in
order to obtain high performance in
post-industrial, intangible work that
demands innovation, flexibility, and
speed, employers need to engage their
employees. Engaging employees—es-
pecially by giving them participation,
freedom, and trust—is the most compre-
hensive response to the ascendant post-
industrial values of self-realization and
self-actualization. Performance data of
the best companies in the US, show that
in all the practice areas discussed pre-
viously, objectives are more easily met
when employees are engaged and more
likely to fall short when they are not.
SHRM Conference (2006) reported the
result of a new global employee engage-
ment study showing a dramatic differ-
ence in bottom-line results in organiza-
tions with highly engaged employees
when compared to organi-zations whose
employees had low engagement scores
(Bhatnagar 2007: 645). Yet little re-
search has been done on Employee En-
gagement as an outcome of WLB at the
individual level.

Further, Rajyadaksha and Smita in
2004 indicated that, in the Indian con-
text, there are very few research studies
examining work and family from an or-
ganizational perspective. No attempt has
been made to answer the question, why
in spite of three decades of research on
women’s studies and working women
have Indian organi-zations not evolved

family friendly measures for employees?
Clearly to arrive at the answer will re-
quire more cross-disciplinary and per-
haps even action research on work and
family (Rajadhyaksha & Smita 2004).
Also, as Delcampo and Hinrichs (2006)
describe, national differences in orien-
tations to self and family could be ma-
jor differences that affect work-family
relationships. They state that overwork
is likely to be perceived as sacrificing
family for one’s own career in the US,
but as sacrificing self for the family in
China. Thus the experience of WLB can
vary for individuals in different cultures.

The experience of WLB can vary
for individuals in different cultures. \

Literature on WLB is vast, branch-
ing out in a number of themes. The
definition of WLB lacks clarity; with
some viewing it as a balance between
work and family and others pressing
for the domain of personal space to be
included as well. Together, family and
the aspect of personal space form the
domain of “life”. Blurring of the con-
cept due to use of various terms like
work family conflict, work family en-
richment, work family integration, etc.
needs to be dealt with as well. Who this
issue is for, is another question that
begs an answer. WLB studies have
grown leaps and bounds in the last few
years, yet currently there is no concep-
tually based scale for the measurement
of work family balance directly
(Grzywacz & Carlson 2007). A ques-
tionnaire to measure WLB (when seen
as a balance between “work” and the
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“rest of life”, including men and
women, both single and married, with
children and without) has now become
critical. Role of one’s national culture
in an experience of WLB may also be
investigated. Looking at the gaps
pointed out by literature, we propose
the following model to be tested:

By developing a robust questio-
nnaire on WLB, which would tie the
various research strains found in the
literature

To investigate the relationship be-
tween WLB, emotional conso-nance/
dissonance, employee engage-ment
and turnover intention of an indi-
vidual (see figs. 1 & 2 for the pro-
posed model).

Fig. 1: Model for WLB, Emotional Consonance, Employee Engagement and Turnover Intention
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An individual will put effort in a
domain depending on what is most cen-
tral to him/her- his work, family or per-
sonal space. Thus, if work is central, the
individual is likely to put more effort
in this domain. How well that effort is
rewarded in that particular domain and
whether the reward is valued will de-
termine whether there is a perceived
WLB. That perception will in turn es-
tablish whether there is satisfaction
with the overall life, including all three
domains. So an individual may ex-
perience a WLB even when he spends
long hours at work, is not able to de-
vote enough time or energy to his fam-
ily and has no time for himself. But
because work holds a central place in
his life, over and above the need to be
with family, friends or indulge in rec-
reational activities, and because he val-
ues the rewards he obtains from putting
the effort in his work, he still experi-
ences a WLB. In the same situation a
person for whom family is most central,
may experience work life imbalance. In
other words, if an individual is happy
with his work, there is a sense of WLB.
Thus the study could entail testing the
following propositions derived from the
model above.

Proposition 1- Experience of WLB will
have an impact of higher centrality
of work value in an employee’s life
cycle.

Proposition 2- Experience of WL Im-
balance will be impacted by high
demands at work only when the cen-
trality of family value is higher to
an employee.

Proposition 3- Higher the need of the
employee for personal space, fam-
ily and work demands will lead to
an experience of Work Life imbal-
ance.

Proposition 4a) - Higher Work Life
Balance leads to higher Employee
Engagement mediated by emotional
consonance.

Proposition 4b)- Emotional consonance
leads to lower intention to quit me-
diated by Work Life Balance.

Proposition 5- High WLB will lead to
High Employee Engagement, and
low intention to quit.

Proposition 6- Higher the emotional
consonance, higher is the Work Life
Balance mediated by Employee En-
gagement.

Implications for Research

The model needs to be tested
through a questionnaire on WLB to be
developed in an Indian context, which
captures all the variables highlighted in
the model. Further future study need to
investigate whether, WLB construct has
an impact on intention to quit/intention
to stay within the organization? This
line of investigation will provide much
needed insight in to addressing attrition
related issues. It would also have im-
plications on designing interventions
for making the workplace a great place
to work for. This research would have
practical implications for HR interven-
tions. HR interventions addressing
WLB would be a source of employer
value proposition and may in the long
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HR interventions addressing WLB
would be a source of employer value
proposition and may in the long run
provide organizations with a comp-
etitive advantage in the employer
branding domain.

run provide organizations with a com-
petitive advantage in the employer
branding domain. WLB in the employee
life, as provided by employer may over
a period of time lead to a specific em-
ployer becoming an employer of choice.
Practical implications lie in the field of
HRD, where the interventions may be
designed to ensure work and life bal-
ance which may lead to higher em-
ployee engagement and thus lower in-
tention to quit the firm.
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