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Human Resources, Care-giving,
Career Progression and Gender

The issue of care-giving is highly pertinent to government thinking and legis-
lation at present in both the UK and the USA, and is of central importance to
organisations seeking to adopt family-friendly policies and practices. While
much has been written about care-giving, little empirical evidence has been
presented in which to ground the debate. This book looks at the relationship
between care for dependents and career progression using primary empirical
comparative data based on UK and US employee surveys and executive inter-
views.

The authors show care-giving to be a gender neutral glass ceiling, challeng-
ing the traditional perspective of the glass ceiling as the domain of women’s
careers and working lives. The book demonstrates how the career progress of
care-givers depends upon employee time-freedom and how ‘family-friendly’
policies can and do provoke backlash from unencumbered employees, who
may also have high ‘outside’ priorities in their personal lives.

These findings are located within projections of an ageing population and
technological change to argue that individuals, organisations, governments
and HR professionals must urgently address the wastage of human potential
associated with the role of the care-giver in order to sustain current standards
of living. The authors focus upon the role of each stakeholder and outline
policy options and strategies for change available to organisations and govern-
ments.

This book is essential reading for students and researchers of human
resources, those involved in care-giving debates and for human resource pro-
fessionals and policy makers.

Beulah S. Coyne has more than twenty years of human resources experience
in major manufacturing industries. She was the first professional female
employed in Labour Relations at Shell Oil’s Norco, Louisiana, Refinery
Complex. Edward J. Coyne, Sr. is a former Fortune’s 500 executive and is cur-
rently Visiting Professor of Management at Samford University. His
experience includes managing major companies in Australia and Jamaica. He
is the author of Targeting the Foreign Direct Investor (1995). Monica Lee is based
at Lancaster University, UK. She came to academe from the business world
and is now concentrating on mentoring senior managers. She is intrigued by
the dynamics around individuals and organisations, and most of her work is
about trying to make sense of these.
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Preface

This book represents a journey involving five and a half years of research
into the possibilities of reasons for a ‘glass ceiling’ other than discrimina-
tion. The journey began when Professor Monica Lee agreed to accept the
challenge of supervising a mature student with a controversial topic. The
journey has not been an easy one as both student and supervisor suffered
life-threatening illnesses. Both fought back and regained their health,
while being cheered on by spouses and family. The Ph.D. was awarded in
2001 and a book suggested. Professor Edward J. Coyne, after living the
journey and becoming passionate about the subject, joined in the writing
of the foregoing publication. We hope the information shared in the
pages of this book will touch many lives and will influence organisations
and society such that the ‘lot’ of the care-giver becomes a happier one.
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1 Introduction

Caring is the shining thread of gold that holds together the tapestry of life.
Ida V. Moffett, Dean of School of Nursing, Samford University, 1981.

Care-giving responsibilities appear easy to understand. Someone must
look after the children and other dependants. French (1993) points out
that ‘Women have always done it, it is customary.’ Certainly, in the corpo-
ration culture, women are seen as more committed to family than to
career (Schwartz, 1996). Yet, through choice or necessity, not all women
stay at home, and, as Rodgers and Rodgers (1989) observed, ‘working
parents have daily dilemmas: “who will take care of a sick child, who will
get the car repaired, who will let the plumber in, who will go to the soccer
game and/or attend the school conferences?”’ With lone parents, the
answer is obvious – that person has the sole responsibility to ensure that
care is provided. With married or partnered parents the answer is less
obvious, as women increasingly seek to progress in their own careers. For
many an employee with serious family responsibilities, the unintended
side-effects of the standard work week that is imposed by most employers
(UK – 37 hours; USA – 40 hours) has a negative impact upon their career
aspirations.

Helen is 46 years old, married, has a high school/secondary education, has
children and works part time (20 hours per week) and travels another 4
hours weekly. Her partner works full time. She is part of the clerical staff
and earns about 20 per cent of the household income. Helen says that her
family commitments have resulted in poor pay and training. She also thinks
that her employer neither agrees, understands nor supports her care-giving
responsibilities for her children. She is very uncomfortable invoking the
care-giving policies and says that ‘time off (even for holidays) is becoming a
nightmare’. Helen thinks that her career development has been hindered
in the past and at present by her care-giving responsibilities.



This book straddles several disparate areas, particularly Human Resource
Development (HRD), politics, policy making, women’s studies and organi-
sational strategy and governance, to argue that the role of the care-giver is
central to the long-term economic and social viability of nations and
organisations. We present empirical evidence to show that care-giving is a
gender neutral glass ceiling. This fact, teamed with that of a rapidly ageing
workforce, calls for urgent attention to be paid to the problem.

Throughout the book we have inserted short vignettes to emphasise
our argument. All of these describe real people and situations that we
have encountered during the course of our research – only the names
have been changed.

Newspapers, business and agenda magazines, scholarly journal articles,
non-governmental-organisation publications, legislative committee reports
and other such materials are overflowing with ‘facts’, opinion polls, anec-
dotal evidence, horror stories, sociological and psychological explanations
as to why the ‘employment system’ is being unfair to mothers, to children,
to the care-givers and to the care providers. The majority –
childless/‘empty-nesters’ – have also entered the fray with charges that
preference being given to the care-giver employees is at the expense of
the childless/empty-nesters.

2 Introduction

All seek to ‘change the system’ that is seen by some to be oppressive to the
carers of our children and elders and by others to be excessively ‘cod-
dling’ of those who have made the individual choice to be care-givers. At
the hub of the employment system are the employers. Many employers are
sympathetic to the human drama unfolding around them – at times
engulfing them – but all employers must keep a keen eye on their
competitive position – locally, nationally and internationally. Govern-
ments also have a seat at the table. Not only do democratic governments
need to perform their time-honoured task of seeking and leading consen-
sus among the governed but also they must do so within the framework of
the unique, never-before-encountered demographic challenges being pre-
sented at the dawn of the twenty-first century.

How well society provides for those who cannot provide for themselves
is said to be one measure of the term ‘civilised’ society. Yet how to provide
for those who cannot provide for themselves can elicit fierce debate. One
culture or nation may see beauty in the State assuming a large measure of
primary responsibility for providing for the helpless. Another may see

Joe has been employed 12 years, is a Senior Accountant, with a BSc degree.
He is single, 35 years of age, works full time and his mother lives with him.
Joe comments: ‘It appears that if you are single, the firm thinks you have no
other responsibilities and should always be available for them. They don’t
think us singles have a life outside of the firm.’



beauty in looking first to the family of the helpless with the State interven-
ing only when it is apparent that that family cannot or will not provide.
One firm may see beauty in promulgating ‘family-friendly’ policies.
Another may see beauty in treating all employees alike. One family may
see beauty in family self-sufficiency. Another may see beauty in reaching
out for community support. All seek the bottom-line solace of knowing
that the helpless have found help. Surely the devil is in the details and the
debate waxes on not only amongst nations but also, ever more strongly,
within organisations and other elements of the nations themselves.

Webster’s College Dictionary (1991) defines a care-giver as ‘a person who
cares for someone who is sick or disabled, or an adult who cares for a
child’. Diemut Bubeck (1995) pinpointed the essence: ‘care-giving is the
kind of work that needs to be done and it is people that are needed to do
it [that is, cannot be automated]’. Kossek et al. (2001) defined care-giving
decisions as the selection of arrangements for the care of a dependant
while an individual performs the work role. They claimed that one of the
most universal types of non-work decisions that most employees will make
during their careers are care-giving decisions.

Throughout the last few millennium – if not always throughout the
ages – society has placed a high priority on the care of its children and
elders. Society has also placed a high priority on that activity which sup-
ports both self and family – work. The pressures and structures of modern
living have increased the need for more of the able-bodied citizens to
perform remunerative work (usually outside of the home) but have not
relieved the need of children and elders to rely on care-givers for their
care.

Popenoe (1996) summarised the family that existed at the beginning of
the twentieth century by noting that as income-producing work left the
home, so too – during the weekday – did the men. Men increasingly with-
drew from the direct-care parenting and specialised in the provider or
breadwinner role. The Economist (July 18–24, 1998) reported that the tradi-
tional family model developed in the 1940–60s – a male breadwinner and
a mother at home with the children – is not around today for a number of
reasons. Single women, either up until marriage or up until the birth of
their first child, have always worked. In the past few decades growing
numbers of married women are working for pay too. The Economist noted
that working mothers used to be criticised for neglecting their children;
now it is stay-at-home mothers who have to explain themselves. ‘Earnings
for mothers are not just pin money anymore. For the growing number of
single mothers earnings are essential, and in dual-earner families they
often make the difference between just getting by and living comfortably.’
Catherine Hakim, a feminist academic and senior research fellow in the
sociology department at the London School of Economics, as reported by
Moore (1996), stated: ‘two groups of women have emerged in the past 20
years: career oriented and home-centred’. Hakim, in discussing her
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‘theory of divided aspirations’, maintains that only the career-centred get
a hearing from the women’s movement. Tom Scarritt (2002), editor of
The Birmingham (Alabama) News, in an article stressing the need for more
women in leadership positions, cautions:

We must be careful, as we encourage more women to be bank presi-
dents and senators, that we do not discourage those women whose
success and fulfilment comes in their roles as wives and mothers, or
nurses and teachers, or any other of the vital roles that women have
traditionally held. The idea should be to expand the opportunities for
our capable daughters, not to direct them or make judgements about
the paths they choose.

The home-based society in which women worked to supplement their
husbands’ income for extras began to recede a generation ago. Now the
expectation is that both spouses work. The US labour force now includes
more than 70 per cent of all women with children between the ages of 6
and 17 and more than one-half of those women with children less than 1
year old. It is not only a question of who is responsible for very young chil-
dren – but also, is there anyone home to care for adolescents and the
elderly? ‘No one intended that the price for business success should be
“indifference to family” or that the price of having a family should be to
abandon professional ambition’ (Rodgers and Rodgers, 1989).

Men also have care-giving responsibilities. More men are obtaining
custody of their children in divorce cases now than in the past (15 per
cent in the USA and 5 per cent in the UK – with both percentages
growing). Kelly (1991) reported that some men, as well as women, opt for
changing the definition of success so as to have a greater balance between
home and work. Kelly concluded with statistics that showed more men
were becoming the primary child-care provider while their wives were
working (18 per cent). Schwartz (1992) speculated that because women
had not been assimilated fully into business, child-care was not considered
a business issue, nor was flexibility thought to be an important company
priority. She noted, however, that since women made up a large portion
of the nation’s workforce, there was no longer a solid family-support struc-
ture at home. Only 16 per cent of full-time workers went home to a non-
working spouse, according to the US Bureau of Labor Statistics. In
two-career couples, neither parent could expect that the other would
automatically tend to the needs of their children. Since high-quality
affordable day care was rare, many worried parents were permanently
anxious about their children (Schwartz, 1992).

Of the many avenues and institutions involved in our lives, the employ-
ment relationship is central to providing the sustenance for our depen-
dants and ourselves. The focus of this book is on employees with
care-giving responsibilities for dependant children or adults, and the
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effect, if any, such responsibilities have upon the career development and
career progression of employees. This book provides empirical evidence
of the effect of one priority (care-giving) upon another (work). The
greater the deterrent effect (if any) of care-giving responsibilities upon an
employee’s career, the lesser will be the employee’s earning capacity.
Lesser earning capacity translates into lesser ability to provide care for
one’s self and one’s other dependants.

Career progression – like success in any endeavour – requires dedica-
tion of time and effort toward that goal. Though many might wish it
otherwise, in the market-based economies of the developed world the
need for ‘committed’ employees is seen as the sine qua non for long-term
economic survival of any company – regardless of home country. The pre-
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Lynn is a 48-year-old single parent with a Masters degree in Business Admin-
istration. She is a Vice President of Human Resources. Early in her career
she was divorced and assumed responsibility for the care of her two children
while working in a male-dominated industry. Lynn’s career has spanned
nearly 25 years. She recalls that she relied on her family to help with the
care of her older child while she was completing her degree and, later, she
was very fortunate to find for her younger child a babysitter (the sister of a
friend at work) who was flexible and supportive when she had to work long
hours. After the divorce the family relocated and the children became
‘latch-key’ children. They were taught to use the microwave but were not
allowed to use the stove to heat their after-school snack. Lynn says she did
not have the luxury of getting caught up in the 1980s debate about whether
it was better to be at home with your children or to have a fulfilling job.

Lynn now manages the work-life balance programmes and services for
the firm and is able to see the evolution in the support that companies
provide for working parents. ‘When I was raising my children, I did not dare
ask to take extra time off after my child’s birth. I also did not ask to take
time off for doctor’s visits.’ In order to deal with unexpected child-care
needs, Lynn developed a practice of saving her vacation for those emergen-
cies that required her to be away from work. Only in the past few years has
she discontinued this practice. Currently, this practice is used mostly by men
to spend time with their new-born infant and their families and the phrase
‘going undercover’ has been coined to describe it. Having complete parent-
ing responsibilities for her two children hampered Lynn’s participation in
professional organisations and precluded her from taking a more demand-
ing position. When she compares her career progression to that of her
peers, she acknowledges that her care-giving responsibilities were a factor in
the amount of time it has taken her to achieve her current status. ‘Trying to
be there for my children and put in the “face-time” (long hours) required
to impress the boss also led to my neglecting my personal needs during
those years, but I am getting better at taking care of myself everyday,’ she
says.



vailing concepts and/or perceptions of commitment bring ‘time-freedom’
to the fore. Time-freedom to pursue a career raises the question ‘Is home-
base covered?’ Is someone else shouldering the care-giving responsibilities
of the home so that the employee has the time-freedom to pursue a
career? It is a question that faces any employee with care-giving
responsibilities – regardless of gender.

Our modern reality is that females as well as males have career aspira-
tions and that males as well as females have care-giving responsibilities.
However, not all (or even the majority) of employees have care-giving
responsibilities. An employer’s first duty to the community is to be a prof-
itable, going concern capable of providing, at minimum, sustained employ-
ment for existing employees. The empirical evidence reported here
provides a key to understanding the underlying conflict between career and
family. Whilst career/family conflict may well be considered a reality of long
standing, the pressures and structure of modern living have combined to
rocket the career/family conundrum into prominence – and public debate.

An underlying theme of this book is provided by the national demo-
graphics of the developed world. In the words of Peter Drucker:

The most important single new certainty – if only because there is no
precedent for it in all history – is the collapsing birthrate in the
developed world.

(Drucker, 1999)

As firms become squeezed to maintain their competitiveness with an ever-
dwindling existing talent base, in their own interest they will need to
become more aware of an additional pool of under-utilised talent that is
theirs for the asking. Further, declining populations in the Western world
have major gross domestic product (GDP) implications for both
developed and developing countries. And then there are market growth,
production, financial returns, lifestyle effects and more – all of which
suggest the potential (if not the certainty) of political responses. The
potential of political response begets activists and advocates that cover the
full array of opinions – especially in the democracies of the West. Facing
the projected increasing scarcity of talent, nations and firms are likely to
become increasingly intolerant of the human resource wastage that is the
hallmark of today’s ‘standard’ operating practices.

What are the key unanswered questions?

Facts, figures and opinions about aspects of life related to care-giving
abound. So much is being written about who is victim and who is victimis-
ing – and so little is being subjected to the rigour of primary, empirical
research. Basic questions, such as these listed below, cry out for basic
answers.

6 Introduction



• Does caring for children or elders actually affect ability to have a
career?

• Who are being adversely effected? Women? Women and men? Either
or both?

• What are the effects of care-giving on the organisation?
• Are there primary causes of any career-adverse effects that apply to

all? Are there options available?
• Whose responsibility is it to support care-giving?
• What is fair? And ‘fair’ to whom?

In all the efforts designed to sway governmental or corporate action one
way or the other, many well-thought-out opinions are being offered. Much
is supported by secondary research data – a country’s Census reports are
veritable gold-mines of information – but little firm empirical research has
been published. The arguments presented in this book are based on
primary data obtained from both care-givers and non-care-givers, male as
well as female, in both the UK and the USA.

The multiple roots of care-giving issues add depth and richness – as
well as decibels – to the care-giving debates. It seems that each individual
issue spawns its own contested area. Straddling the contested areas of
care-giving are advocates for women’s liberation, individual agency,
government policy, social policy, business policy, organisation and
national culture. This plethora of viewpoints leads to different ways of
investigating the issues. The use of different approaches to the issues
begets the use of different methodologies and different results being fed
back to different communities and fosters a lack of holism in approach
and understanding. HRD, as a discipline that works at the interface
between individuals, organisations and policy, lends itself to helping to
build a holistic picture and can pull disparate strands together. This
empirical investigation of care-giving’s effect upon career progression is
focused at the interface of academia/public policy/practitioner. We
examine a subject matter that by its very nature integrates several fields of
research and their associated methodologies. We believe a holistic
approach is the best way to capture aspects of the issue that have tradition-
ally been overlooked.

Outline of the chapters

The book is divided into three parts. The chapters in the first part bring
together the disparate roots and diverse perspectives on the area in order
to establish a holistic base in which to locate the empirical evidence.
Chapter 2 starts the analysis by locating the area within the literature, and
Chapter 3 moves this forward to concentrate the debate on care-giving,
looking at the contested area of agency that underlies the care-giving
debate – is it the responsibility of the individual, the organisation or the
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State? Chapter 4 takes this further, presenting empirical evidence about
the gender-free impact of care-giving in the USA and the UK.

The second part presents the main research upon which the views
expressed in this book are based. Chapter 5 briefly details the research
population and methodology adopted. The following chapters explore
different foci arising from the research, namely, the impact that care-
giving has upon perceived commitment to work (Chapter 6), upon devel-
opment opportunities (Chapter 7), upon career attainment (Chapter 8)
and for the balance between time available and freedom to pursue a
career (time/freedom) (Chapter 9).

Part 3 builds upon the previous two parts by examining the findings in
relation to the debates outlined earlier. In particular, Chapter 10 starts
this analysis by looking at the importance of the collapsing birth-rate and
demographic changes for care-giving practice. The next two chapters of
the part examine the tensions engendered by time/freedom for the indi-
vidual (Chapter 11) and the organisation (Chapter 12). This leads to a dis-
cussion in Chapter 13 of policy issues and tensions that arise for the State.
Chapter 14 concludes with a discussion and summary of the main points,
suggestions for further research and some policy-related remarks.
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Part I

Examining the area

This part stands back and looks at the roots of the debates about care-
giving and its effect upon career progression. Several academic foci feed
into these debates, thus the debates themselves tend to be quite selective
in coverage – looking at the area from one perspective or another. Our
intention is to develop a more rounded view of the area, in which care-
giving and career progression are examined as core issues instead of being
brought in on one side or another as incidental aspects of other debates.
Through this part, therefore, we seek to establish a holistic base in which
to locate the empirical evidence that is presented at the end of this part
and in the second part.

Chapter 2 starts the analysis by articulating and briefly reviewing key
areas of the literature that have contributed to the development of
debates about care-giving and career development – such as the glass
ceiling and the domestic labour debate. Chapter 3 builds on these to
examine the wider issues that impact upon this area, such as looking at
the contested area of agency that underlies the care-giving debate – is
care-giving the responsibility of the individual, the organisation or the
State? To round off this part, Chapter 4 presents empirical evidence about
the gender-free impact of care-giving in the USA and the UK. In doing so
it establishes empirically the background to the investigations covered in
Part II, as well as providing insight into some of the literature, rhetoric,
ideas and opinions explored in the earlier chapters.





2 Diverse perspectives; diverse
conclusions

This chapter is devoted to an examination of the diverse perspectives from
which the care-giving debate has arisen. Although the intention is not to
present a full history of the area, we shall start with a brief overview of the
development of the concept and the issues associated with it.

Early perspectives were voiced from within the feminist movement and
the domestic labour debate. Although the term ‘glass ceiling’ was first
coined and popularised by the media during the late 1970s, its ‘discovery’
resulted from the work of the feminist movement over the years.

The feminist movement

The definition of feminism incorporates both a doctrine of equal rights
for women (the organised movement to attain women’s rights) and an
ideology of social transformation aiming to create a world for women
beyond simple social equality (Humm, 1992). The first wave of feminism
created a new political identity for women and won legal advances and
public emancipation for women. It was principally concerned with equali-
ties and ‘centres on debates about materialism, about women’s individual
and collective social and political interests and self-determination’. This
wave might be said to have ended around 1949 with the publication of
Simone de Beauvoir’s The Second Sex (Humm, 1992). The second wave of
feminism commenced with the politics of reproduction, while sharing
with the first wave its politics of legal, educational and economic equal
rights for women. ‘The core of second wave feminism is reproductive
rights’ (Humm, 1992). Throughout both waves of feminism is the idea
that women are unequal to men because men created the meanings of
equality.

One characteristic that distinguishes the feminist movement in Britain
from that in America is the British movement’s closer ties to the organised
Left. Humm pointed out that American second-wave feminism was more
marked by liberalism and radicalism, whereas the British Women’s Libera-
tion Movement took for granted the long-term socialist traditions of
Britain and, in the 1970s, actively engaged with Marxism. The British



Women’s Liberation Movement led the debate on the oppression and
exploitation of women, which became known as the domestic labour
debate.

The domestic labour debate

The ‘domestic labour debate’ arose in the late 1960s. It was primarily an
attempt by the Marxist feminists to provide an account of what they saw as
the oppression of women in a capitalist society. The controversy centred
around the nature of the relationship between domestic labour and
capital accumulation. According to Gardiner (1997), the question had two
broad approaches.

One was to argue that domestic labour subsidised capitalistic produc-
tion through its role in the reproduction of labour power thus directly
enhanced profitability. The second approach rejected the notion of
subsidy but argued instead that domestic labour was essential for the
reproduction of labour power in capitalist society.

The Marxist feminists’ analysis focused on women’s unpaid work in their
homes, which came to be referred to as ‘domestic labour’. Primarily led by
their UK adherents, they sought to correct two biases they perceived as
being present in the feminist and Marxist literature of the day: first, the
focus of various liberal feminists on the allegedly mind-numbing, repeti-
tive, boring and alienating aspects of ‘women’s work’ (the view primarily
adopted by US liberal feminists – see The Feminine Mystique by Friedan,
originally published in 1963); and, second, the almost exclusive focus of
Marxist theory on the sphere of production. Marxist feminists sought to
correct the first perceived ‘error’ by focusing on the material aspects of
housework and the second by complementing the principles of Marxist
theory by focusing on the work performed within the domestic sphere
(Bubeck, 1995).

The debate was fierce and the list of criticisms rather long. Perhaps one
of Gardiner’s conclusions best tells the story: ‘The social relations of pro-
duction in households are different from those of wage labour and need
separate investigation’ (Gardiner, 1997). Some felt that by putting the
debate about housework into a Marxist conceptual framework it became
more of an argument among Marxists that a debate within feminism, since
most women were excluded by the ideological and academic nature of the
argument. The split within the UK and US feminist movements on the
most effective approach to the domestic labour debate has caused some to
speculate whether the US proponents really understood and/or appreci-
ated the Marxist feminists’ theoretical arguments. Perhaps this explana-
tion for the US liberal feminists’ lack of support is accurate. It is also
possible, however, that the US liberal feminists had a greater understand-
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ing of US political arithmetic. Since World War II, no openly avowed
Marxist or socialist has ever been elected to national office in the United
States. Neither of the two national political parties that have dominated
the political discourse of the United States since its inception has ever
advocated an anti-capitalist stance. Since action by the State was the ulti-
mate goal of both UK Marxist feminists and US liberal feminists, appar-
ently the US liberal feminists believed that they could more effectively
influence the national discourse by emphasising the personal and
allegedly demeaning aspects of women’s work. ‘Feminist economists else-
where, notably in the USA, engaged more directly with mainstream eco-
nomics. Although they were still struggling at the fringes of the discipline,
they had greater success in establishing a base for their work’ (Gardiner,
1997). That they have had some successes is undoubted. That their
chosen act has unleashed a forceful ‘backlash’ is also self-evident. Many, if
not most, US women seem to reject the liberal feminist inference that
preference/priority for home-related activity somehow equates to disloy-
alty to their gender. Amongst others, the work of UK feminist Catherine
Hakim is noteworthy for its defence of the homemaker. Antonell Picchio
(2000) observed: ‘what is treated as a woman’s issue is in fact a fundamen-
tal problem in the system’.
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Diemut Bubeck (1995) classified ‘women’s work’ into the three cat-
egories of housework, child-care and ‘caring work’, yet the domestic
labour debate essentially limited itself to an examination of the housework
issues. From a practical viewpoint, it accomplished little and fragmented
its proponents into polarised, opposing camps – thus further diminishing
their potential for galvanising a consensus for State intervention.
However, the debate did spark a broader recognition of women’s issues.
The debate helped to define women’s work and left the door open for the
spotlight to shine on the other two (neglected) categories of women’s
work – child-care and caring work. What the debate did not address was
why ‘women’s’ work was indeed women’s work. We need to look at the
patriarchy debate for this.

Vivian is 36 years of age, has a high school/secondary school education, is
single but is the care-giver for her four school-aged children. She works 28
hours a week with another 1 hour weekly required for travelling to and from
work. She earns 100 per cent of the household income as a customer service
clerical employee. She states that she has had a mentor in the past and care-
giving was never seen to have an impact on her career. In other words, it was
never discussed in her performance appraisals. She doesn’t think she is
maximising her career at present because ‘my family are quite young and
demanding and I would feel very guilty concentrating on my career’.



The patriarchy debate

In the 1970s and 1980s attempts were made ‘to apply “exploitation” to
men’s appropriation of female domestic labour and to develop an analysis
of patriarchy to complement Marxist analysis of capitalism’ (Gardiner,
1997). Patriarchy – ‘rule by the father’ – has a long tradition. In
seventeenth-century England, patriarchy was the dominant political philo-
sophy. The king, as father of his people, had absolute authority over his
subjects; fathers had natural authority over their wives and children. The
‘rule by fathers’ concept was used by Marx and Engels in an economic
(rather than political) dimension. They identified the pre-capitalist phase
of history, when families/households were property owning and produc-
ing units as the patriarchal mode since the ownership and direction of the
production process was vested in male/paternal heads of household.
Women as wives held economic value both for their actual labour contri-
bution and for their ability to reproduce. Husbands needed to control the
reproduction ability of their wives for two reasons: first, because large
numbers of children were needed both for labour itself and to ensure that
some would survive to perpetuate the family workforce; and, second,
because the husbands wished to ensure that they themselves were the
fathers of their heirs (Gardiner, 1997).

Radical feminists in the late 1970s began using patriarchy as a term for
referring to men’s power over women in a more general way – one well
removed from that of the rule of the father. ‘Within radical feminist
theory, patriarchy was no longer confined to analysing power relations
within the family or at an interpersonal level but began to be applied to
the relations between men and women throughout all of society’s institu-
tions’ (Gardiner, 1997). Humm defined patriarchy more simply: ‘A system
of male authority which oppresses women through its social, political and
economic institutions’ (Humm, 1992).

Theorising on women’s oppression in general became the focus of the
debate, rather than the debate being limited to the domestic labour issue.
Therefore, the patriarchy debate had both a broader agenda and a
broader social science base than did the domestic labour debate. More
specific studies were undertaken, such as studies of patriarchy and work
focused on gender relations in employment. Feminist interests began to
shift away from economics towards sociology and anthropology (Gardiner,
1997). The term ‘patriarchy’ was used for extending the debate beyond
the liberal feminist emphasis on the ideology of sexism and into the
broader arena for extending the understanding of gender inequality.
With broader appeal, it became important as a political concept that sig-
nalled the struggle against the nature and totality of oppressive and
exploitative relations affecting women (Mies, 1986; Gardiner, 1997). In
summarising the different feminist attempts to apply exploitation to
gender relations, Gardiner concluded that the exploitation concept was

14 Examining the area



both unnecessary and unhelpful from an analytical standpoint. She
pointed out that the concept of exploitation was not needed to be able to
demonstrate gender inequality and felt it was more productive to concen-
trate on collecting and analysing the more straightforward empirical data
relating to time use, income, and consumption patterns. She concluded:

Another reason for rejecting exploitation as a useful concept for
analysing domestic labour is the way it diverts attention away from
what has become the central component of domestic labour in indus-
trial capitalist societies, namely the care of dependant children and
adults.

(Gardiner, 1997)

Discrimination debates and the ‘glass ceiling’

Webster’s College Dictionary (1991) defined the glass ceiling as ‘an upper
limit to professional advancement, especially as imposed upon women,
that is not readily perceived or openly acknowledged’. ‘The term “glass
ceiling” has been widely accepted as a metaphor to explain the paucity of
women in upper management’ (McQuarrie, 1994). Hasslette, Geis and
Carter (1992) defined the glass ceiling as ‘the exclusion of women from
higher status positions’. ‘The [glass] ceiling is a cap beyond which women
find it difficult to break into higher level positions because of sociological
restrictions which have the effect of limiting their opportunities for career
development’ (Kleiman, 1996). ‘The glass ceiling is a barrier to the
advancement to the higher levels of the organisation’ (Noe, Hollenbeck,
Gerhart and Wright 1997). For the purposes of this work, the definition as
provided by Webster’s College Dictionary is adopted. Webster’s definition
emphasises that the glass ceiling is an upper limit to professional advance-
ment that is not readily perceived or openly acknowledged. Although
noting that the glass ceiling is especially imposed upon women, it does not
limit the term solely to women and expressly defines it as a limitation on
professional advancement for reasons that are either not readily perceived
or not openly acknowledged. Adoption of this definition of the glass
ceiling allows, and in fact encourages, the search for limitations to profes-
sional advancement – wherever they may be.

A number of possible explanations for the paucity of women in senior-
level executive positions have been offered for the glass ceiling phenome-
non. The literature points to four main areas of investigation, namely: job
discrimination; perceptions of personal achievement; the role of in-house
training and development; and home-based issues such as care-giving. The
first two areas could be squared with notions of objective and subjective
aspects of career development in which job discrimination explains exist-
ing and structural differences between the career paths of men and
women (and, if we were to widen the debate further, around class, race
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and so on), whilst the perception of personal career development points
to individually driven aspects of career development such as aspirations
and belief that one has, or has not, been discriminated against. The latter
two areas are both concerned with the opportunities available for an indi-
vidual’s career development and what might influence them. In-house
provision addresses the role of the employer in supporting an individual’s
career development, whilst care-giving articulates the role of some of the
factors external to the work situation that might impact upon the indi-
vidual’s ability to make use of whatever opportunities are offered. These
four strands are not mutually exclusive, but their effects intersect with and
influence each other. However, each of these is introduced briefly here
and is addressed more fully in the introduction of empirical evidence in
Part 2. Each area is not discrete, and whilst the discussion here attempts to
pull the different areas apart, it can be seen, even in the early stages of the
book, that there is a great need for empirical evidence (such as that pre-
sented in Part 2) that examines them in a more comparable fashion.

Job discrimination

Differential rates of pay can be seen as an indicator of discrimination.
Felice Schwartz (1992) maintained that at the time of her research
approximately 37 per cent of the managers in US business were women,
and Jackson (2000) found that in 1994, 8.9 per cent of corporate officers
in the USA were women, whereas in 1995 10.1 per cent were women.
However, most of these women were in jobs at the bottom of the team’s
pyramid. Korenman and Neumark (1991), Loh (1996) and Gray (1997)
have all found that married men earn higher wages than unmarried men
even when education and work experience are controlled. Studies investi-
gating the effects of marriage on women’s earnings have been less conclu-
sive. Studies based on recent data (Blau and Beller, 1988; Waldfogel,
1997) found that married women also enjoyed an earnings advantage.
Chandler, Kamo and Werbel (1994), citing data from the National Survey
of Families and Households, conclude that delaying marriage significantly
increases married women’s wages and does not significantly affect married
men’s wages, but that delaying childbirth significantly increases both
married women’s and married men’s wages.

In Britain there is evidence of increasing polarisation in the job market
between part-time employees – both women and men – and full-time
employees – both women and men. Coyle (1996) reported that in the
1970s, part-time employees earned 80 per cent of the pay of full-timers,
but by the 1990s this had dropped to 72 per cent. She felt that the gender
gap had been overtaken by the status gap. In one longitudinal study, men
had a 36 per cent pay lead on full-time women in 1978 whilst full-time
women had a 40 per cent pay lead on part-time women. By the mid 1990s
the lead of men over full-time women employees had shrunk to 20 per
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cent, but the spread between full-time and part-time female employees
had grown to 52 per cent.

Job content has also been seen to be a factor in job discrimination. As
reported by McQuarrie (1994), the Ohlott, Ruderman and McCauley
report showed that male managers’ jobs included different developmental
challenges than female managers. Male managers performed tasks with
higher levels of visibility and clearer deadlines, held jobs with larger scope
and greater responsibilities for managing multiple functions and worked
at jobs characterised by external pressures. However, men and women did
not differ in the number of other developmental components in their
jobs, and women did not encounter different obstacles than men. The
authors of the report argue that whilst the differences in job content were
relatively slight, they were significant because they represented subtle
forms of discrimination in the career paths of women and men that other-
wise were difficult to discern on the surface. Many men admitted to
making the assumption that women would not want the travelling and
extra work linked to ‘trophy’ assignments (Flynn, 1996). Parallel with this,
a study by Catalyst (a leading US non-profit organisation working to
advance women in business) showed that male CEOs said that the chief
factor to hold back women’s advancement was their ‘lack of significant
general management or line experience’. Women ranked this factor third
(Associated Press, February 28, 1996, 3D). Women may miss out on key
assignments and the opportunity to demonstrate their competency
because they are assigned tasks with less responsibility than men. And, if
women receive ‘less personal support’, they may experience more stress,
which may translate into greater turnover for women in middle manage-
ment ranks (McQuarrie, 1994). There was a female consensus that
working long hours and exceeding performance standards were what it
took to crack the glass ceiling (Leonard, 1996).
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Zelda is a care-giver with one small infant and one kindergarten-age child.
She is married with a full-time working partner. She has a high school/
secondary school education and earns 50 per cent of the household
income. She works 22 hours per week and travels an additional 8 hours per
week to and from work. Zelda took a demotion after the birth of her chil-
dren and accepted part-time work. She strongly disagrees that her employer
understands and supports her child-care efforts. Zelda had this to say: ‘I
have been unable to work long hours because I have chosen to work
reduced hours. In a previous role, my head of department said, “why should
I choose you above someone who can work full time?” Some managers still
equate promotion with someone who works full time and long hours.’



Perceptions of personal achievement

The idea that women can be disadvantaged in terms of being awarded the
‘plum’ jobs leads us to the next area identified as a factor of the glass
ceiling, namely that of perceptions of personal achievement or career
attainment. A field study by Tsui and Gutek (1984) investigated gender
differences in performance and evaluated the success of male and female
managers. The sample consisted of 217 male and 78 female middle-level
managers in a multi-company corporation. The female managers in the
sample on average were younger, had less company tenure and less man-
agement experience than the male managers. Six survey questionnaires
were sent to each participant – one for the subject’s self-report, two for
peers, two for subordinates and one for a superior of the subject. On
average, women received higher performance ratings than men. Female
managers enjoyed larger merit increases and faster promotions, as well as
higher levels of job satisfaction than male managers. However, women
worked at lower grade levels than men. A follow-up study with the same
subjects 18 months after the initial study failed to provide further evid-
ence of pro-male bias in middle-management of the studied corporation
(Tsui and Gutek, 1984).

Catalyst reports a Seagram Company sponsored survey of women with
top-level jobs that found that only 5 per cent of senior management posi-
tions at Fortune 500 companies were held by women. Male stereotyping
was reported as the top stumbling block by 52 per cent of the females
responding to the survey. Less than 25 per cent of the males cited male
stereotyping as a serious problem. Eighty per cent of the male CEOs sur-
veyed reported lack of experience as the prime obstacle preventing
women from advancing, and 45 per cent of the women executives agreed.
‘International experience is given almost as much weight as operations
these days’ (Dunkel, 1996). Brooks Jackson (2000) made the point that
the mathematical averaging of the US Census Bureau graphs shows that
females make only US$0.73 for every US$1.00 of male earnings because it
does not compare men and women of equal experience. In the USA,
women have an average of four and a half fewer years on the job.

The picture is much starker, however, when we look at gendered per-
ceptions of career aspiration rather than just the achievement figures. Hill
(1993) said that the most frequently debated topic in legal cases involving
gender discrimination ‘revolves around the issue of interest of women in
non-traditional, higher-paying jobs’. She stated that Mary Joe Frug, in her
book Women and the Law, showed that conservative courts have ruled that
women as a group display job preferences different from men and are less
interested in the more competitive job positions that yield higher rewards.
In US Equal Employment Opportunity Commission (EEOC) v. Sears, it was
alleged that Sears had engaged in sex discrimination in hiring and pro-
moting men into commission sales jobs and relegating women to much
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lower-paying, non-commission sales jobs. The judge threw out the EEOC’s
statistical analyses as ‘meaningless’ because they were based on the faulty
assumption that female sales applicants were as interested as male appli-
cants in commission sales jobs. ‘Basically,’ said the judge, ‘women are
“feminine”, non-traditional work is “masculine”, and therefore women do
not want to do it.’

The US courts are not alone in reinforcing ‘traditional’ role concepts.
In 2002, the (UK) Court of Appeal upheld the principle that children
should be brought up by their mothers rather than their fathers when it
rejected a custody claim by a stay-at-home dad. The father claimed sexual
discrimination in the original custody award as he had brought up the
children while his wife pursued a well-paid career. However, the Lord
Justice stated that in spite of the ‘unusual role reversal’, he could not
‘ignore the realities involving the different roles and functions of men and
women’ (HomeDad.org.uk, Tuesday 21 May 2002).

In-house training and development

These perceptions can influence the extent to which training and devel-
opment is made available to women, which is the third main area identi-
fied as contributing to the glass ceiling. Training and development is a key
ingredient in fostering and catalysing the sort of experience found to be
lacking in women by those such as the CEO’s cited above. Training is obvi-
ously expensive for the firm. The cost of losing a typical worker has been
stated as US$50,000 (Reingold, 1999). Others stress that the cost of
turnover is related to the salary of the departing worker with most using a
percentage of annual income. 150 per cent of the departing employee’s
salary appears to be one of the more popular estimates (Fandray, 2000).

This can be seen through the lens of human capital theory, in which
‘human capital’ referred to ‘the knowledge workers acquired through the
investment of time and money to become more productive’ (Cohn, 1996).
Human capital theory paralleled the neoclassical theory of wages by
arguing that wages were tied to productivity. However, unlike orthodox
neoclassicism, human capital theory argued that wages were not deter-
mined by productivity alone, but also by the cash returns to workers who
had invested in increasing their work-related skills. Hasslette, Geis and
Carter (1992) described human capital theory as a theory of earnings as
returns on investment in job training and experience. They also reminded
us that economists had been using the theory to explain salary differences
between men and women. They listed the factors studied as years of edu-
cation, years of work experience, job interruptions, part-time work, job
area and industry, and job level (for example, line versus staff), marriage
and children, family background, and personality traits. They concluded
that there were fewer women managers in production and engineering,
metals and investment banking – all areas with higher managerial salaries
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– and that women were less likely to hold line positions, which were
associated with better promotion prospects. Further, they claimed that
marriage and children decreased women’s salaries and pointed to the
decreased geographic mobility resulting from parenthood as a partial
explanation.

From this perspective, organisations need to balance the cost of train-
ing against the anticipated financial benefit to be accrued from the devel-
opment of the person. Cohn (1996) suggests that women are more likely
than men to quit their jobs prematurely, thus, in accordance with human
capital theory, ‘firms are reluctant to hire them for positions that involve
employer-financed training . . . jobs that involve high levels of firm-specific
skills’. Diane Coyle (1996) noted that the improving educational stand-
ards of women provides part of the explanation of the narrowing of the
pay gap between women and men, but she comments ‘Not very much,
though – after all, full-time women are now better qualified on the
average than full-time men but still get paid less’ (Coyle, 1996). In con-
trast, however, The UK Employment Gazette (April 1994) reported that the
Labour Force Survey data on training in the previous four weeks showed
that very similar proportions of male and female employees of working
age experienced job-related training (13.5 per cent of male employees
and 14.5 per cent of female employees in Autumn 1993). One of the com-
plications in examining this area is the wide range of what might be
included in or meant by particular forms of training. If we throw the net
wider to include more informal forms of training and development, is the
picture the same?

Flynn (1966) reports that there was a lack of mentoring and network-
ing opportunities available to women. Yet the importance of mentoring
and support is well documented. Armstrong (1995) and Hill (1993), in
listing some key determinants of successful careers for women, gave
prominent attention to ‘presence of mentors and sponsors throughout
career’. Hill (1993) cites mentoring as one of the prevalent reasons for
career growth. Two reasons for the lack of the universality of informal
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Shelia is in her early thirties, with a BSc degree, has been with the firm for 10
years and works currently as a Human Resource Generalist. She progressed
through the Management Trainee ranks. In her current position she super-
vises two recruiters and the bank internship employees during the summer
months. She has a mentor. Shelia works full time, is single and does not
have dependants. She sees care-giving policies and practices as being very
good for her company and has seen no negative impact arising from these
policies in her career. Shelia said: ‘The firm is very family friendly so I can
still have a rewarding career after marriage and a family. That is a real plus
for young women coming in who want to have it all – a career and children.’



mentoring were advanced by Long (1990): first, men are sometimes
reluctant to mentor women because of fears about the connotations of the
relationship; and, second, questions exist about career commitment
among women with children.

It is worth noting that examining the utility of training through the
financial balance of inputs and outputs is dangerously restrictive (as well
as hard to measure) as there is evidence that training and development
also have a retention value. Reingold (1999) reported that a study by
Emerging Workforce in 1999 showed that 35 per cent of employees who
don’t receive regular mentoring plan to look for another job within 12
months whilst only 16 per cent of those with good mentors expect to jump
ship. Similarly, 41 per cent of those who said their company offered poor
training planned to leave within a year, while only 12 per cent of those
who rated training opportunities as excellent planned to leave.

Home-based issues

The fourth aspect of the glass ceiling was identified as relating to home-
based issues. This area is the focus of the book, but cannot be taken in iso-
lation from the other three areas. The main focus of the literature in this
area has been upon the woman’s role in raising a family. Little attention
has been paid to the need for care-giving to elder dependants (and
others) or to the male role in this area.

Hill (1993) said Frug stated that since 1967, the ‘lack of interest’ argu-
ment has been used widely to justify patterns of sex segregation in corpor-
ate worlds. Jones and Causer (1995) argue that

organisation policies and practices in respect of this group continue
to be underpinned by the ‘norm’ of the typical male employee whose
family commitments impinge marginally, if at all, on work responsibil-
ities. Women, as actual or potential mothers, continue to be seen as
deviants from this norm, whose family commitments are likely to
adversely affect work performance or commitment.

The authors state that numerous studies have identified both potential
motherhood and motherhood as ‘impacting detrimentally’ on women’s
opportunities for employment and promotion. Traditionally the solution
rested with the individual in the form of choosing to leave employment
for a ‘greater or lesser’ period.

For this reason, part-time work has normally been associated with
female care-givers. Davidson and Cooper (1993) asserted that the growth
of part-time work may also have played a part in the increase in the
number of women with second jobs in the European Community; this
more than doubled between 1983 and 1988. This increase suggested that
women wanted – or needed – to work more hours. Part-time work,
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however, is traditionally not rewarded in the same manner as full-time
work nor does it have the same status.

Treanor (2001) reports the view of the Confederation of British Indus-
tries (CBI) that the main causes of pay differences between males and
females are the large number of women working in low-paid sectors and
the many women taking career breaks or working part-time because of
child-care responsibilities. ‘Fewer hours bring lesser rewards. Though the
underlying trend is for women’s rates of pay increasingly to match those
of men, when hourly rates are compared, women in the UK average 78%
of the men’s rate.’ Catherine Hakim (1996) maintained that pay-gap
issues were ‘completely explained by differences in occupational grade
and promotion within occupations’. She said that there was some sex dis-
crimination, but there was a ‘statistical distortion’. ‘If more women
applied for senior positions, the proportion claimed to be victims would
statistically fall.’ She also said that most men and women still regard wives
as having primary responsibility for housework and husbands as having
the main responsibility for breadwinning. ‘Across Europe, the modern
sexual division of labour, which allows the wife to work as a secondary
earner, often part-time, has replaced separate roles,’ said Hakim. ‘Only
among the young is there acceptance of equal, parallel roles in marriage’
(Moore, 1996).
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Jones and Causer (1995) report that in the late 1980s organisations
began to devise measures to attract and retain female employees because
of skill shortages in the workforce. They assert that the motivation behind
these measures was the ‘cost of training rather than an intrinsic interest in
the benefits to women’. Some companies with high proportions of female
staff developed career-break schemes and enhanced maternity-leave pack-
ages. They also ‘began to explore the feasibility of alternative patterns of
work within the organization as a means of reducing the high turnover
rates amongst female professionals with families’. However, Amy Techner
of Evanston, Illinois, may have spoken for many when she said ‘Maybe it

Thomas is 35 years of age and works as a Senior Staff Engineer in the IT
Department. Employed for 12 years, Thomas normally works 42 hours per
week and travels an additional 5 hours weekly to and from work. Special
projects and assignments result in additional hours for him. He is married,
with his partner working part time. She earns 30 per cent of the household
income. They have three small children. Currently, they share most of the
child-care responsibilities. He has this to say: ‘The way my career is develop-
ing (fast-paced with more overtime), it may be difficult in the future to
share in any child-care for my children. This could involve my partner
having to give up work to do all the child-care, resulting in a loss of earnings
to our household.’



can work when things are booming . . . but not now’. After a 20-year mar-
keting career, this mother of two concluded that in good times pay raises
and stock options made it tough to walk away, ‘But in a downturn, it’s a
little tougher to convince yourself that the trade-offs are worth it. It’s
simply easier to leave’ (Rubin, 2003).

Cracks in the glass ceiling?

The brief overview of debates around the glass ceiling indicates the com-
plexity and ubiquity of the area. However, the Wilson Quarterly (2002)
reports the Marianne Bertrand and Kevin Hallock study that shows more
cracks in the corporate ‘glass ceiling’ than most social commentators have
noticed. In a statistical analysis of 1,500 companies the pair concludes that
pay equity is now pretty well established. Noting that in 1992 only 5.4 per
cent of firms had women in their top five executive positions and by 1997
the percentage had risen to 15 per cent, and reporting that the average
female in the study received US$900,000 per year while the men pocketed
US$1,300,000, they note that the gap isn’t quite what it appears to be.
Bertrand and Hallock felt the difference was explained by several factors,
most notably that women were underrepresented in the biggest corpora-
tions that offer the biggest pay packets, and that the women in the study
were on average five years younger in age than the men. Overall, they
reported that the unexplained gender compensation gap for top execu-
tives was less than 5 per cent. Irene Bruegel (2000) maintains that in
Britain women are earning about one-third of household income, a pro-
portion about 50 per cent higher than in the early 1970s. She attributes
this partly to high male unemployment and early male retirement from
the workforce, but also notes that the trend arises from the long-term
improvement in the educational achievements and aspirations of young
women. She maintains that this improvement reflects new opportunities
for women, the spread of feminist consciousness and the growing recogni-
tion that marriage can no longer secure a woman’s economic welfare.

Similarly, although the arguments of the glass ceiling are generally
focused upon the female, and thus the female role, there is some evidence
that some men are also disadvantaged. The shift from the traditional
pattern of male breadwinner and female housekeeper also impacts upon
the (non-traditional) father in a dual-earner household. Barrett (1995)
reported a study of twenty Fortune 500 companies. She said this study
showed ‘that fathers from dual-earner households may be victims of salary
discrimination in the same way women have been discriminated against as
a group’. A wage gap of 11 per cent in salary increases existed between
traditional fathers and fathers in dual-earner households when compared
in terms of education, tenure, job commitment and family values.

Over the 5-year period salary increases were 70 per cent for the tradi-
tional father and only 59 per cent for the dual-earner father. The gap may
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be a matter of corporate prejudice in addition to objective factors. Fifty-
three hours worked for traditional fathers per week versus 51 hours for
fathers from dual-earner families account for some of the gap, but the
authors could not rule out the traditional non-employed ‘wife as a
resource’ explanation for the salary gap. The authors suggested a ‘double
negative economic impact on these families’.

In summary, this chapter has provided a brief overview of the threads
that contribute to the debate but has suggested that these threads are
tightly woven, if not knotted! There are a lot of statistics around, and
many interpretations; however, many of these are not directly comparable.
In addition, as indicated above, the role of the care-giver, whilst included
in much of the literature, is normally discussed as an adjunct to the main
argument of the piece. In the next chapter this role is given centre stage.
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3 Broadening the debate

The previous chapter outlined some of the debates and statistics
surrounding discussions of the glass ceiling, which generally place the role
of the care-giver to the side of the main debate. In addition, where care-
giving is covered, it is normally focused exclusively on care for children,
and is seen as a female prerogative. In this chapter care-giving, in the
wider sense, is brought into the centre of the discussion.

Eric has a BSc degree, 14 years’ service and is a senior manager/officer with
the firm. He works full time, is in his mid thirties, is married and has two
children. His partner also works full time. They share the child-care
responsibilities. They have a child-minder to assist at home. When asked
about the work/life issues, Eric shared his opinions: ‘Having watched the
expectation of “hours” people put in to rise over 10 years, I have been sur-
prised that it hasn’t caused more complaints than it has. Obviously people
are very committed to their jobs, sometimes more than they should be.
Some people don’t get the balance and they suffer, but it doesn’t show
externally. I am determined not to neglect my children and not to miss out
on their growing up because of work. Sure work is very important, but you
have to strike a balance in your life. It’s a good thing – a large portion of
our staff are women – that affects the culture of the firm – even nowadays
women tend to be primary care-givers with children and family. I think with
more women in management, this will have a bearing on how the firm deals
with it.’

A brief chronology of care-giving and the division of labour

In the evolutionary leap to Homo sapiens, the traditional view is that the
men of the clan provided food by hunting whilst the women stayed
around the cave minding the children. Thus, in conventional theory,
males were primarily responsible for the leap to Homo sapiens. This view is
not without its doubters. Kristen Hawes, an anthropologist at the Univer-
sity of Utah, puts forth that grandmothers were crucial in the genus Homo



evolution to its present state (Boyd, 2003). Her ‘grandmothering hypothe-
sis’ describes how grandmothers, with no young children of their own,
helped feed their daughters’ offspring in tribes too primitive to practise
agriculture. She reasons that men in those tribes hunt game but that game
hunting was an inefficient method of feeding their families, compared
with the women’s work of gathering and preparing berries, edible roots
and fruits. Fast-forwarding to the more well-known ‘farm days’, nearly
everybody worked in the fields – children included. ‘Home’ was located in
or near the fields and the labour of all was needed for the good of the
whole. Males generally undertook the hard, physical labour requiring
brute strength for extended hours. Females also did hard labour in the
fields, interspersed, with time allotted for meal preparation and other
‘home’ chores.

Gender-based division of care-giving responsibilities has probably
always been present to some degree – mother nurtures, father disciplines,
and so on – yet the arrangement was informal and changed as circum-
stances and personal preferences dictated. ‘Marriage in the pre-industrial
family was primarily an economic arrangement, not the strongly emo-
tional connection based on the romantic that it was later to become; the
purpose of marriage was economic survival in tough times’ (Popenoe,
1996). The father as the designated head of the pre-modern European
family and household was a powerful figure. Father power rested on
ownership of land, the primary basis of production.

The modern nuclear family began in north-western Europe a few cen-
turies before the Industrial Revolution of the late 1700s. As the economy
expanded beyond its agricultural base, the venue of production shifted
from the fields to the factories. People followed the better-paying jobs,
which were remote from their homes. Thus, the care-giving issue was
moved to ‘the front burner’. Informal arrangement for gender-based divi-
sion of care-giving responsibilities no longer fitted the times. Along with
the industrial economy and its locus of production being removed from
the immediate area of the home came the first true care-giving conun-
drum: who should work at the remote location and who should look after
the home and the children?

As industrial society grew rapidly, so did abuses of ‘the system’. Child-
labour laws and subsequently the mandatory child-education laws reduced
much of the conscience-offending abuses yet had the possibly unintended
effect of crystallising the care-giving issue within the family. The introduc-
tion of the ‘family’ or ‘living wage’ and, eventually, the protective legisla-
tion produced a new blueprint, that of the breadwinner/homemaker
model with a gendered separation of spheres into paid and domestic work
(Glickman, 1997). This model became the cultural template, the default
arrangement for American life in the middle of the twentieth century
(Moen and Yu, 2000). As children can only be at home or at school – not
at work – someone must ‘stay behind’ and care for them when they are at
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home. Generally, the gender division of duties that became embedded
into the expectations of society was that, where possible, males should
assume the breadwinner role and females the care-giver role.

Tracey Warren, Karen Rowlingson and Claire Whyley (2001) chart the
typical male pattern of work history as a continuous and full-time labour-
market attachment whilst the female pattern is reduced and made discon-
tinuous by women’s caring for children and other dependants. They
maintain that the result of this pattern is that women have fewer years in
which to move up the wage hierarchies, and they have also tended to face
downward mobility into lower paying jobs after taking time out from
employment. They note, however, that the younger cohorts of women are
moving closer to the continuous full-time labour market attachment
pattern of men and are taking less time out of the labour market for child-
bearing.

Today our economy needs the most skilled and productive workforce it
can find in order to remain competitive. The same workforce must repro-
duce itself and give adequate care to the children who will be the future
workforce. Workers with children, especially women, often find them-
selves at a serious disadvantage in the workplace. Among Western demo-
cracies, the USA ranks third, behind Scandinavia and Canada, in its
dependence on women in the workforce. Yesteryear’s exception to the
norm was that both parents worked. Today, that exception has become
the norm.

Fuchs (1989) states: ‘In contemporary America, the greatest barrier to
economic equality is children. Since most women want to bear children
and are concerned about their well-being once they are born, the
“propensity to mother” puts women at a disadvantage.’ Felice Schwartz
(1989) found that the majority of women ‘want to pursue serious careers
while participating actively in the rearing of children’. She also suggested
that most of them are willing to trade some career growth and compensa-
tion for freedom from the constant pressure to work long hours and week-
ends. However, Kate Lauderbaugh, former bank executive, concluded
that management and motherhood were incompatible. She is now home
with her two children – ages 14 months and 4 years old – and sums up the
ambivalence: ‘Its been really good for my kids, but I’m not sure it’s been
great for me’ (Rubin, 2003).

By the latter half of the 1990s, there appeared to be a declining
emphasis on the allegations of career discrimination against females and a
broadening of the emphasis to identify more specifically the ramifications
of some of these self-imposed responsibilities that were adversely affecting
career development. This lessening of the focus on discrimination against
females could possibly have been due to: (1) success of the advocates
demanding elimination of discrimination; (2) rejection by many females
of the perceived charge that females with non-career aspirations were
letting the side down – backlash; (3) self-admission that total commitment
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to company success was beyond the capability or desire of many of those
having private commitments to other priorities that they valued more
highly than career; (4) dramatic drop in the unemployment rate (or dra-
matic increase in employment levels), which placed a premium on finding
and developing talent – wherever that talent might be; (5) combinations
of the foregoing or other less obvious reasons. The broadening of the
emphasis to identify more specifically the ramifications of self-imposed
responsibilities that potentially affect career development brings the
subject of care-giving to the fore.
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Some examples of work/life initiatives

Before moving away from an examination of the historical development of
care-giving it is worth noting that there are now many initiatives in place
to help employees balance the tensions between work and home. Some
are specifically related to support for child-care, but not all. We outline
some of the more common ones.

Child-care assistance

This takes many forms from child-care referral services to providing on-
site day-care centres. A 1995 survey of 1,050 companies reports that 85 per
cent of surveyed companies provided some type of child-care assistance.
There are anecdotal reports from some companies that credit such pro-
grammes with reducing absenteeism. Some point to on-site day care as
increasing employee control over their work and non-work schedules,
which makes it easier for them to manage the daily demands of work and
family life. However, Goff et al. (1990) found there was very little benefit
to employers providing on-site care in areas in which quality day care is
already available. And there remains the uncertain non-care-giver reaction
to such use of corporate benefit dollars.

Beth, Senior Management Executive, has a mentor as well as a BSc degree.
She is 39 years of age and has one child in grammar school. Her partner
works full time. Beth works part time, 31 hours a week, and incurs 5 hours’ a
week travel to and from work. Beth is able to accept most extra assignments
without notice and all extra required assignments with notice. Beth does
have some child-care issues even though she feels her supervisor at work is
very flexible with her working arrangements. Beth has this to say: ‘I am
capable of more responsibility, but I do not have (or want to give) more
time to work.’



Compressed work week (usually four 10-hour days)

In addition to giving employees an open day in the week for taking care of
personal matters, including family demands, and conveying a sense of
increasing control and decreasing work/family strain, some research
claims positive effects on somatic health complaints (for example,
headaches, insomnia). However, other research has shown that com-
pressed work weeks can result in fatigue for employees as well as addi-
tional stress on supervisors due to the longer work day (Sherman et al.,
1998).

Flextime (allowing employees flexible schedules for beginning and ending
work)

According to Golden (1997), 27 per cent of full-time wage and salary
workers in the USA had these options in May 1997, up from the Bureau of
Labor Statistics report of 15.1 per cent in May 1991. This benefit is
reported as reducing traditional sources of absenteeism and tardiness and
is associated with greater job satisfaction and a lessening of work/family
pressures. On the downside, it is not appropriate for some jobs, can cause
communications problems and may force managers to extend working
hours to cover various schedules (Sherman et al., 1998).

Job sharing

This has many of the same benefits as flextime and is another way to
reduce work/family conflict. Recent, limited research covering sixty-nine
pairs of job sharers reports that 90 per cent were adjudged to be perform-
ing at a higher level than comparable full-time employees in the same job,
with 30 per cent perceived to have a 30 per cent increase in output when
compared to one person doing the same job. However, job sharing
requires organisations to hire and train two people for one job; also,
greater benefits and salary costs are often associated with job sharing.

Telecommunicating (allows worker to work from home and can ease 
child-care and elder-care responsibilities)

The Bureau of Labour Statistics (1998) reports that more than 21 million
persons did some work from home as part of their primary job in 1997.
Higher productivity and job satisfaction have been reported. However,
additional technology/equipment costs, limited communications and less
control over employees can be disadvantages.

Each of these initiatives (amongst many others) is designed to help
employees and organisations balance the tensions between home and
work. These tensions are explored more fully in Part 3.
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Care-giving as a fundamental career constraint

Care-giving is just one of the work/life tensions that these initiatives are
designed to support – however, it is a major issue for many. Intertwined
amongst the positions of the protagonists on either side of the glass
ceiling debate is the notion of care-giving – care of children; care of
elders.

In many of the European Union countries there is a great concern
about the provision of childcare facilities, which are felt to be a pre-
requisite to encourage women to enter either the world of business or
corporate life. Particularly, in the UK, there is emphasis on the need
for a widespread and professional service, as well as the infrastructure
to enable women to financially avail themselves of the facilities.

(Davidson and Cooper, 1993)

Numerous studies have identified both potential motherhood and the
reality of motherhood as ‘impacting detrimentally on women’s opportun-
ity for employment and promotion’ ( Jones and Causer, 1995).

In addition, there is growing evidence that workers are putting in more
hours on the job than was the case in the middle of the twentieth century
(Clarksberg and Moen, 2000) – or at least are experiencing the feelings of
being rushed and overworked (Robinson and Godbey, 1997). The culture
in organisations tends to equate time spent on the job with being success-
ful at work (Hochchild, 1997), however, work remains structured for
the most part in the mid-twentieth-century mould of ‘breadwinner/
homemaker’ model, that is non-recognition of family responsibilities or
other non-work-related personal involvements. Similarly, Moen and Yu
(2000) comment that the organisation of paid work – and the culture
spawned by paid work – remains largely unchanged from the past. With the
path of men’s life largely unchanged, they maintain that it is the women
who have had to accommodate the structural lag produced by the changing
realities of the work/family interface. Furthermore, many adults, mostly
women, also care for ageing parents whilst continuing to provide substantial
support for their children. One US government study of family care-givers
found that 23 per cent of working women had to reduce working hours, 35
per cent rearranged their schedules and 25 per cent took time off without
pay to care for elderly parents (Hordern, 1996). In addition, the stresses
being experienced by workers in two-earner families are often viewed as
‘private troubles’ rather than gendered and ‘public’ issues.

Moen and Yu maintain that families have always devised various strat-
egies to deal with the inevitable exigencies that occur in life. They point
out that during times of major upheaval, when old rules and routines no
longer apply, individual households may adopt various lines of adaptation
and that eventually new blueprints for living become part of the institu-
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tional landscape. However, they emphasise that during this process there
is inevitably a period of structural lag. They maintain that the entrance of
women of all ages into the labour force in the second half of the twentieth
century has created another period of structural lag. Contemporary insti-
tutions remain predicated on the breadwinner/homemaker model in
spite of the fact that increasingly fewer workers (male or female) have
family members at home to manage the non-work aspects of their lives
and to facilitate their success at work.
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Work continues in the field for determining modern-day coping strat-
egies for the career constraint of care-giving. Writing in the Journal of Mar-
riage and the Family, Becker and Moen (1999) reported the results of
in-depth interviews with 100 people in middle-class dual-earner couples in
upstate New York to investigate the range of couples’ work–family strat-
egies. They found that the majority were not pursuing two high-powered
careers but were typically engaged in what they termed ‘scaling-back’ strat-
egies. They identified three scaling-back strategies as: placing limits
(usually on the number of hours of work that the couple would under-
take); having a one-job, one-career family; or ‘trading off ’ (a combination
of the other two strategies, which could alter over the couple’s life
course).

Care-givers in the workforce: UK demographics

Browne (1998) reports Julian Steer of the Centre for Economic Perform-
ance at the London School of Economics, one of the authors of a book
called The State of Working Britain, as stating: ‘Almost half the women in the
UK with a child under 12 months are working, as are two-thirds of those
with children under age ten.’ In 1981, fewer than one in five women with
babies under the age of 1 year were working. Half of those with children
under the age of 10 had jobs. The main reason for change is the wider
provision of maternity rights, according to Steer. In the UK national
maternity leave legislation was passed in 1978, extended in 1993 and
extended further in 2003 to entitle all women with two years’ employment

Debra, 39 years of age, with a high school/secondary school education, is
married. Both she and her partner work full time. She provides 35 per cent
of the household income and works 40 hours per week, with travel time con-
suming another 1 hour per day. She has one child and works as a Mortgage
Service Assistant. Because of her child-care requirements, she is not able to
accept any assignments outside of her normal scheduled hours. Debra had
this to say: ‘Due to commitments with my family, I have not gone for promo-
tion to be able to provide my employer with longer working hours.’



by the same company to 26 weeks of paid leave and an additional 26 weeks
of unpaid leave. Evidence from many countries shows that maternity-leave
coverage has a strong effect on women’s job retention after giving birth.
Julian Steer, quoted by Browne (1998), says: ‘These developments have
allowed women to build a career and invest in human capital thereby
raising the probability of securing employment after childbirth.’ Almost
all the increase in employment is among those with working partners
(Browne, 1998). However, Davidson and Cooper caution: ‘In the U.K., the
barriers to equality for women are general and pervasive and include: out-
moded attitudes about the role of women; direct and indirect discrimina-
tion; the absence of proper childcare provision; and inflexible structures
for work and careers’ (Davidson and Cooper, 1993).

Labour Market Trends, November 2000 (UK Office of National Statistics)
listed the number of those in female employment as 12.1 million, in male
employment as 15.2 million, and classified female employment according
to the age of dependant children and the nature of employment (full-time
or part-time). The report broke down the family status of women in the
UK labour market as shown in Figure 3.1.

Of note are the totals: 61 per cent of the UK women had no children
under age of 18; 3 per cent had children in the age range 16–17; 9 per
cent had children in the age range 11–15; 13 per cent with children in the
5–10 year age range; and 14 per cent with children in the 0–4 age range.
Fifty-six per cent of the women worked full-time and 44 per cent worked
part time. Women with children below the age of 11 worked part-time jobs
twice as often as those who worked full-time. The statistic reversed for
women with children above age 11 (including those with no children
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below 18 years of age), that is, these women worked full-time jobs twice as
often as they worked part-time jobs. Interestingly, the UK government did
not publish the breakdown of male employment by age of dependant chil-
dren. Seventy per cent of working-aged women were employed in the UK
(up 1.7 per cent from 1999) and 80 per cent of working-aged men were
employed (down 0.5 per cent from 1999).

Patrick McCurry (2000), commenting on the long hours and high
stress levels within the workforce, states that part of the reason for today’s
pressures is the changing character of the workforce:

It is estimated that the number of lone parents has more than tripled
between 1971 and 2000, 43% of which are in employment. Mean-
while, six out of ten two-parent families are dual-earners, and a
growing number of people who work also care for a relative.

McCurry comments that, partly in response to these changes, there
have been a number of government initiatives and EU legislations, such as
rights for part-timers and parental leave. He notes, however, that many
employers are resisting change and quotes government statements
showing that 78 per cent of employers do not allow staff to work from
home, even occasionally, while only 12 per cent offer information on local
child-care provision and fewer than 1 per cent offer crèches.

Care-givers in the workforce: US demographics

Roosevelt Thomas (1990) observes: ‘More than half of the U.S. workforce
now consists of minorities, immigrants, and women . . . over the next 10
years, white males will make up only 15% of the increase in the work-
force.’ Far more American women are working and, typically, they are
earning a lot more than they used to. While the proportion of working-
age men with a job has fallen from 80 per cent in 1960 to 70 per cent in
1995, the share of women working has risen from 35 per cent to over 55
per cent. (The Economist, June 8, 1996). By some measures, the typical
man’s earnings fell by 7 per cent between 1973 and 1993; those of the
typical woman rose by 11 per cent. Women are working more across the
board but the biggest increase has come from women married to high-
earning husbands. Perhaps the most telling finding was in the changing
approach to career building. Worrell and Cooper (1999) reported that in
the buoyant job market, the demands of ‘Generation X’ were changing.
Forty per cent of high flyers said they intended to leave their employer
within two years. Only 7 per cent expected to stay more than five years.

Marc Marchese, Gregory Bassham and Jack Ryan (2002) report a US
Bureau of Labor Statistics (1998) finding that shows that the number of
dual-worker families (families in which both husband and wife work) grew
by 352,000 between 1996 and 1997 whilst the number of ‘traditional’
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families dropped by 145,000. In 1997, the labour-force participation rate
of mothers was 72 per cent, including a participation rate of 75 per cent
from unmarried mothers. The US Census Bureau (2000) reports that
whilst in about three out of five (60.44 per cent) married-couple families
both husbands and wives work for pay, in only one out of three (34.91 per
cent) do wives work full time, year round. The participation rate for
mothers with a child under 1 year old grew from 54 per cent in 1996 to 58
per cent in 1997. Moreover, in 1997, 65 per cent of mothers with children
under the age of 6 participated in the workforce. These figures add demo-
graphic pressure to the challenge of finding solutions for satisfactory
child-care assistance for today’s workers.

According to the US Bureau of Labour Statistics, the number of
working mothers with children under 3 years of age rose by 9.5 per cent to
5.3 million during the 1990s. That same proportion grew by 47 per cent
during the 1980s. In 2003 nearly two-thirds of mothers with children
under 3 years of age are working outside their homes. That figure is up
from about 50 per cent in the 1990s and 42 per cent in the 1980s. As in
the UK, little seems to have been published in the USA concerning
working fathers and their family status.

Many adults, mostly women, also care for ageing parents whilst continu-
ing to provide substantial support for their children. These care-givers for
the elderly are now as likely to be men as women (Houston Chronicle, Sep-
tember 25, 2000).

Karen Lee (2000) reminds us of the ‘other’ slice of responsibility con-
fronted by the ‘sandwich’ generation: adult dependant care. She reports
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Kyle is 38 years of age, has been employed with his firm for 16 years, has a
BSc degree and works as a Senior Credit Analyst, supervising a department
of fifteen staff providing support for the credit card section. He is married
and his partner works full time as a Pharmacist. They have been married 5
years and have no children. Kyle is an only child and came late in his
parent’s life. Kyle’s parents are both in poor health. His father was diag-
nosed with lung cancer and had surgery 2 months ago. He is still recuperat-
ing from the surgery and periodically requires treatment. Kyle’s mother is in
the beginning stages of Alzheimer’s disease. Kyle’s and his partner’s lives
have been disrupted by the onset of elderly care. Kyle and his partner have
both taken vacation time and personal leave days to share the caring
responsibilities. According to Kyle, ‘the firm has been wonderful – allowing
me to adjust my schedule and delegate a lot of the work to my associates so
the deadlines have continued to be met. However, I don’t know how long
this will continue. My mother particularly will only get worse and we are
looking at nursing homes for the proper care when the time comes. It is
very hard to juggle high-powered careers and the care needed by your
parents. We are taking it day by day.’



that benefits managers and work/life experts feel that as compared to
child-care, elder-care tends to be more insidious, more complicated,
longer lasting and more likely to be viewed by employees as an issue they
must tackle alone. A study released by MetLife Mature Market Institute
showed that nearly one-quarter of all households had at least one adult
who had cared for an elderly person sometimes during the previous year.
It is estimated that as the baby boomers and their parents age over the
next 10 years, the number of employees caring for an adult will increase
to between 11 million and 15.6 million people – about one in ten workers.
The MetLife study reports that 84 per cent of the employees surveyed had
to use at least some of the time during work hours to care for an adult
with infirmities, even if it was just to make a phone call. In order to care
for their elders, 64 per cent stated that they had used sick days or vacation
time, a third reported giving up some work hours, 16 per cent were
recorded as quitting their jobs completely, whilst others reported passing
up promotions and extra training. Sandra Timmerman, director of the
MetLife Mature Market Institute, states that unlike with child-care, ‘there’s
something not quite as accepted about an employee going to a supervisor
about adult care.’ Nevertheless, Timmerman reminds: ‘With the baby
boomers ageing, there will be much more awareness about it [elder-
care].’

Unfortunately, point-by-point comparison of data between the two
countries was not possible. The governments of the two countries compile
and/or publish their statistics in the breakdowns that meet the interests
and needs of their own country and constituents, and the interests and
needs of the various UK and US constituencies are apparently somewhat
different. Suffice it to say that the evidence from both countries shows a
rapid increase in the number of females entering the workforce over the
past two or three decades.

Moore (1996) states that ‘Insurmountable social and economic obs-
tacles are put in the way of those who want both careers and families’. In
contrast, Hakim suggests that two groups of women have emerged in the
past 20 years – those that are career-oriented and those that are home-
centred – and states that ‘Women prefer male bosses, reject sex equality in
marriage and contentedly depend on men for money as they stay sec-
ondary earners in a relationship’. Hakim’s argument is of importance to
our central theme of care-giving. In particular, her views raise two inter-
twined questions: first, why is this argument restricted to female
employees and does not apply to the men who choose to stay at home?
And, second, to what extent can care-giving and the conditions of employ-
ment available to care-givers be seen as a matter of free choice? These
questions will be addressed in turn.
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The growing male role

36 Examining the area

Adam, 42 years of age, has a BSc degree and works full time as a Senior
Underwriter. His partner works part time. Adam earns 75 per cent of the
household income. He has two children and is able to accept most assign-
ments beyond normal hours that have notice and none without notice
because of his family responsibilities. Adam had this to say: ‘Whilst presently
not hindering career development, I feel that the reasons given (my chil-
dren are at ages when their schooling is most important and I have declined
to move the family) will in the future curtail my career development.’

Susan Estrich (1996) made the point that women weren’t the only ones
who don’t make it to the top. She observed that most men don’t make it
either. She posed the question: ‘What are you willing to have less of?’
Estrich replied that the answer given by men has always been their families
– a lot less of their kids in exchange for more work, money, and power.
She observed that we are raising a generation of females who do not see
themselves as victims and a generation of men who do. She concluded
that an unemployed mother is likely to see unemployment as a chance to
spend time with the kids, whereas the unemployed father is seen by both
society and himself as a failure.

Susan Lewis (2001) cites a growing number of studies suggesting that
men are increasingly valuing their family roles and wishing to be actively
involved in parenting. She comments that although women continue to
retain the majority of family caring work, there are shifts in men’s family
involvement and their willingness to modify work for family, particularly
among the younger generations. This is supported by Kelly (1991), who
reports that some men, as well as women, opt for changing the definition
of success so as to have a greater balance between home and work. She
cites findings by the recruiting firm of Robert Hall International that
claims that 56 per cent of the men surveyed ‘would give up a quarter of
their salary to have more family or personal time’. Kelly presents statistics
that show that US men were doing 30 per cent of the housework in the
1980s compared with 20 per cent in the 1960s, and that more men are
becoming the primary child provider (18 per cent) while their wives are
working. The UK Industrial Tribunal ruled in November 2001 that an
employer who had denied a male employee’s request to work part time so
that he could look after his son in the afternoons was discriminated
against because the employer had offered part-time jobs to female
employees who had children. The case was brought to the tribunal by the
equal-opportunities commission, which felt that it was the first ruling of its
kind. The effect of care-giving responsibilities upon careers is largely
unaddressed in the more complete sense – that is, the careers of all care-
givers, female or male. The fact that care-givers can be male as well as



female had received little attention – except as the ‘dead-beat dad’ stereo-
types regaled in the media – until David Popenoe’s (1996) Life Without
Father broadened the debate.

More men are now obtaining custody of their children in divorce cases
than in the past (15 per cent in the USA and 5 per cent in the UK – with
both percentages growing). The US Census Bureau’s Statistical Brief
(April 1994) cites the increasing numbers of children who are receiving
care from their fathers – 20 per cent in 1991, up from 15 per cent in 1988.
Census data reflect that father care became more common between 1991
and 1998 and that care by ‘family day care’ providers (that is, care in the
homes of non-relatives) became less frequent, dropping from 24 per cent
to 18 per cent of all primary preschooler care arrangements. The US
Census Bureau (Current Population Reports, September 1997) reports that
by fall of 1993 the number of fathers caring for their children aged 0 to 14
years during mothers’ working hours had risen to 14.8 million (20 per
cent) and that 13 per cent were regarded as the primary care provider.
Subdivided for fathers caring for their preschool children (up to the age
of 5), the percentage increased to 25 per cent, with 19 per cent being the
primary care-giver (providing care for their children during more of
the mother’s working hours than did any other single care provider). As
the children reached grade-school level, the percentage of fathers being
primary care-givers dropped to lower than 10 per cent.

A married father’s employment status makes a big difference in
whether or not he provides care for his preschool children. In 1993,
58 per cent of fathers who were not employed provided care for their
preschool children while their wives were working, versus 23 per cent of
employed fathers currently providing the care. Fifty per cent of primary
care-providing fathers were among the unemployed and 16 per cent were
among the employed. The report notes that: ‘If a father is unemployed or
underemployed, he will have more “free” time available to care for his
children.’ In the spring of 1998, an estimated 14 million parents had
custody of 22.9 million children under 21 years of age (US Census
Bureau, 2000). Custodial mothers represented 85.1 per cent of all custo-
dial parents, only 14.9 per cent being custodial fathers (statistically
unchanged since 1994). Custodial parents working full-time, year-round
jobs increased from 45.6 per cent in 1993 to 51.4 per cent by 1997. Custo-
dial mothers working full time increased from 40.9 per cent to 46.9 per
cent, whereas custodial fathers working full time increased from 70.2 per
cent to 76.9 per cent. An additional 31.7 per cent of custodial mothers
and 16.8 per cent of custodial fathers worked part time during 1997. In
all, 78.6 per cent of custodial mothers were working during 1997 and 93.7
per cent of custodial fathers.

Finally, according to Mary Beth Grover (1999), there were at the time
of her study approximately 2.1 million single fathers heading households
in the USA. She quoted the chairman of a Boston-based consulting firm as
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saying that work/life issues have long been viewed as a women’s issue and
corporations have responded with family-friendly policies, yet when men
attempt to invoke the policies they are looked upon as not being very
committed or serious about their jobs. In the chairman’s words: ‘It’s a
workplace dirty little secret.’ Kane (2002) reports researchers as finding
that new fathers tend to find ways of spending time with their newborns by
piecing together vacation days here and there, sick leave and accrued
leave time – a process known as ‘going undercover’. She quotes Joseph
Pleck, Professor of Family Studies at the University of Illinois, as stating
that the real action in these informal arrangements is in the minds of the
new fathers. As reported by Kane, Pleck maintains that the thinking is that
if the new father took time off and called it paternity leave, it would carry
the connotation that he is doing it because he is less committed to his
career.

The research reported in our study shows clearly that men, as well as
women, are disadvantaged by care for dependants. This lends support to
those who query the ubiquity of a gendered glass ceiling.

Responsibility for care-giving

The second of Hakim’s questions was that asking to what extent care-
giving and the conditions of employment available to care-givers can be
seen as a matter of free choice. Related to this question is that of who is
therefore responsible for supporting the care of dependants. Gardiner
(1997) references a Watson and Fothergill (1993) study that concludes: ‘It
is clear that while most women who work part-time make a positive choice
to do so, others feel constrained to accept it as the only realistic option.’
Hakim maintains that many women actually want to centre their eco-
nomic lives around home and work part time, arguing that it is a myth
that women are sidelined by men at work or are kept at home these days
by forces other than choice. Is the woman a free agent and able to make
clear choices, or is she constrained by circumstance – the structure of the
social parameters that surround her? And what about the man’s choices?
In so far as care-giving is concerned, the literature appears to be divided.

This debate has deep roots in social discourse. As defined by modern
theorists such as Antony Giddens (1997), agency is the individual capacity
to act otherwise. Barnes (2001) focuses on the use of agency in ordinary
life. According to Barnes, people act voluntarily, or else under constraint,
as making choices, as seeing reason, or else as not seeing it. He wrote that
we see rules and we know that certain rules are there. If those rules are to
our benefit as individuals, we abide by them. If they are not to our benefit
then we break them or push for a change in them to better serve our
needs as individuals. On the other hand, we may push for a change in the
rules to greater benefit those who have similar needs to ours. These rules
are enshrined in the policies and structures established by the organisa-
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tion and the State, and thus any discussion of agency in this area needs to
examine the constraints under which the individual makes his or her
choices.

Despite the statistics pointing to the constraints that care-givers are
under, a distinction can be made between the perceptions of choice and
the reality of the choices available. Barring incest or rape, consenting
adults (female and male) make a choice as to whether to engage in that
sexual activity which can, and frequently does, produce children. The
question of what constitutes ‘choice’, including the consequences flowing
from the personal decisions to have children, may be more of a cultural-
orientation question, for example, does personal ‘choice’ include per-
sonal responsibility for consequences flowing from personal decisions or
is society itself deemed to have some responsibility for consequences
flowing from personal decisions – in this case, responsibility for the chil-
dren? The response appropriate for a specific society (culture) can, and
does, affect how the State may react to the effect of care-giving upon
careers and, hence, the State may have a larger or smaller role to play in
the search for solutions. The UK and the USA would appear to have some-
what differing approaches to the relative responsibility of the individuals
and the State.

Societal responsibility

Geert Hofstede (1980) examined the effects of national cultures on social
and work behaviour and highlighted some of the evolving differences
between the UK and the USA. Both countries are democracies and must
ultimately reflect the will of those governed. The desires of the electorate
and the legislation that attempts to address these desires can and does
proceed at different paces in different cultures. Yet, the similarities are
also great. Hofstede (1983) has calculated an indicative numerical level on
each of his four dimensions of culture for the countries of France,
Germany, Great Britain, Italy, Spain, Switzerland, Canada and the USA.
Utilising Hofstede’s numerical ratings, the ‘mean absolute deviation’ test
was used to confirm the relative cultural closeness of the USA and Great
Britain vis-à-vis the closeness of the USA and any of the other major eco-
nomic powers of Europe or North America.

Hampton-Turner and Trompenaars (1993) sought to explain and
predict how managers from seven different countries would react to con-
flict, why they excelled at certain jobs rather than others, and the manage-
rial philosophies and concepts they favoured. They asserted that managers
in different countries start with one of two ‘values-in-tension’ and
described the circular nature of value resolution. They defined the
impulse to individualism – ‘If each individual pursues his own self interest,
an invisible hand will automatically serve the common interests of the
larger society’ – and maintained that believers in individualism hold that if
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you concentrate on your own self-interest, you will automatically serve
your customers and society better, which, in turn, will let you concentrate
on self-interest.

Similarly, Hampton-Turner and Trompenaars defined the impulse to
communitarianism – ‘If the needs of the group are considered first, then
the invisible hand will reach down and automatically take care of the
desires of the individual’ – and maintained that believers in communitari-
anism hold that if you concentrate on serving your customers and society
better, you will automatically achieve your own personal goals, which, in
turn, will let you concentrate on serving your customers and society better.
Whilst pointing out that there is plenty of evidence that those who put
individualism first also care about groups and organisations, and those
who put organisations first also care about its individual members, they
maintain that people from the same country will tend to resolve dilemmas
in a similar way, as they feel that members of the same culture are likely to
share common attitude because they share a common history.

In this particular context, the literature reveals that the two countries –
the UK and the USA – appear to start with opposite ‘values-in-tension’.
Although Hampton-Turner and Trompenaars categorised the UK as com-
mencing from the individualism position in the circular nature of value
resolution, in the particular case of searching for solutions to the care-
giving/career-progression conundrum the literature would appear to lend
support to placing the UK in the more communitarian category as UK
society, as revealed both by literature and political result, has assigned a
more active role to the State. The impulse to individualism that both
Hofstede (1983) and Hampton-Turner and Trompenaars (1993) attri-
buted to the USA was consistent with the more limited role assigned by US
society to the State in the search-to-date for care-giving/career-
progression solutions.

Support for care-giving as a right

Before the 1980s, the UK followed more of a European approach to the
supply of social services, including some provision of child-care services.
Brannen and Moss (1993) advised that the Danish government made a
conscious decision in the early 1960s to develop publicly funded child-
care services in response to the growing number of women entering
employment. They described the Danish plan as resulting in a majority of
children under the age of 3 with employed parents being cared for in
publicly funded child-care services. Hirsh and Jackson (1993) added: ‘In
Sweden, child care facilities are not only extensive but typically have realis-
tic opening times (12 hours, from 6 a.m.).’

During the years generally referred to as ‘Thatcherism’, the UK started
to employ more of an individual-responsibility approach to family social
responsibilities. After the change of government to ‘New Labour’ in the
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mid 1990s, the UK signed the Social Contract of the European Union.
This contract suggests adherence to a more communitarian approach
than had been followed by the UK in its recent past. This may indicate
that future UK direction in matters involving care-giving is likely to be
more cognisant of European Union trends. Lucy Lloyd, of the Day Care
Trust, summed it up: ‘What we’ve achieved is a situation where it’s now
recognised by the [UK] government that child care is a public good that
it’s OK to spend private money on’ (Mack, 2000).

The UK have the Employment Rights of 1996 and the Employment
Relations Act, passed by Parliament in 1999, which deal with family-related
issues such as paternity leave and career breaks, both of which give
employees time off work for certain periods of time to deal with children
and other family issues. In April 2003, as part of new legislation enacted to
assist working families, a law became effective requiring employers to go
through a formal process – potentially ending in a tribunal – when
mothers and fathers of a child under the age of 6, or a disabled child up
to the age of 18, ask for changed hours to help them combine work and
family life. Employers will have the right to refuse the request on business
grounds and will be obliged to show only that they have abided by the
government set process of consideration. The government estimates that
of the 3.8 million working parents with children under the age of 6, a
further 509,000 each year will ask for changed hours, and it believes that
82 per cent (418,000) will have their request granted. Fewer than 8 per
cent of parents’ requests are expected to reach the tribunal (Ward, 2001).

Support for care-giving as a privilege

In contrast to the UK’s leaning towards seeing support for care-giving as
the responsibility of the State, in the USA the individual is seen to hold
prime responsibility for care-giving. For example, The Public Agenda
survey (Rasberry, 2000) concluded with statistics indicating that 53 per
cent of those interviewed thought the US government should give bigger
tax breaks to families in which one parent stays home, 30 per cent called
for improvements in the cost and quality of child-care, while 62 per cent
favoured making it easier and more affordable for one parent to stay
home. The November 2000 presidential campaign in the USA and the US
Federal Income tax revisions (May 2001) featured spirited debate between
the two major political parties about ensuring that the majority of the
benefits would flow to the ‘middle class’. Both parties emphasised their
commitment to the family and their willingness to assist the family
with the cost of raising their children. This reflected the mainstream
of political thought in the USA – citizens are free to make their individual
choices but must assume the responsibilities flowing from those choices,
for example, care-giving is the responsibility of the individual family
and government’s role is limited to assisting the family to discharge its
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responsibility for care-giving. Helen Blank, of the Children’s Defense
Fund, summed it up: ‘We [the USA] don’t have a systematic approach to
child care because the basic bottom-line belief here is that it is a private
responsibility’ (Mack, 2000).

To date, US government assistance is reflected primarily in relief of
some portion of the individual family unit’s income taxes due plus specific
(usually means tested) programmes designed to assist those near or below
the poverty line. According to Barbara Galloway (2001), the USA also has
a welfare system in place for those living below the poverty line that pro-
vides some assistance such as food stamps, child-care assistance and
health-insurance coverage (Medicaid). Generally speaking, funds from
the federal government for assistance to those near or below the poverty
line are ‘block granted’ to the individual states and it is the individual
states that design the specific programmes for implementation. In each of
these ‘block’ grants, the federal government will usually establish some
broad guidelines whilst leaving the individual states free to fashion specific
programmes that reflect the needs and wishes of the people under their
domain. Child-care is funded through the Child Care and Development
Block Grant (US$2.1 billion) and the Child Care Entitlement to States
(US$2.7 billion) (US Department of Health and Human Resources,
2003). The 2003 budget proposes US$1.3 billion for Administration on
Aging programmes.

The USA has provided some recognition of family work–life stress with
the passage in 1992 of the Family Leave Act (FLA). This Act provides 12
weeks of unpaid leave from work for a family-related health-and-
emergency-type absence, to any or all employees who have been employed
at least 26 weeks through the month before applying for the leave. It need
not be child- or immediate-family related. The Act does provide right of
return to job but the leave is unpaid except in the State of California,
which, in September 2002, enacted legislation to provide 6 weeks’ leave at
55 per cent of salary to new parents of children, natural or adopted. The
leave will be paid for by employees via a tax estimated at US$2.30 per
employee per month, whilst the employers will assume the cost for
replacement employees. (There is debate over the cost, which has been
based on current FLA usage. Many feel that the current usage will rise dra-
matically with the addition of the salary supplement.)

To summarise, the main difference between the UK and the US pro-
grammes relating to children and other family assistance is that the US
programmes are all means (income) tested, whereas the UK child-
allowance programmes (as outlined later) are available to everyone, and
others, such as day-care centres, are available to many. The social and
political values of the people of each country have influences on these
governmental programmes. In terms of agency or the role of government
(the State), in the UK people expect the government to take a vital role in
programmes for their children. An example of this is a child-allowance
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stipend of a monthly amount is that given to each mother per child
regardless of the economic status of the mother and regardless of the
number of children in the family. The amount is set with a first child and
a decreased amount is paid for each child thereafter. The citizens of the
UK look upon these programmes more as a right than a privilege. The US
concern is more focused on resources. The government is expected to
assist those living below the poverty line in order that a minimum agreed
level of quality of life be available to all. For those individuals and families
with resources above the poverty line, the USA has generally followed the
value-resolution approach associated with the impulse to individualism.

The choice about whether or not to have children is not made in a
vacuum. Expectations of support differ between the USA and the UK. In
reference to the UK, Brannen (1999) set forth the claim that ‘in reducing
child care to personal responsibility, there is an implicit assumption that
children are a matter of choice rather than an intrinsic part of the adult
life course and societal obligations’. She stated that if paid work is to
become a prerequisite for lone parenthood in the UK, social policy needs
to construct motherhood, lone or partnered, as workers and carers, a situ-
ation that exists in the Scandinavian societies. In contrast, Gloria Steinem,
co-founder of Ms magazine and generally regarded as a radical feminist,
emphasised the place of ‘choice’ in commenting upon her recent
marriage:

The symbols that we rebelled against – such as high heels, push-up
bras, taking a man’s name after marriage, quitting work to raise chil-
dren – now are freely chosen, or the context has changed. Young
women feel different about these things because they’re freely choos-
ing them; and, in fact, they’re a form of rebellion in themselves. The
core question is: Is this our choice?

(Frey, 2000)

To put it in a nutshell, the UK employee may see benefits as a right,
whereas the US employee may see benefits as a privilege.

Organisational support for care-givers

Perceptions and reality of choice are also influenced by organisational
support, or otherwise, for care-givers – and the potential organisational
support is influenced by the aspects of individual and State support dis-
cussed above. Barnett (1999) pointed out that although corporations were
being exhorted to respond to the workers’ non-workplace needs, the real
message was that employed women with children, not employees in
general, were under stress in trying to manage their child-rearing
demands while meeting the workplace needs at the same time. In the
1990s, many US employers responded by installing specific work–family
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policies whose primary aim was to help women employees better manage
the boundary between work and family. The employers’ stated aim was to
assist women employees to be more productive and the policies of choice
included parental leave, flextime, on-site child-care, and child referral
services.

Rodgers and Rodgers (1989) list four principal business reasons why
corporate interest in work-and-family issues is rapidly growing. First, the
workforce demographics are changing. With the baby boom over, higher
costs are associated with high turnover, lost productivity and absenteeism
because of a scarcity in labour. Second, employees’ perceptions are chang-
ing. The traditional career path is on a collision course with employees
wanting to be parents. ‘Women and men in two-career and single-parent
families are much better able to identify policies that will let them act
responsibly toward their families and still satisfy their professional ambi-
tions.’ In two studies at Du Pont, the author found that men’s reports of
certain family-related problems nearly doubled from 1985 to 1988. Third,
there is increasing evidence that inflexibility has an adverse effect on pro-
ductivity. A study by Merck in 1984 showed that an employee with a super-
visor who was unsupportive about family issues had higher levels of stress,
greater absenteeism and lower job satisfaction. Other studies show that
supportive companies attract new employees more easily, have quicker
returns from maternity leave and have higher workforce morale. Fourth,
concerns about America’s children are growing fast. Poverty is up, single
parenting is increasing, the Scholastic Aptitude Test (SAT) scores are
falling and childhood illiteracy, obesity and suicide rates are all on the
rise. Business communities have tried efforts to improve schools, whilst
the Rodgers’ study showed that parents said they did not have the work-
place flexibility to attend teacher conferences and important school
events (Rodgers and Rodgers, 1989).

There is an element of choice about whether or not to have children,
but if we look at care-giving responsibilities for other dependants, such
choice is not often available – parents and others get old or infirm and
need to be cared for, regardless of the societal mores that influence the
perceptions of who is responsible for such caring. Organisations, out of
self-interest, are increasingly seeking to adopt dependant-care policies.
In Hewitt Associates’ 1999 survey of US employers, 90 per cent reported
that they offer some kind of child-care assistance – 88 per cent offer
dependant-care spending accounts; other popular child-care benefits
include resource and referral services (42 per cent), sick or emergency
child-care programmes (13 per cent) and on-site or near-site day care
centres (10 per cent); 47 per cent offer elder-care programmes – depen-
dant-care spending accounts (32 per cent), resource and referral services
(40 per cent), long-term care insurance (17 per cent); 74 per cent offer
flexible scheduling arrangements – including flextime, job sharing,
telecommuting and compressed working weeks – and 52 per cent offer
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on-site conveniences such as banking services (22 per cent), automatic
teller machines (34 per cent), travel services (18 per cent), and dry clean-
ers (15 per cent). Thirty-one per cent of employers offer adoption-assis-
tance benefits, compared to 21 per cent in 1994, making adoption
assistance one of the fastest growing work/life benefits offered by employ-
ers (Workforce, May 2000).

The adoption of dependant-care policies, however, has not met with uni-
versal acceptance. To Barnett, the reaction of the employers in installing
family-friendly workplace policies, however well intended, reinforced the
view that work and family were separate and in competition. Barnett
claimed that, in practice, women who took advantage of these policies were
seen as less committed and less desirable and their career-advancement
opportunities at the workplace were curtailed. Barnett maintained that work
and family were not two separate spheres and that policies fashioned on the
separate-spheres philosophy would miss the mark (Barnett, 1999). Moen
and Yu (2000) reminded us that families have always devised strategies to
deal with the inevitable exigencies that occur in life. They believe that in
this process there is invariably a period of structural lag, defined as a time
when institutionalised customs and practices persist in the face of changing
realities. They feel that workers are confronting precisely such a lag in the
interface between their work and their family roles and cite as evidence the
growing number of workers (both male and female) who are experiencing
both workplace and domestic responsibilities. They conclude that work
remains structured as if employees were without family responsibilities or
other non-work-related personal involvements.

Similarly, Poe (2000) pointed out that a growing number of workers
without children were dissatisfied. She reported that the resentment was
fuelled by the perception that the majority of the workforce – those
without young children – must cover for the minority – those with young
children. Further, Poe credited many of the majority as believing that
gains made in flexible arrangements and paid and unpaid leave never
reached the majority of workers – those without young children. Elinor
Burkett (2000) cited Bureau of Labor Statistics that reported that 60 per
cent of the US workforce did not have a child in the household under the
age of 18. She pointed out that the US Census Bureau data shows that 19
per cent of married couples had chosen not to have children, up from 11
per cent a decade earlier. Burkett joined Poe in claiming that there was
resentment by the majority of the workforce because they must cover the
absences of the minority (those with children). Rodgers and Rodgers
(1989) found that the higher a woman’s education level, the more likely
she is to be employed and the less likely to have children. One study shows
that two-thirds of the women under 40 who have reached the upper eche-
lons in our largest companies and institutions are childless, while virtually
all men in leadership positions are fathers. This raises the possibility of a
backlash against family-friendly policies from those who have ‘chosen’ not
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to have children in order to further their career (Young, 1999). ‘What do
they think, I was hatched? Just because I’m single and have no children
seems to mean I am always available to work overtime,’ says Martha Fields
(2001).

46 Examining the area

Henry is 24 years of age, has completed 2 years of college, works as a project
manager in IT and has been with his firm for 4 years. Henry is a high-flyer
and has been promoted once since coming on board. His area of respons-
ibility includes many projects with specific deadlines and his group provides
IT support for two other departments. Henry is single. His father recently
died suddenly and his mother now lives with him. He has no dependant
other than his mother. He has no experience in child-care or elderly-care as
his mother enjoys good health. Henry is very serious about his career and
works long hours. When asked about employees wanting and needing time
off for care-giving responsibilities, Henry had this to say: ‘I have to pick up
work when someone is out for any reason and some days I have to chase
people down – call home to find out where the work is so it can be finished
to meet deadlines. It can be very frustrating at times, when you really need
them at work and they are out taking care of their children. I am not against
having children mind you. But perhaps they should transfer to a different
department that does not have deadlines.’

Dolliver (2000) reports that childless employees are beginning to react
against the privileges they see working parents receiving, such as flex
scheduling, work-at-home days, family emergency time to tend sick chil-
dren, attend PTA and soccer games and take school vacations. He states
that to the childless employees it seems as if employees with children can
come and go as they please. Dolliver cites a USA Today (national news-
paper) poll showing that people think that non-parents receive preference
over parents in pay, promotions, workload and plum assignments.

• nearly three in four Americans rate their own workplace as pro-family;
• four in ten working adults say they have heard a co-worker complain

about parents getting a break at work with better schedules,
responsibilities or expectations;

• three in ten believe it is unfair of employers to offer special benefits –
such as scholarships, day care, adoption help – that not all workers
can use;

• one in three Americans have covered for a co-worker who had to leave
work to care for a child;

• one in three say it is a distraction when parents bring their children to
work.

Dolliver concluded that the poll did not show that resentment had
reached major proportions as yet. He states that when childless respon-



dents were asked how they felt about parents getting a better deal at work,
84 per cent said they had never got angry. It seems that the respondents
perceived that there were also advantages for the non-parent at the work-
place. Dillner (2000) supported this view, concluding that there was little
substance in the allegations that raging resentment exists.

In summary, this chapter has given an overview of the literature and
statistics around care-giving. Whilst the main focus reflects that of the
literature, namely child-care by women, it has also explored the implica-
tions for male care-givers and for those who provide care for other depen-
dants. We have explored some of the differences in approach adopted in
the USA and the UK, arguing that in essence, US citizens see care-giving
support as a privilege, whereas UK citizens see it as a right. These points
will be explored empirically in the next chapter.
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4 Gender-free impact of 
care-giving

Previous chapters have emphasised that much of the literature about the
glass ceiling alludes to ‘invisible barriers’ in corporations that keep
women from the boardrooms (McQuarrie, 1994; Schadovitz, 1996; Jones
and Causer, 1995). The focus in the literature has mainly been upon
women and, to some extent, their role in child-care. We have suggested
that a wider focus needs to be adopted – to include the role of men, and
to include the care for other dependants. We have presented some liter-
ature, opinions and statistics about this, but have noted the lack of
detailed comparable evidence across the studies that have been con-
ducted. In this chapter we present and discuss a study that was designed to
adopt the wider lens.

A study was undertaken to broaden understanding of issues and needs
facing those employees who were trying to balance their care-giving
responsibilities with their career aspirations. A decision was made to look
beyond that crowd of activists and theorists who seek to capture the term
‘glass ceiling’ for the exclusive use of those who pursue discrimination
theories and to embark upon a voyage of discovery. It is one thing to
accept (and even admire) the elegance of the ‘transparent barrier’
portion of the glass ceiling description used by Powell and Butterfield
(1994) but quite another to accept that its descriptive power should be
limited only to the cause of discrimination. This study seeks neither to
dispute nor refute the questions of discrimination against females and
minorities. It does reject any attempts to claim the term ‘glass ceiling’ for
the exclusive use of any particular cause. We seek to surface the possibility
that other factors may also have bearing upon who is sitting in the board-
room.

The survey concentrated on lone parents who are both employed and
have primary responsibilities for children and/or other individuals living
within the same household. These lone parents also maintain primary
financial and emotional responsibility for those dependants. Lone,
employed parents were selected as the focus of this limited-purpose study
because it was felt that this group could be a lightning rod for the range of
issues affecting the care-givers’ balancing act with their careers. Simply



put, lone parents were likely to be experiencing the same feelings of being
pulled in two directions as are felt by the employed with partners and chil-
dren. However, by definition the lone parent has no partner with whom to
share the responsibilities. By conducting the survey, an attempt was made
to gain the greatest amount of understanding – at the ‘hands on’ level – in
the smallest amount of time.

Because of the nature of the lone-parent study (written surveys), quan-
titative methodology was most useful for determining key areas of focus.
The limited opportunities for ‘open’ responses included in the written
lone-parent survey provided valuable directional support in determining
areas of emphasis for the research presented in Part 2 of this book. The
sample was small (135 responses), did not include respondents with other
types of dependants, was focused on a single category of care-givers, and
the empirical data reported reflects these limitations. As a small study,
generalisability of findings was not the objective. In seeking to better
understand lone parents’ views concerning any relationship between their
care-giving responsibilities and their job-commitment capabilities, respon-
dents from two developed countries (the UK and the USA) were selected
to participate in the survey because, as discussed above, employment prac-
tices with respect to management opportunities being presented to
females and males within the two countries were known to be proceeding
at different paces, yet are similar enough in broad outlook to provide
some consistency of scope.

Two national lone-parent organisations participated in the survey –
Parents Without Partners (USA), and Gingerbread (UK) – as well as a
group of US lone-parent teachers. A criterion for membership in both
organisations is being a single parent with primary care-giving respons-
ibility for at least one dependant. Both organisations have large member-
ships (60,000 US members and 10,000 UK members). They are affiliate
organisations with similar goals and similar programmes, all of which
centre around children and family activities. Surveying these groups
allowed the study of differences, if any, that may exist between the two
countries in relation to the struggle of lone primary care-givers. The
written survey was distributed and completed during the organisations’
regular evening meetings. US members of Parents Without Partners
formed the majority (sixty-two) of participants in the first study. However,
a total of thirty-nine other south Florida single parents also participated;
thirty-three from a teachers’ group and six from a church group, all of
whom met the main selection criteria. A total of 101 respondents in the
USA participated. Total UK participation was 34 respondents, all from the
Gingerbread organisation.

The survey was designed as a blind survey, that is, the participants
would not identify themselves by name, address or other personal details.
It sought closed-answer background information, opinions and feelings
via a seven-point Likert scale and further comments with open questions

Gender-free impact of care-giving 49



at the end of each section. The survey design provided each respondent
with the opportunity to provide information about her/himself that
broadly fell into three categories: personal data; employment factors; and
perception factors. The major focus of the survey was an attempt to deter-
mine whether care-giving responsibilities had adversely affected lone-
parent ability to accept favourable employment opportunities (past and
present) and the level of anxiety, if any, concerning future events that
could adversely affect care-giving ability.

Summary of results

The main findings of the lone-parent survey were that a significant
number of lone-parent respondents reported that the reality of their sole-
responsibility circumstance had resulted in diminished career progress.
The data examined to support this conclusion were the respondents’
replies to specific factual questions (‘Have you at any time, because of
family responsibilities: Declined a promotion? Declined a move or trans-
fer?’) plus their replies to specific perception questions (‘Do you think
that the level of care you provide for dependants is hindering your career
development?’; ‘Do you think that the level of care you have provided for
dependants in the past has hindered your career growth?’). Further, emo-
tional concerns of the lone-parent respondents were solicited relating to
the level of worry over future inability to work, to care for dependants and
to cope with personal loss or grief. The literature surrounding the subject
of the ‘glass ceiling’ appears virtually to ignore these areas yet the
responses received indicate areas of concern for several of these groups.

Lone parents working to support themselves and their dependants
experience unique obstacles in pursuing the twin goals of career and
family guardian. UK and US responses to the career/guardian choice
represented by declining offered promotions segmented by country and
gender are depicted in Figure 4.1.

A higher percentage of UK respondents – both female and male –
reported declining promotions than did their US counterparts. UK male
respondents represented the highest percentage declining promotions,
followed by UK females and US females. US males were the least affected.

The situation changes in the UK with the respondents’ perceptions of
hindrance of career progress – past and present. UK and US responses to
the career/guardian choice by perception of experiencing present and
past career hindrance, segmented by country and gender, are depicted in
Figures 4.2 and 4.3.

The highest percentage of career hindrance by dependant responsibil-
ities now and in the past was the UK female, with the UK male following
close behind her. US female respondents felt career hindrance both
presently and in the past to a greater degree than did their US male coun-
terparts.
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Probing of lone parents’ emotional concerns about their care-giving
responsibilities was sought by requesting their indications of the extent to
which they agreed or disagreed with the following statements: ‘I am
worried about not being able to work’; ‘I am worried about not being able
to care for my dependants’; ‘I am worried about not being able to cope
with personal loss or grief ’. A seven-point Likert scale ranging from
‘Strong’ to ‘Neutral’ agreement/disagreement was provided. Segmented
by country and gender, the responses for lone parents’ concerns about
their future ability to care for dependants are presented in Figure 4.4.

In all three areas, the UK lone-parent respondents expressed a greater
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degree of worry about their future care-giving ability than the US respon-
dents. UK males expressed the greatest degree of worry. US males showed
negative worries in all areas, with US females showing negative worries in
the coping-ability area and slight worry in the other two areas.

General comments of UK and US respondents

UK respondents mentioned the stress of sole responsibility and making
decisions alone. They expressed worry about money to pay the bills. Some
were concerned about becoming ill, leaving no one to care for their chil-
dren. Others showed quiet determination by stating that lone parents
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have to cope, but noting how hard it was to do so. Most respondents
reflected a desire to do more for themselves but a frustration with ‘the
system’, which, in their opinion, shows inadequate understanding of the
child-care/work dilemma faced by lone parents. They maintained that at
lower levels of the organisation it is difficult to fit within the workday those
child visits to the doctor, dentist, school and so on. Some would like prac-
tical support. Others were frustrated that their skills, in their opinion,
were not recognised. Some feel guilty if they work and feel guilty if they
don’t work. One wrote that the ‘benefit system provides basic care but the
inability to do paid work limits my standard of living, my self esteem, and
ability to be a positive role model’. Another wrote that ‘not enough help is
provided for lone parents with additional care-giver responsibilities with
no chance to go back to work’. Some cited the inability to get child-care
providers to look after children for the extended hours required to
succeed (to advancement). Others feel that lone parents need support
with child-care in order to get retraining, plus they say there is no back-up
in cases of crisis. One wrote that single parents find it hard to get child-
care and must pay for it from their meagre wages.

From these comments, it appears that UK participants are more frus-
trated with their system than are US participants. On the other hand,
these comments could simply mean that the British parents were more
open and vocal about their true feelings and more willing to express them
than were the American lone parents, amongst whom an admission of
requiring external financial support appears to have been more socially
stigmatised. This conclusion is supported both by the differences in cul-
tural profile discussed in the previous chapters and by the quantity and
quality of open-ended responses, in which the UK participants were much
more forthcoming. This difference was also seen in the closed responses
about finances, in which several US respondents expressed disquiet at
being asked for financial information and were unwilling to offer more
than the minimum responses in this area.

The limited number of US participants’ volunteering comments
focused mainly on the emotional issues. One respondent wrote that if she
became disabled, her family would be severely stressed – financially and
emotionally. Another female respondent wrote that ‘fathers get off scot-
free’. According to one participant, ‘it took years to become emotionally
free’. Some reported that they worked it out. Others said they are not
worried. A few were quite candid about the survey itself, including com-
ments such as ‘I found it unpleasant to fill out’. Some felt that ‘other
benefits’ were none of the researcher’s business. Another participant sug-
gested forgetting the check boxes on the survey form and said ‘just ask
me, I’ve been through it all’. Yet verbally, many of the respondents con-
fided that the number-one difficulty to be overcome as a lone parent was
finding, becoming comfortable with and funding appropriate arrange-
ments for child-care during work time.
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Findings and interpretations

The overarching finding of this lone-parent survey is its confirmation of
the common suspicion that a major obstacle to lone-parent attainment
and/or acceptance of corporate promotions and qualification-building
transfers is the existence of family-related ‘external’ (non-work-
connected) factors that have unique power to impact lone parents’
working lives – gender notwithstanding. Other primary care-givers are also
affected, namely, dual breadwinner families and/or families where one
partner assumes the primary care responsibility. Principle findings from
the lone-parent survey were: (1) in the situation of lone parenthood,
males reported encountering similar factors (problems) and/or stresses as
did females; (2) both genders reported career progress being hindered by
dependant responsibilities – both presently, and even more so in the past;
(3) UK respondents reported significantly greater hindrance (past and
present) than US respondents (both genders). The results from the survey
were augmented by a generous number of volunteered written comments,
especially from the UK.

Throughout the survey runs the refrain that care-giving responsibilities
are rated by the respondents as being of the highest order – above that
level of responsibility owed to an employer for accepting potentially life-
style-altering promotions or transfers and/or of pursuing the perform-
ance levels that merit consideration for career advancement.
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Gertrude is 32 years of age, has a BSc degree and works full time in a cleri-
cal position that requires her to work 43 hours per week and travel an addi-
tional 5 hours per week to and from work. She is divorced and has one child
in preschool. She has not had any career-development training but has not
sought any. She does not see that care-giving has had a negative impact.
Gertrude is usually able to accept assignments outside of normal hours that
have prior notice given, but pop-up assignments without notice are more
difficult because she has to pick up her child. When asked if her employer
understands and supports her care-giving situations, she moderately dis-
agreed and said she was only slightly comfortable invoking the policies in
place for care-givers. When asked if her care-giving arrangements were com-
patible with her employers’ expectations for promotions, she replied: ‘To
move up would require sacrificing more time from my family.’ When asked
if she was maximising her professional potential, she replied ‘No. However,
my priorities have changed – now I have a family.’

The data indicate that lone parents in the UK appear to be more nega-
tively impacted in their careers by their care-giving responsibility than US
lone parents. They also appear to be more concerned about their eco-
nomic and emotional future. However, as discussed above, this might be a
relative effect of the different cultures, in which less stigma is attached to



admitting the need for economic support in the UK than in the USA. Sim-
ilarly, findings of more hours worked, more travel, possibly even more fre-
quent receipt of a company car by the US respondents may say more
about the present state of the respective economic culture of the two
countries than about lone parents with unique problems. However, differ-
ent government policies in areas of eligibility for government benefits,
limitations on work, government payment eligibility criteria and so on
could also contribute to the difference in work hours.

The more generous assistance given to single parents (both female and
male) in the UK seems to have spawned a mixed blessing for its recipients.
Greater UK governmental support may possibly explain the ability of UK
respondents to decline promotions or transfers to a greater degree than
US respondents. However, finding that the UK respondents were also
more worried about their future ability to work, to care for dependants
and to cope with loss was surprising in view of the presumed greater social
safety net enjoyed by them. This finding could also be influenced by the
fact that the UK respondents were more open in their comments and
replies than the US respondents. As their comments suggested, the US
respondents were less expressive of their feelings on this subject and some
saw the survey itself as an invasion of their privacy.

The level of perceived hindrance to career caused by care-giving
responsibilities in the present was noticeably lower than the level of per-
ceived hindrance in the past for both UK and US groups. The majority of
UK managerial/professional male respondents felt hindered in both the
past and the present, while few similarly situated US males professed these
feelings. The managerial/professional males also differed strongly on
declining promotions, worry over future inability to care for dependants
and to cope with personal loss. In each of these areas UK managerial/
professional males felt greater impact than their US counterparts. These
two comparisons give some support to a very tentative finding that females
at the managerial/professional level, in both the UK and the USA, may be
making some progress (however glacial) in their battle to handle the
demands of both career development and family guardianship. The find-
ings reveal a US managerial/professional male that says he is relatively
confident of juggling both career and guardianship responsibilities, whilst
a UK managerial/professional lone-parent male says he is considerably
less so.

Overall comparison of the responses from the two countries might indi-
cate that the recognition by organisations of care-giving responsibilities
and the impact on employment prospects of single parents is more
advanced in the USA than in the UK. It appears that US employers may be
more aware of the need to extend tangible assistance to this growing
group of talented employees in order to obtain and retain them.

Of perhaps greater interest, however, is not the differences that exist
between the two countries but the similarities that are present. It is
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noteworthy throughout that the problems of lone parenthood impact in a
similar manner amongst the males and females of this study, regardless of
their nationality. In other words, these problems and their effects upon
perceptions of career progression are gender neutral.

Conclusion

The findings of this survey add strength to the proposition that lone
parents encounter stresses and problems that can and do adversely impact
on their careers regardless of their gender. If these conflicting forces rep-
resent a nucleus of career-limitation reasons for males not achieving
higher career levels, do males also experience the ‘glass ceiling’? If males
can experience a glass ceiling, does the definition of ‘glass ceiling’ need to
be revised to include males? If the glass ceiling includes males, then much
of the gender-related sting is removed from this late-twentieth-century
buzz-word for gender discrimination. Possibly the ‘ceiling’ is more of a
‘net’ that catches those, regardless of gender, who no longer strive (for
whatever reason) to make an all-consuming effort to swim upstream and
be amongst the few to reach the great salmon-spawning grounds. Career-
wise, the great spawning grounds might be better known as the ‘top man-
agement club’.

Care-giving responsibilities are not the sole preserve of the lone parent.
Talented, married, single- and/or double-breadwinner families can also
place the demands of care-giving or other non-company-connected
responsibilities above the perceived demand to put the company first. In
the following part further empirical evidence is presented that builds
upon the findings discussed here, and which broadens the debate to
explore the possible effects of care-giving across the wider population.
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Part II

Some empirical evidence

The previous part laid the groundwork for an investigation of the effect of
care-giving upon career and showed that the impact of care-giving was
gender-free – at least in the case of lone parents. That research was under-
taken primarily to obtain greater understanding of the issues involved in
care-giving; therefore it was non-random, and relatively small. The issues it
raised, however, are much larger, and the lack of comparable empirical
evidence in this area has laid the ground for wider and more structured
research.

To date, primary evidence on the subject of care-giving and career
advancement seems to be in rather scant supply. Works citing secondary
evidence and/or bold opinions are plentiful indeed. Yet, according to
Weiers (2002), ‘Secondary data have been gathered by someone else for
some other purpose’. The validity of secondary data is not in question,
though the need to interpret and apply it can have its pitfalls. The primary
data presented in this part was obtained specifically for the purpose of
addressing the questions posed here and thus such interpretative pitfalls
are minimised. Chapter 5 briefly details the research population and
methodology adopted. The following chapters explore different foci
arising from the research, namely, the impact that care-giving has upon
perceived commitment to work (Chapter 6), upon development
opportunities (Chapter 7), upon career attainment (Chapter 8) and upon
the balance between time available and freedom to pursue a career
(time/freedom) (Chapter 9).

Because of the nature of book writing (and reading), we felt that an
overabundance of statistical data might not enhance the experience for
the reader. Therefore, the presentation of the empirical research dis-
cussed here is done (it is hoped) in an accessible and reader-friendly
manner. Readers who are keen to obtain further details are referred to
Coyne (2001) or are invited to contact the authors of this book.





5 The need for empirical data

This chapter steps to one side of the main lines of argument in the book
in order to provide details of the research design, methodology and popu-
lation upon which the main lines of argument are based. These are
necessarily presented in a brief form, and further details can be found in
Coyne (2001).

The research population

As discussed in Chapter 3, the UK and the USA have broadly similar cul-
tures but different laws, customs, and practices affecting the workplace.
Industrial and service-sector development within the two countries has
developed at different paces. National employment needs and available
qualified people to fulfil those needs are different for the two countries.
Therefore, it was felt that a comparison of these two countries would facili-
tate an examination of the effect of work practices without the added con-
fusion arising from widely differing cultures.

An investigation into whether care-giving is ‘an upper limit to profes-
sional advancement that is not readily perceived or openly acknowledged’
necessitates that the industry subjected to the investigation employ both
women and men as both are involved in the care-giving process. The
search was for an industry that was ‘average-modern’ in the developed-
country sense (one that utilised modern technology in everyday operation
– yet was neither ‘high tech’ nor ‘low tech’ in nature). The banking sector
was chosen for the investigation because the services industries have
emerged as the largest segment of economic activity, utilising 74 per cent
of the labour force in both the UK and the USA. (The Economist, Pocket
World in Figures, 2003). Furthermore, within the services sector the
banking industry historically has maintained a reputation for being a
gender neutral employer. The following brief review tends to confirm
both of these assumptions.

In June 2000, 74 per cent of the UK’s 28 million person workforce was
engaged in the service industries. The Office of National Statistics defines
service industries as being composed of public administration, education



and health (30.9 per cent); distribution, retail and restaurants (29 per
cent); finance and business services (24.5 per cent); transportation and
communications (8 per cent); and other (7.7 per cent). Eighty-seven per
cent of all female workers are employed in the service industries and 65
per cent of all male workers (derived from Employment, Earnings and
Productivity Division report, ONS, B18). In total, females make up 44 per
cent of the services workforce and men 56 per cent. Within the UK
finance and business sector, the female/male breakdown is 48.4 per
cent/51.6 per cent. The US Equal Employment Opportunity Commission
(EEO) (1999) reports the total employment in depository institutions
(Standard Industrial Code #60) as 1,104,844, segmented as 68 per cent
women and 32 per cent men.

This book offers some quantitative and qualitative empirical data,
gained from 553 surveys and thirty interviews with male and female execu-
tives representing all career levels within six major banks in the UK/US
banking industry. The desire was for banks that collectively would be
representative of the banking industry in both countries. The type of
banking activity conducted by the bank – for example, commercial, mer-
chant, savings and loan (or the UK equivalent of building societies) – was
not a factor considered in recruiting banks for the project. The prime
concern was to recruit banks that would be representative of the employ-
ment and career-development practices being utilised within the industry;
thus banks that were large employers with multiple branches were
accessed.

All three UK banks participating in this research are included the nine-
bank Major British Banking Groups sector as defined by the British
Bankers Association (BBA). The BBA web page states: ‘These banks
[Major British Banking Groups] account for around three-quarters of ster-
ling domestic business undertaken by the banking sector and therefore
information on the balance sheet and lending can be considered
representative of all retail banking activity’ (BBA, 2001). All three US
banks participating in this survey are located in the southeast region of
the USA. According to the US Census (2000), the combined population
of this eleven-state region is approximately 68 million people (24 per cent
of the US population). Each of the banks is included in the ‘Top 25 US
Banks’ category (that is, the largest twenty-five banks), as determined by
market capitalisation. As full service banks, they compete with most of the
banks included in the Top 25 category. At least four of the Top 10 have
home offices within the southeast region and many of the Top 25 have
branch operations within the region (Wright Investor’s Services, 2001).

There is strong reason to believe that the sample population of the par-
ticipating UK and US banks fairly represents both the banks themselves
and the national banking sector of each country, in so far as they reflect a
fair and representative ratio of female and male employees. Labour
Market Trends (UK) (June 2001) lists employment in the financial and
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business services industry and these figures have been used as a rough
estimate for the banking industry, recognising that the business services
portion of this industry grouping may not be as weighted toward female
employment as the banking sector itself. In the case of the US banking
industry sector, the Federal Deposit Insurance Corporation (FDIC), which
monitors all federally insured commercial banks, provides data both by
gender employed and by job-level distribution, grouped into four classifi-
cations, within the banking industry. Figure 5.1 depicts the results of a
comparison by country and gender of the populations in the research
sample, the participating banks and national banking averages.

There is also support for a reasonably representative sample population
with relation to job-level distribution as compared to the national banking
sector job-level distribution of the USA. The predominance of the service
sector in the economic life of both countries is evident and the
banking/financial portion of the service sector is strongly represented in
both countries. There is some confidence that the findings reported here
might also have some generalisability to the wider employed population –
especially within the services sector.

Overview of methodology

The effects of care-giving upon career development in the UK and US
banking industry covers a number of areas and remains broad, controver-
sial and susceptible to the emotional interpretations of the participants
(including the authors). For these reasons it was felt that a triangulation
approach – including demographics, quantitative, and qualitative data
analysis – would provide a higher degree of validity to the research. Quan-
titative methods of analysis were used as an aid to establish the normative
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aspects of the sample and to discover areas of statistically significant differ-
ences and similarities within the sample population. Analyses of secondary
sources of data were conducted to relate these findings to the wider
population, and thus to the normative baseline. Qualitative methods of
analysis were employed in the search for explanations of the uncovered
phenomena.

Quantitative analysis is concerned with the search for norms and statis-
tically significant variations from the norm. Qualitative analysis seeks the
exceptions to the norms and focuses on ‘why’. The dual approach
adopted in this research sought ‘the best of both worlds’ while recognis-
ing the existence of vigorous debate on the appropriate methodologies to
be employed in the social sciences and the differing ‘world views’ that
underpin these methodological stances.

Broadly, the debate centres on three different philosophical stances. A
positivistic approach holds that social science differs little from the natural
sciences and that ‘the world is objectively and unproblematically available
and capable of being known by the systematic application of the empirical
techniques common to positivism’ (Ackroyd and Fleetwood, 2000). A
postmodern (and/or a poststructuralist) approach holds that the world is
not objectively knowable and supports ‘the idea that what is known is
merely the product of discourse’. The third philosophical approach, that
of realism, attempts to cut across the boundaries set by the more extreme
possibilities of positivism and postmodernism and evidences a lengthy her-
itage of application in the field of management and organisation studies.
‘[Realism] is characterised by the conviction that social structures
(mechanisms, relations, power, rules, resources, institutions, and so on) as
well as the meanings that actors and groups attribute to their situation
(along with the discourse used to convey these meanings), must be taken
into account in any explanation of events’ (Ackroyd and Fleetwood,
2000).

The subject matter of this book involves both the natural world and the
social world – from the miracle of birth, the unstoppable ageing process
and the material resources required for sustenance of remunerated
employment and the socially mandated rights, privileges, duties and
responsibilities surrounding such employment. The subject matter is emo-
tionally charged. Charges and counter-charges of discrimination, level
playing fields, sexism, exploitation and more seem automatically to attach
themselves to any enquiry into even the narrowest of areas of investiga-
tion. Further, the surveys and interviews conducted in pursuit of this
research into care-giving and its effect on career development has netted a
broad range of data that offer many avenues for exploration. As a cross-
cultural study, many areas for comparison presented themselves – country,
gender, care-giving status were compared on a broad range of issues from
age, education and marital (or partnered) status to job-level accomplish-
ment, management training, mentoring, promotion and so on.
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In order to maintain focus, a quantitative method was used for analysis
of the ‘hard’ data provided by the written surveys. This quantitative tech-
nique was selected both to facilitate the pinpointing of areas where objec-
tive evidence indicated that significant differences existed between the
compared groups and to examine more closely selected areas for evidence
of causal relationships. However, written surveys provide only the crudest
of opportunities for speculating on the veracity of the evidence being
offered. They provide a broad picture of the area but little insight into the
feelings, choices and individual reflections that might throw light upon
what is really happening.

Qualitative techniques were brought to bear in areas that were sus-
pected of holding clues for ferreting out potential explanations, especially
in those key career-building areas where causal relationships seemed most
unlikely. Face-to-face in-depth interviews, at minimum, offer the inter-
viewer the opportunity for separating truth from ‘political correctness’ or
other ‘reasons’ that might interfere with the interviewee’s motivation for
telling it like it is. The emphasis during the qualitative analysis phase was
on ‘why’. To this degree, the methodological approach adopted for this
research has some common ground with the critical realist approach
(with the emphasis on explanations) but with a rather deep bow to the
positivists and their statistical rigour. We take no position on any of the
issues per se. We do pose a series of questions and policy issues that can
lead to further research and vigorous debate. We view our task as one of
bringing empirically gathered evidence and facts surrounding the effects
of care-giving upon career advancement to the ever-widening group of
participants in the national debate – to the activists, to the policy makers
(corporate and legislative), to the human resource practitioners, to our
fellow academics and, yes, to all those being impacted – one way or
another – now or in the future – by the human necessity of the care-giving
experience.

The banks were asked to participate in three ways: first, to allow
employees chosen at random to complete a written survey; second, to
allow a small number of their executives to participate in a short executive
interview; and third, to allow an HR specialist to participate in an inter-
view about the bank’s HR policies as well as to provide copies of those pol-
icies for the benchmarking aspect of the research project. Also each bank
was asked for demographic information in order to determine compara-
bility within the banking industry of the two countries and the representa-
tiveness of the sample population. The survey was designed with questions
for quantitative and qualitative analyses. The interview data were appropri-
ate for qualitative analyses.
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Corporate care-giver responsibility engagement

The participating banks had little or no involvement with their employees
in the provision of or remuneration for care facilities. All respondents indi-
cated that care-giving facilities were self-provided by the employee. One UK
and one US bank offered a care-provider referral service for the conve-
nience of their child-care-giver employees but none offered referral services
in the elder-care area. One UK bank offered on-site child-care at some of its
facilities (the remainder of the banks reported having none). All banks
offered part-time schedules and flextime. Most offered some telecommut-
ing/working from home under various circumstances. All offered some
version of paid time off for family-related issues (one US bank counted it as
personal leave). Paid maternity/paternity leave was offered by the UK banks
and some US banks, whilst other US banks utilised sick time or personal
leave for providing pay. All offered unpaid maternity/paternity leave. Two
UK and one US bank had issued a formal company statement to their
employees on the importance of work/family issues.

Survey respondents – demographics

The five banks participating in the written-survey portion of the study
made a conscious effort to have the sample reflect the demographics of
their employees. Respondents were chosen randomly from their employee
data bank. Assuming the sample represents the banks’ population,
females represent the majority of respondents in the UK/US banking
industry and males represent a greater proportion of the UK banking
industry than they do in the US Labor Market Trends, 2001, and US
Federal Deposit Insurance Corporation (FDIC) data confirm both inter-
pretations.

The age of respondents in the UK and US banking industry were
similar. Male respondents were generally older than female respondents
in both countries. Respondents with care-giving responsibilities were
generally older than those respondents without these responsibilities.
However, the age of the non-care-giver/care-giver may be more impacted
by the respondent’s marital status than by his or her care-giving status.
The incidence of care-giving responsibilities appears to have been similar
for both UK and US respondents. Part-time workers within the UK were
more likely to have care-giving responsibilities (88 per cent) than were
their full-time counterparts (50 per cent) in the UK. No difference
between full-time and part-time US respondents of care-giver status was
recorded. UK banking relied more heavily on part-time workers than did
the US banking industry. The part-time labour force of the participating
banks in both countries was made up predominantly of females. The
majority of part-time respondents had care-giving responsibilities, more so
in the UK than in the USA.
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Females in the USA had caught up with US males in educational attain-
ment but not, to date, in the UK. Whilst no statistically significant dif-
ference in educational level existed between male care-givers and
non-care-givers of the two countries, female non-care-givers in both the
UK and the USA were more highly educated than their care-giving coun-
terparts. Females were also more likely to have working spouses (partners)
than males. In the banking industry sample full-time working spouses were
more prevalent in the USA than in the UK. Care-givers had working
spouses more frequently than non-care-givers. No statistically significant
differences were found for care-givers with a working spouse between UK
or USA or between male or female. Within non-care-givers, females more
frequently had working spouses than males.

Non-care-givers earned a greater percentage of family income than did
care-givers, but both UK non-care-givers and care-givers earned a greater
percentage of family income than did their US counterparts. No differ-
ences existed between the UK and the USA within the female groups of
care-givers and non-care-givers, but the combined UK/US female non-
care-givers were responsible for more of the family income than the com-
bined female care-givers. The same pattern existed among the UK/US
male groups. The male group was responsible for a higher percentage of
the family income than the female group within the UK. In the USA the
burden was more evenly shared between the genders. Korenman and
Neumark (1991), Loh (1996) and Gray (1997) have all found that
married men earned higher wages than unmarried men. Blau and Beller
(1988) and Waldfogel (1997) found that married women also enjoyed an
earnings advantage.

The data showed no statistical difference in the household presence of
children for whom care-giving responsibilities exist. The respondents to
this survey indicated elder-care responsibilities in only 6 per cent of the
cases (the same percentage for both the UK and the USA). In trying to
reconcile these interpretations of elder-care prominence with that of the
literature, the key may be in the definition. This survey solicited feedback
on care-giving responsibilities for children living with the same household
and other family members dependent upon the employee. In spite of a
number of articles suggesting that elder-care is rapidly approaching the
crisis point for the ‘sandwich’ generation (families having both child-care
and elder-care responsibilities), little evidence of this was found to exist in
the UK/US banking-industry sample. Whilst some articles (Hordern,
1996; Rodgers and Rodgers, 1989) have suggested that some 33 per cent
of all working families are (or soon will be) involved with elder-care, the
respondents to this survey indicated elder-care responsibilities in only 6
per cent of the cases. The explanation may lie in a misinterpretation
of the question ‘Do you have other family members or relatives who
are primarily dependent on you?’ Respondents may have assumed that
these dependants also must live within the same household. However,
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volunteered comments from the respondents about child-care were many
whilst comments about elder-care were minimal.

At the moment, the banks that participated in this research project
seem to be making a concerted effort to assist in addressing a number of
the child-care concerns of their employees. Elder-care received some
mention but did not appear to have reached far up the ladder of corpor-
ate concerns. The low percentage of respondents involved with elder-care
could help explain why elder-care has not yet reached the corporate
‘radar’ screen of the banks participating in the research.

Years of service with employer

UK banking respondents had more service time with their present
employer than did the US banking respondents. However, US respon-
dents had more prior employer experience. Males in the UK had longer
tenure than females but no significant difference existed between the
genders in the USA. In both the UK and the USA, care-givers had longer
tenure than non-care-givers except in the female gender, where no dif-
ference between care-givers and non-care-givers was apparent. This excep-
tion may reflect the reality that females alone possess the birthing ability
and a career ‘time out’ of some (varying) duration is required or desired.
The opportunity to speculate as to why care-giver tenure generally exceeds
non-care-giver tenure has been resisted as it is beyond the scope of this
work. However, it is a fit subject for further research. In all, usable returns
from the written primary survey were a very robust 44.2 per cent (553
usable returns). The UK response was 53 per cent, ranging from 68.4 per
cent to 40.4 per cent. The US response rate was 33 per cent, ranging from
40.4 per cent to 24.8 per cent. No unusable returns were received.

Executive interviews

The banks encouraged their executives to participate in the executive
interviews as well as encouraging their employees to participate in the
written survey. It was specified that executive interviews should include
females and males who held either a senior management position or a
supervisory position that had an impact on the bottom line of the bank.
No other requirement was stated. Executives chosen to participate in the
interviews were officers of the bank and/or held a banking position con-
sidered managerial in nature. The executive-interview respondents were
selected for interview because their positions were of the appropriate
level, they were available to speak with the researcher on the day and
within the time-frame needed to complete the research and their offices
were located within the city housing the operating headquarters of the
bank. All thirty executives appeared as scheduled for the executive inter-
views, as did the six HR specialists. All interviews proceeded as scheduled
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and no interviews were cut short. Several interviews did exceed the sched-
uled 30 minutes. However, where this occurred, the scheduled time was
exceeded with the acquiescence of the interviewee and usually at the insti-
gation of the interviewee.

In summary, the empirical evidence was obtained through both
qualitative and quantitative methods and was derived from a randomly dis-
tributed written survey, company documentation and interviews. The
research population was derived from three US and three UK banks, and
was representative of the total employees of those banks, as well as of the
total banking sector in the two countries. The findings from this work are
discussed in the following chapters in this part of the book.

The need for empirical data 67



6 Care-giving and perceptions of
commitment

This chapter presents some of the findings from the research outlined in
the previous chapter. It examines the perceptions that care-givers and
others have about the perceived commitment to the organisation, and
concludes that the ability to generate the perception of commitment (as
demonstrated by long hours and instant availability) is an important
element in career progression that is not as available to care-givers.

The perception that long hours equate with ‘commitment’ is endemic.
Cary Scott (1997) quoted Tessa Jowell, UK minister for public health, as
lamenting,

This awful long-hours culture we have, where your effectiveness is
measured not by how much you achieve but by how much time you
put in, is terribly destructive of family life. It’s one of the reasons that
women step sideways when they see the price of success is 18 hours in
the office, never being at home.

Elizabeth McKenna (1997), a former high achiever in the US publishing
industry, put it this way: ‘We have to ask ourselves what is more important –
looking good in the eyes of our company (long hours) or working in ways
that cut down the stress of having home and personal lives.’ Large and
Saunders (1995) reported as typical the following interview quote: ‘Within
the company, only full-timers are seen as committed and, if you are not
seen to work later than 5:30, you are not loyal and committed.’ Rodgers
and Rodgers (1989) stated that another essential step required for better

Jeffery, 32 years old, is married, has one child, a BSc degree, and works full
time: He is a Senior Financial Analyst whose partner also works full time. He
said ‘I have to pick up our daughter at nursery. If I’m late, there’s an extra
charge. I can’t work the extra hours so I’m not seen as committed. No
commitment, no promotion.’



recognising the work of working parents was to reduce the tendency to
judge productivity by time spent at work. For many hardworking people,
hours certainly do translate into increased productivity. But not for all.
They maintained that dismissing those who spend fewer hours at the work-
place as lacking dedication ignores the fact that virtually all employees go
through periods when their working hours and efficiency rise or fall,
whether the cause is family, health or fluctuating motivation. Moen and Yu
(2000) summed it up: ‘The only way you show [job] commitment now is
through long hours. The fact that seniority no longer means security
means somebody has to look committed even if they’re not committed.’

Employers still feel that working conditions require adherence to a
rigid 40-hour workweek, a concept of career path inconsistent with
the life cycle of a person with serious family responsibilities, notions of
equality formed in a different era, and performance-evaluation
systems that confuse effort with results by equating hours of work with
productivity.

(Rodgers and Rodgers, 1989)

Moen and Yu (2000) pointed out that the 40-hour week dates back to the
(US) Fair Labor Standards Act of 1938, when it defined the standard 40-
hour workweek and mandated overtime pay while exempting professional
occupations. Moen and Yu concluded that the act had changed little since
1938 and that ‘we take this template . . . and act as if it’s God-given’.

These views are supported by HR managers in this study. For example,
a response from one of the UK HR specialists was:

Our culture reinforces long hours (imitate their bosses’) plus
employees’ own personal motivation ( job security and future
progress). Due to cost saving measures, people are having to work
longer and harder. Where it’s difficult to plan ahead, flexibility is
required and employees ‘able and willing’ to work extra hours are a
form of flexibility. EU Working Time Directive attempts to cap this.
Bank policies requiring internal posting (advertising) of job vacancies
attempts to take out supervisor bias toward specific employees but
performance and achievement reports reflect supervision’s evalu-
ation. Most managers are now waking up to the fact that flexibility is
needed, particularly for employees with family commitments.

Similarly, one of the US HR specialist responded:

‘If the bank knows that the person plans to stay and make a career in
banking, they will give career development and training to anyone.
Sometimes long hours are involved for career development itself
(classes are generally held outside of working hours). Career develop-
ment generally is personal for that employee and the employee
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should ask and seek training and career development. Career devel-
opment is viewed as a ‘push’ and not a ‘pull’ system. Long hours are
not formally required but supervisory judgement in completing the
performance evaluations usually reflect a supervisor’s view of the
commitment to the job displayed by the evaluated person. That view is
generally coloured by the hours the employee spends at work. We try
to keep the focus on results accomplished by the evaluated person
but, in truth, hours spent on the job overlay the results evaluation.

The survey responses also showed a strong perception that career develop-
ment and promotion are closely linked to ‘commitment’ and that commit-
ment is seen as meaning the ‘ability and willingness to work extra-hours’.

Figure 6.1 reveals that average hours worked per week by the respon-
dents in the banking industry were longer in the USA than in the UK. This
finding is supported by Reich (2000), a former US Secretary of Labor, who
reports the International Labour Organisation as saying in 1999 that the
typical American is working 350 more hours a year than the typical Euro-
pean. Current EU directives concerning permissible work hours would
seem to suggest that this difference is likely to continue. Males worked
longer hours in the UK but no statistically significant differences in hours
worked between the females and males were reported in the USA.

Figure 6.2 shows that non-care-givers reported more hours worked than
care-givers with the US respondents reporting more hours worked than
UK respondents in both groups. Female non-care-givers worked more
hours per week than care-givers in UK/USA. US females worked more
hours than UK females. There is no statistical significant difference
between the males either between the UK/USA or between non-care-giver
and care-giver categories. UK male care-giver respondents worked signific-
antly more hours than their female counter parts. Over 65 per cent of UK

70 Some empirical evidence

H
ou

rs
 p

er
 w

ee
k

60

20

0

UK

USA

All Female Male

37.4 34.2 41.2

41 40.5 42.2

40

Figure 6.1 Average hours worked per week.



care-giver males have non-gainfully employed partners or partners
working part-time whilst over 80 per cent of UK care-giver female respon-
dents reported partners working full-time. UK non-care-giver respondents
showed a slight difference between the females/males but did not meet
the required degree of confidence level. No statistically significant differ-
ences between the hours worked by females/males in the USA were
developed in either of the categories.

Ability to work extra hours – with and without notice
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Josephine has a Masters degree in Business Administration, is also a Certi-
fied Public Accountant and holds a senior executive position with her firm.
She is 41 years old, divorced and has custody of her two children. She super-
vises and has responsibility for a large section of the firm. She has been with
the firm 12 years and has worked in the accounting industry for a number
of years also. Josephine discussed her child-care responsibilities with me –
‘When the children were younger, it was very difficult. I had a nanny, which
I was thankful for, but if the children developed a fever or got hurt at day
care, I would have to pick them up. I was constantly taking work home and
working all hours of the night to stay ahead. Now that they are older, I have
a full-time housekeeper, who is wonderful. She cleans the house, makes the
meals and transports the children to their various activities for me. I am just
thankful that I can afford her, because my parents live 6 hours away by car.
The children spend a couple of weeks with them each summer, but other
than that, I am on my own. I feel for those young families who cannot afford
the luxury of help. My heart goes out to them. Because it is a constant worry
– your children – are they okay? Are they being well taken care of? It causes
a tremendous amount of guilty feelings when you leave them.’



There are significant differences between and among the various groups
in the ability to work overtime or extra hours with notice and without
notice; however, the ability to accept overtime or extra-hour assignments
was essentially the same for both conditions, with notice or without notice.
US respondents had greater ability to accept extra work than UK respon-
dents, males more than females, non-care-givers more than care-givers
and female non-care-givers more than female care-givers. Figure 6.3
depicts the reported situation.

The only exception to the non-care-giver acceptance superiority trend
is that male care-givers reported greater ability to accept overtime with
notice than male non-care-givers. However, the established pattern of
non-care-givers’ greater ability returns in the case of accepting overtime
without prior notice of the requirement, as the male non-care-givers
reported superior ability to accept than the male care-givers. As would be
expected, the ability to accept overtime assignments declined for all
groups when prior notice was not given and declined at a faster rate for
particular groups (UK; females and all care-givers). When considered
along with the prior findings of (a) longer hours worked by the UK male
compared to the UK female and (b) the greater presence of a non-
gainfully employed partner in the UK male respondent household, this
superior ability of the UK male, as compared to the UK female, to accom-
modate extra-hour assignments may reflect the family unit’s assessment of
its ability to meet both its financial and its care-providing goals. The facili-
ties for providing required care-giving responsibilities are more ‘built in’
(that is, partners not working or working less than full-time) for the UK
male respondent, whereas the UK female respondent must look outside
the household for assistance with care-provision responsibilities. The
greater and more evenly matched ability of US females and US males
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to perform extra-hour assignments, with and without notice, may indicate
a greater satisfaction or acceptance of arrangements the respondent has
in place for meeting the family unit’s financial and care-providing goals.
Rodgers and Rodgers’ (1989) findings seem pertinent: one study shows
that two-thirds of the women under 40 who have reached the top echelons
in our largest companies and institutions are childless, whilst virtually all
men in leadership positions are fathers.

Availability of dependant-care arrangements

The ability of care-givers to expand their working hours (with and without
prior notice) appears for some to be connected to their ability to obtain
appropriate and reliable additional care for their dependants. (For others,
the ability to obtain extra-hour coverage does not seem to be a factor.
Many respondents disclosed either a change in career objective after
having children or that they simply felt that they no longer had the energy
or will to pursue their careers aggressively at this stage in their lives.) For
those requiring additional care-giving coverage, the ready availability of
that coverage was vital. Figure 6.4 reveals the use of paid care facilities by
UK and US child-care-givers.

The participating banks had little or no involvement with their
employees in the provision or remuneration of care facilities. All respon-
dents indicated that care-giving facilities were self-provided.

The alternatives for securing dependant-care coverage generally
required either payment for the services or the services being provided
‘free’ – that is, without expenditure of currency. Barter arrangements are
not unknown. If ‘free’, family, friends and/or neighbours are generally
involved in the acceptable arrangements.
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Several written comments volunteered in the UK survey disclosed some
concern about the availability of child-care facilities. Several wrote that
their employer should provide on-site care. One worried about her career
and her future: ‘Should I choose to start a family in the future, I am con-
cerned about the level of child care available and how this would suit my
work pattern.’ Another may have spoken for many: ‘I am happy with my
career development but only as I have excellent support from my family
who look after my children while I am working. But this (career) may have
been more difficult if that support was not available. I know other
employees who are not so lucky.’

UK care-givers relied heavily on obtaining unpaid dependant-care ser-
vices (61 per cent) while US care-givers relied just as heavily on paid
dependant-care services (65 per cent). Surprisingly, given the very large
advantage that UK males have with ‘built in’ care-providers (that is, stay-at-
home partners or partners working part time), there was similarity
between UK females and UK males in reliance on paid care-provider facili-
ties. Sixty-eight per cent of US female care-giver respondents relied on
paid services while only 40 per cent of UK female care-giver respondents
did. The differences are statistically significant in both categories. This
finding begs the questions of availability, of choice and of adequacy.
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Dorothy is 30 years of age, spent 2 years at college, has been employed for 8
years, works full time, is married and her partner works full time. She is
expecting her first child, has been promoted twice and is currently a Senior
Systems Analyst II. She confides: ‘While I am not affected by child care at
present, I will be in the near future. I am conscious that career opportun-
ities may be limited if I wish to devote more time to caring for my child at
home; whereas, if a crèche facility was provided at work I could overcome
this and continue my career development.’

Jones and Causer (1995) apparently speak for many researchers when
they cite numerous studies that have identified potential motherhood and
motherhood as ‘impacting detrimentally’ on women’s opportunities for
employment and promotion. They allege that the typical male employee’s
family commitments impinge marginally, if at all, on work responsibilities.
In conclusion these data show that care-givers (those employees with
family responsibilities – male employees as well as female employees; with
elder dependants as well as children) are not as available for working as
and when required by their employer as are non-care-givers. This is similar
in both the USA and the UK. However, those in the UK rely more upon
family and friends to provide cover, whilst those in the USA rely more
upon paid help. In both countries the banking organisations studied do
not generally provide facilities for care-giving, although some of the
respondents felt that they should do so.



7 Care-giving and development
opportunities

This chapter examines the disparity of development opportunities made
available to care-givers and non-care-givers, and the impact this has upon
the career of care-givers, whether male of female. Do employees identified
as care-givers receive different amounts of career-development opportun-
ities than employees identified as non-care-givers? This question has paral-
lels with the literature on in-house development in Chapter 2. Recall that
human capital theory argues that wages were not determined by produc-
tivity alone but also by the cash returns to workers who had invested in
increasing their work-related skills, and that ‘human capital’ referred to
the knowledge workers acquired through the investment of time and
money to become more productive. Further, ‘Human Capital theory
argues that women are more likely than men to quit their jobs prema-
turely. Because of this, firms are reluctant to hire them for positions that
involve employer-financed training . . . jobs that involve high levels of firm-
specific skills’ (Cohn, 1996).

Natalie is 38 years old, has a Masters degree, is married and works part time
as a Customer Service clerk (22.5 hours per week, with an additional 5
hours per week spent travelling to and from work). Her partner works full
time. They have one child, of grade-school age, and Natalie is the principal
care-giver. She estimates that she earns 20 per cent of the household
income. She accepts assignments outside of normal work hours with notice
most of the time and without notice occasionally. Natalie slightly disagrees
that her employer supports and understands her care-giving responsibilities
and is neutral on invoking the care-giving policies that are in place. Natalie
said: ‘No specific career development or training is offered when you work
reduced hours. There is an assumption that you are less committed’.

The expectation would be that the surveyed banks would select employees
to receive management training and development who are perceived to
have both the requisite ability and ‘commitment’ to the bank. No data
were collected that could be interpreted as reflecting the bank’s



judgement with reference to the ability of any employee. Data were col-
lected that allowed the surveyed population to be segmented into groups
that reflected whether employees were (or were not) with family
responsibilities. Evidence for examining this proposition includes compar-
ative data supplied by the survey respondents in the areas of: participation
in formal development programmes; management development training;
mentors appointed; performance-appraisal reviews; receipt of specific
career advice during formal performance-appraisal reviews; and develop-
ment goals reduced to writing and followed up.

Formalised career-development programme

Figure 7.1 depicts the participation in formal development programmes
of non-care-givers as compared to the care-givers in total and by country.
Non-care-givers were included significantly more often. UK male respon-
dents enjoyed the advantage of being included in formal career-
development plans more frequently than UK females. In the USA, no
statistically significant differences arose between the females and males on
inclusion in formal career-development plans. Non-care-givers were
included in formal career-development plans more frequently than care-
givers, especially in the UK. No statistically significant differences between
the UK and the USA or between females and males were found in the
presence or absence of formal career-development plans within care-giver
or non-care-giver categories.
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Career-development (management) training

Banks in both countries seem to provide about the same amount of
management-training opportunity for their respondents and disburse
it without regard to gender. However, as is indicated in Figure 7.2,
analysis by care-giving status revealed a statistically significant preference
for providing training to those employees without care-giver responsi-
bilities.

Within the care-giver category itself, UK banks provided management
training to the male more frequently than to the female, whilst no
significant differences were found when comparing management
training given to US female and male care-givers. It is possible to specu-
late that the UK male/female differences in hours worked, ability to
work extra-hour assignments, and alternatives available for satisfying the
family unit’s financial and care-provision goals may be factors in these
results.
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Harriett is 27 years old, has a high school/secondary school education,
works full time (40 hours a week with 5 hours a week travel time), has one 4-
year-old child and is expecting her second child in a few months. She is
married and her partner works full time. Harriett earns 25 per cent of the
household income. She has had some in-house career-development training
that she sought and received. Harriett had this to say: ‘I have a 4-year-old
son and I am expecting another baby in a few months. I have always put my
family before education. Therefore, I have not the time to enrol in addi-
tional training courses to be able to be promoted within the company.’



Perceptions of commitment and of the employees’ ability to contribute to
corporate goals might influence evaluations of suitability for management
training. This might explain why care-givers received less management
training, but fails to explain why UK female non-care-givers also received
significantly less management training. More specific research is needed
to identify the reasons why UK male respondents have received
management-training opportunities more frequently than UK female
respondents, and this might be one area in which the glass ceiling is,
indeed, gendered.

Specifically appointed mentors

The analysis of survey responses to the question of having had a mentor
formally appointed to assist with career development showed no statisti-
cally significant differences between or within the UK and the USA,
females and males or care-givers and non-care-givers. Approximately
20 per cent of UK and US respondents reported having (or having had)
mentors. Yet most of the banks describe the mentoring efforts as a work in
progress and are implementing it on a more or less informal basis.
Although not statistically significant, it may be of some directional assis-
tance to note that the breakdown of mentoring in the UK was reported as
26 per cent of female respondents and 18 per cent of male respondents.
Twenty per cent of the US female respondents and 14 per cent of the US
male respondents reported having or having had mentors. This finding is
at variance with some of the literature. Flynn (1996) reported that lack of
mentoring was specifically noted by women as a reason for slow progress
by females.

From the responses to this question, it appears that the use of formal
mentors is rather a young but growing trend. The replies from the respon-
dents appear to be referring to a combination of old-style informal and
new-style formal mentoring rather than addressing the formal mentoring
question as written. A review of the written comments accompanying the
survey indicated anecdotally that females seem to desire and be more
aggressive in pursuit of mentoring than males.

Regular performance-appraisal reviews

Performance-appraisal programmes were a uniform feature of all the
banks surveyed. Over 90 per cent of all respondents surveyed indicated
that they regularly received performance appraisals. By and large, the
reporting banks in both countries seem to insist that performance
appraisals be carried out periodically and by the immediate supervisor. No
difference in receipt of performance appraisals was noted in any category
of the surveyed population. The respondents’ views of the effectiveness of
the follow-up action referenced in the appraisal varied from bank to bank.
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Comments were sketchy, and not particularly suited to statistical pro-
cedure. There were no indications in the respondents’ remarks that any
one in any of the segments under study was treated disproportionately.

Receiving specific career-development advice and counsel
during formal performance-appraisal reviews

Specific career-development advice was received during formal
performance-appraisal discussions by 48 per cent of the UK respondents
and 49 per cent of the US respondents. No statistically significant differ-
ences were detected between the UK and the USA, females and males or
care-givers and non-care-givers in regards to the question. Overall, there is
some indication that the UK banks provide this guidance somewhat more
frequently than the US banks, but this trend is not confirmed in any of the
other segmentations.

Reducing career goals to writing

The UK banks followed the practice of making a written record of the
goals agreed between the employee and the supervisor more frequently
than occurred in the USA, for both male and female segments. More
emphasis on written goal-setting was accorded the non-care-giver respon-
dents than the care-givers respondents in both the UK and USA, particu-
larly in the USA.

The UK participating banks appear to have more formalised proce-
dures for implementing their performance appraisal/goal-setting process
and the majority of respondents rated these procedures as effective.
Although pursuing performance appraisal with similar vigour, the USA
does not appear to formalise the process to the extent of the UK partici-
pating banks.

In summary, to a degree that is statistically significant, non-care-giver
respondents were more frequently enrolled in formal career-development
programmes, more frequently received management training and more
frequently had written career goals than care-giver respondents. Virtually
all respondents received annual performance appraisals and about half
received specific career advice during these appraisals. Since performance
appraisals are more of a corporate employee-evaluation device than an
employee-development device, uniform application of the procedure
across all lines and categories of employees is to be expected. Only one of
the banks had a formal mentoring-programme policy in a work-in-process
state. Some others were attempting to install the practice on an informal
basis. As such, the mentoring programmes were too new to evaluate.

The key areas for tracking career development are participation in
formal career-development programmes and receipt of management
training (both in-house and outside management-development training,
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including participation in formal higher-education programmes). In both
of these areas the evidence is that care-givers were not accorded the same
degree of career-development opportunity as non-care-givers. The evid-
ence shows that firms are more reluctant to invest in employer-financed
training and development activities for either females or males with dis-
tracting care-giving responsibilities than they are for those without such
responsibilities, in both the USA and the UK.
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8 Care-giving and career
attainment

This chapter examines the careers of care-givers across organisational
levels, and finds that care-giving is a glass ceiling and that it is not gender
specific. If care-givers showed less ‘commitment’ (fewer hours on the job
and not as available for extra-hour work) and participated in fewer career-
development activities, then the expectation is that care-givers would not
be able to achieve a similar degree of job advancement within their
employment hierarchy to that achieved by the non-care-givers. Job
information was consolidated into four general job-grade positions:
clerical/hourly; junior management/technical/supervisor; manager
(departmental); executive (officer of the organisation).

Review of statistical evidence

No statistically significant differences were detected between the job-level
attainment of UK banking respondents and US banking respondents, nor
did such differences emerge when comparing UK and US female-
respondent accomplishment or UK and US male-respondent accom-
plishment. However, uniformly across all cross-cultural categories (all
females versus all males, UK females versus UK males, US females versus
US males), males recorded higher job-level achievement than females.
The predominance of males achieving higher-level positions that was
revealed in the overall female/male comparisons continued in the within-
category comparisons. Within the UK, males respondents achieved higher-
level positions more frequently than female respondents within both
non-care-giver and care-giver comparisons. The same occurred in the
USA.

Job-level-attainment comparison of non-care-giver respondents and 
care-giver respondents

In order to make a comparison of the relative career progress of the
categories to be compared, the data were segmented on the following
bases:



non-care-givers – defined as those respondents without care-giving
responsibilities (neither dependent children under 18 years of age
nor elders living within the same household) without regard to the
employment status of their partners;
care-givers – defined as those respondents with care-giving
responsibilities without regard to the employment status of their part-
ners, if any.

Figure 8.1 depicts the comparison of job-level attainment as defined for
this segmentation of data.

In six of the seven categories compared, a statistically significant dif-
ference was present. There was little uniformity in the differences between
the care-giver and non-care-giver categories overall, but different
female/male tendencies do appear to be present. In total (UK and USA)
care-giver respondents have a stronger presence in the executive level
(Level 4) than do non-care-giver respondents, with the situation reversing
itself at the next two lower levels. Non-care-giver respondents dominate
Levels 2 (supervisory) and 3 (managerial). On the whole, female non-
care-giver respondents (both USA and UK) appear to reach the supervi-
sory and managerial levels more frequently than do female care-giver
respondents.

Females present at the executive level were too few in number to place
reliance on a trend that favours either group. Males at the executive level
of both UK and US banks predominantly come from the care-giver cat-
egory, though more so in the UK than the USA. The trend runs counter
to the demographics of the ‘up and coming’ future managers currently
inhabiting Level 2 and much of Level 3. Further research effort is needed
to explain these incongruous results. On the face of it, job-level attain-
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ment at senior level would appear to be independent of care-giver or non-
care-giver status. This raises the question of just who within the family is
shouldering those daily care-providing responsibilities – employee, spouse
(partner) or both. The high proportion of Levels 3 and 4 care-giver male
manager respondents with non-gainfully or part-time employed partners
(70 per cent and 75 per cent respectively in the UK, for example) may be
influencing this counter-intuitive presence of care-giver respondents at
the higher organisational levels. Possibly at the executive level, the ‘tradi-
tional’ family structure is alive and well.

Restatement of the job-level-attainment question

None of the literature reviewed for this book examined the issue of career
progression through the individuals’ organisational ladder. However, the
literature does address the notion that career paths can be inconsistent
with the lifestyle of a person with serious family responsibilities (Rodgers
and Rodgers, 1989). The anecdotal evidence compiled from the survey is
replete with ‘family comes first’ sentiments, especially from those who
could be considered the primary care-provider for the daily needs of the
family. Care-givers are supposed to have less ability to show ‘commitment’
than non-care-givers. Empirical evidence that care-giver respondents are
predominant in the executive suite runs counter to the evidence pre-
sented previously that non-care-giver respondents are able to work longer
hours, are more available for extra hours with and without notice, and
receive more training and development. Does the finding that at the
higher levels of employment care-giver respondents are achieving the
same job levels as non-care-giver respondents mean that any differences in
hours worked, extra-hour availability, receipt of lesser training and so on
does not matter since the job progress for both groups is the same? Or
does it mean that there is a need to search further for any common
ground that may exist between some care-givers and non-care-givers? We
need to look again at our definition of care-givers and non-care-givers and
look further at the qualitative data from the executive interviews.

Care-giving and work status of spouse (partner)

In order to make meaningful comparisons of the relative career progress
of those with and without the responsibility for the primary daily care
provision for their family, the data was re-segmented on the following
basis:

non-care-givers – defined as those respondents without care-giving
responsibilities (neither dependent children nor elders living within
the same household) plus those care-givers whose partners were
either not gainfully employed (NGE) or worked only part time;
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care-givers – defined as those respondents with care-giving
responsibilities whose partners worked full time plus respondents with
care-giving responsibilities who were without partners (single,
divorced, separated or widowed).

Such a re-segmentation of data recognises the reality of the additional
freedom to pursue career enjoyed by respondents whose partners are at
home full time or part time. It reflects the presumption that the family
unit has decided that one member will primarily be responsible for max-
imising the financial rewards and that the other partner will primarily be
responsible for maximising the care-provision rewards. The essential
delineation posed by this comparison is: ‘Is home-base covered?’ – in
other words, are the employee’s care-giving responsibilities, if any, being
attended to by the partner while the employee is at work, thus endowing
the employee with ‘time-freedom’ to pursue career objectives (should that
be the employee’s desire)?
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Daniel has a BSc degree and is a chartered accountant. He has worked for
his firm for more than 20 years, is married and has two grown children. His
partner does charity work and owns a counselling business. However, while
the children were growing up, she stayed home and took the lion’s share of
the child-care responsibilities so that Daniel could pursue his career to the
fullest. He said: ‘Having children was not a negative, but a plus in my career.
However, had I not been in a stable marriage, this could have changed and
care-giving could have become a negative.’

Combining the job-level accomplishments of non-care-giver respondents
with the accomplishments of care-giver respondents with non-gainfully
employed partners and part-time employed partners reinforced the
advantage this group held over care-giver respondents with full-time
working partners at all levels above entry level (Level 1). The dominance
at the supervisory and managerial job levels (Levels 2 and 3) grew whilst
the prior dominance of care-giver respondents with full-time working part-
ners over non-care-giver respondents at the executive level (Level 4) was
reversed. The differences between the compared groups of respondents
were statistically significant. Figure 8.2 reflects these results.

Examination of the care-giver respondent group by itself revealed that
for the whole UK/US sample, a statistically significant difference was
exhibited between the job-level accomplishments of those care-giver
respondents whose partners were either not gainfully employed or were
employed only part time as compared with those care-giver respondents
whose partners worked full time or were without partners. This same,
significantly different, pattern holds true for both the UK and the US
samples, when taken separately. Figure 8.3 depicts these results.
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Family-unit arrangements – male and female

A more detailed review of the job-level attainment of only the care-giver-
respondent category within each country revealed a marked difference
between the females and the males in the arrangements each gender had
in place for securing what it saw as the optimum balance between finan-
cial and care-provision rewards. Figures 8.4, 8.5, 8.6 and 8.7 illustrate these
differences – by gender – within both the UK and the USA.

UK female care-giver respondents reported having full-time working
partners the great majority of the time – 75 per cent at the executive level
(Level 4) and 89 per cent and above for job levels 1, 2 and 3. The opposite
occurred with UK male respondents – 75 per cent of executives (Level 4)
had non-gainfully employed or part-time employed partners with the
number increasing as the job responsibility increased – 57 per cent at cler-
ical level, 65 per cent at supervisory level and 74 per cent at managerial
level, respectively.

Similarly, US female care-giver respondents reported having full-time
working partners the great majority of the time – 100 per cent at the exec-
utive level (only five reporting, however) and 72 per cent to 80 per cent
for job levels 1, 2 and 3. As with the UK, the opposite occurs with US male
care-giver respondents – 60 per cent of executives had non-gainfully
employed or part-time employed partners with a range of 66–72 per cent
for clerical, supervisory and managerial levels.

Most female respondents with care-giving responsibilities had full-time
working partners. This held true at all job levels within the participating
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organisations. The opposite was found for male respondents with care-
giving responsibilities. Most male care-giver respondents had partners who
were either not gainfully employed or who worked only part-time. It is per-
tinent to recall that male care-giver respondents were more frequently in
higher job-level positions than females care-givers.

The evidence suggests than the relationship between job-level attain-
ment and partner’s employment status is not independent in any of the
three compared combinations – UK/USA, UK alone and USA alone.
These findings are in line with those of Rodgers and Rodgers (1989), who
reported that two-thirds of women under 40 who have reached the execu-
tive level are childless while virtually all men in leadership positions are
fathers, and echo a dominant refrain of the literature – insurmountable
social and economic barriers are put in the way of those who want both a
career and a family (Moore, 1996). The tension between family and career
is discussed further in the next chapter.
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9 Care-giving and time/freedom: is
home-base covered?

This chapter addresses points raised in the earlier chapters in this part of
the book to conclude that the effects of care-giving vary and are linked
directly to the extent to which care-givers have the home-base covered – in
other words, those that have adequate and prompt support for their
dependants are better able to progress in their careers, whether male or
female.

The dictatorship of time

‘There are only so many hours in a day’ is an expression familiar to all.
Since childhood we have continually been reminded of it. Technology lets
us occasionally play with the exceptions – we can jet to and fro between
the time zones and stretch ‘today’ into 30 hours or longer; computer
technology has eased the burden of record keeping, paperwork and com-
munications (amongst many other things); and household chores have
been fundamentally altered over the last half-century – but the yesteryear
song that lamented ‘What a difference a day makes, 24 little hours’ still
holds true.

It could be said that technological progress has lessened the time
required for the daily essentials of sleep, food, shelter and so on and has
increased the time available for the pursuit of personal dreams. However,
some of these dreams have become today’s essentials. For some, time
taken for the care and development of children has increased with soci-
etal pressure from the days when children took adult roles early in life and
‘raised themselves’. For others, the increasing predominance of the
nuclear (rather than extended) family in the Western world has meant
that care of elderly parents and others now falls on fewer shoulders. Still
others – the majority that is either no longer encumbered by care-giving
concerns or has never assumed such encumbrance – have their own
important dreams to pursue within the limited time available – dreams
which, because of the accessibility of communications and the develop-
ment of the media culture, are becoming ever more central to the
‘wannabe’ society.



Work–life issues centre around the desire or need for employees to
have more time off from work to attend to personal issues. Such issues are
not confined to care-giving and can broadly be equated with anything not
connected to the job that is causing increase in the stress levels of the
employees. However, for the purposes of this book, the focus remains on
work–life issues arising from employee care-giving responsibilities. At the
core of work–life issues is time and resource (self). The tension is between
the time required to discharge care-giving responsibilities in a manner
that satisfies the minimum level of the self-established priority for care-
giving and the time commitment required to earn the resources necessary
to satisfy the minimum level of the self-established priority for life.

We have cited some evidence of the trends showing increasing hours
being worked by all employees, increasing participation of mothers in the
workforce, increasing concerns of care-givers that family must come first,
increasing concerns of ‘necessity’ that impel many to work, and the near
unanimous perception that long hours are necessary in order to be seen
to merit the promotions that (are presumed to) increase the rewards for
time spent at work. This raises the question of time – and its dictatorship
over our lives. As Galinsky, Bond and Friedman (1993) summarised, the
‘time bind’ created by the simultaneous rise in family and work proce-
dures has been evident for several years and appears to be getting worse.

Career or family?

Every society and all individuals within society have had to address the
question of how to care for dependants, particularly children and the
elderly population; however, this is not just a social problem. Individuals,
organisations and societies have to balance the social mores with eco-
nomic sustainability and income generation. Essentially, care-giving costs
money. It removes from the potential workforce those who otherwise, in
whole or in part, could be generating income, which reduces the income-
generation ability of those requiring care-giving services. It can generate
income for those who provide care-giving services, which translates into
costs for those who need the services. When not supplied as needed, the
attendant social problems of not having provided the care also accrue
costs, some of which can be long term.

Some make the choice between career and family early on in their lives,
but the choice is neither simple nor inviolate. Individual and family cir-
cumstances change, as do company benefits and national policies. For
example, care for dependants can arise in an unexpected fashion, and
even if it were possible to make such a decision based upon financial cri-
teria (thereby ignoring such things as job satisfaction), the emotional
issues associated with the decision can be numerous. In many cases, there-
fore, we suggest that the ‘choice’ is a matter of circumstance and that a
clear rational decision between career or family is a rarity.
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The central question therefore becomes ‘Is home-base covered?’. ‘Home-
base’ is used here as a pseudonym for the responsibilities associated with
home and family life. If the employee has home-base covered, then the
employee’s care-giving responsibilities, if any, are primarily being
attended to by someone else, and the employee’s available time is
extended in its relationship with resources and priorities. The empirical
evidence revealed that those employees who had home-base covered
(defined here as employees who had partners not gainfully employed or
part-time employed or employees who were without care-giving
responsibilities) attained higher career positions more frequently than
those employees who didn’t have home-base covered (employees with
care-giving responsibilities who have partners that work full time or single
employees with care-giving responsibilities). Many respondents com-
mented that their care-giving responsibilities had curtailed their ability to
render the perceived requirement of long hours. On the other hand, a
number of these comments made it explicit that some people rejected the
assumption that they wanted additional career responsibilities, especially
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Christopher and Maureen are high-flyers, married, he works in the legal
department as a Senior Legal Advisor, working 42 hours a week plus having
2 hours’ weekly commuting time to and from work, she works as a Senior
Personnel Manager, working 42 hours a week plus having 2 hours weekly
commuting time as well. Christopher has been with the firm for 12 years
and Maureen for 10 years. They have both been promoted a number of
times. When first married, they worked in separate locations and had a long-
distance marriage. Five years ago, they both were transferred to the home
office and for the first time commute to work together. They delayed having
children to pursue their careers. Two years ago Christopher’s parents were
in an automobile accident, which left his father paralysed from the waist
down. His mother suffered a heart attack 6 months ago and can no longer
lift and care for his father. Following the heart attack, Christopher’s parents
came to live with Christopher and Maureen. Maureen’s parents are elderly,
have some health issues and have lived with Maureen and Christopher since
they got married. The couple shared their thoughts on how they are coping:
‘We never really planned to have all of our parents depending on us. We
delayed having children so that we could concentrate on both our careers.
Now this. We will cope the best we can and make decisions as necessary
about who will take the primary role of care-giver. We currently have
someone providing hot meals for them 5 days a week and a bath and phys-
ical therapy for Chris’s father weekly. That has been a big help. We have
tried to stagger time off needed to take them to doctor appointments, etc.
We just cope daily. We have some policies in place that will allow us some
flexibility in how we work. We have good salaries to live comfortably and we
both love our work. The problem is we don’t know how this will affect our
careers or our ability to have our own family.’



after they had willingly taken on family responsibilities. This echoes
Yoest’s comment that ‘you have this whole movement saying intelligent
women shouldn’t spend their time this way (at home). It is emptying
motherhood of all social content’ (Wilson, 1996).

The qualitative evidence obtained from the executive interviews helps
provide an explanation for the quantitative identification of the phenome-
non and illustrates the freedom to pursue career provided by having
home-base covered. Relative freedom to pursue career becomes the defin-
ing factor of the care-giving/career-progression debate. How well home-
base is covered establishes the parameters within which the alternatives for
utilising time and resources are examined and priorities are established.

Class and gender

The balance between care-giving and career progression changes in
nature at different levels of the organisation. The previous chapter
showed that female executives more frequently had home dependants
than males and more frequently had working partners than males.
Although some of the female executives worked part time, none of the
male executives did. Clearly, therefore, care-giving does not hinder career
progression at this level.

Burton (1985) maintained that differences between women of different
classes are more significant than their common gender identity. Similarly,
Billings and Alvesson (1992) stated their belief that there are clear social
class differences between women in terms of orientations to work and that
these differences may be greater than gender differences. The term ‘class’
itself may be taking on different meanings and/or be manifested in non-
conventional ways. Taylor (1997) notes that there are many things that act
as social class signifiers, including occupation type, level of education,
speech and dialect, body language, manner of dress, spatial locality and
type of housing. She concludes that determining membership of a specific
social class also has much to do with the labels attached to people by those
in power. In the USA, ‘class’ is generally associated with money (with mon-
etary ranges frequently quoted for each of the class subdivisions) or occu-
pation (denoted by ‘white collar’ or ‘blue collar’). The UK is perceived as
taking a more ‘traditional’ view of class – ‘old’ money or past/present
family position being considered as having a bearing upon class subdivi-
sions; however, the Americanisation of the corporate environment (Boya-
cigiller and Adler, 1991) suggests that relative wealth be considered as
‘class’ for the purposes of this book.

Those holding a superior position in an organisation, therefore,
could be considered to be in a higher class – by virtue of receiving higher
pay – than those in subordinate positions. We might assume that those
with higher pay have a greater disposable income, and thus seek different
solutions to the care-giving dilemma than do those with less money avail-
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able to spend on it. This notion supports some of the difference in
response elicited from the survey and the executive interviews. For
example, some survey respondents called for crèches to alleviate long-
hour or unexpected-extra-hour demand stress, whereas a female executive
asserted that employees would rather select their own care-provider.

Those receiving higher pay may be better positioned to pay for care-
providers, whereas in-house crèches may be more favoured by the lesser
paid. Mobility may also be associated with class. Those who seek the better
positions are frequently required to relocate to another area to achieve a
better position. Relocation frequently removes the employee from near-
ness to family relatives. Those care-givers without relatives may have little
choice but to use paid care-providers whereas those who are not so mobile
and have remained in the family neighbourhood may find the family to be
the care-provider of choice. Such differences call into question the
wisdom of applying the same policies across all levels of the organisation.

The view of the organisation

The executives were asked their views on how their organisation could
better handle work–life issues. They showed recognition and some sym-
pathy for work–life-balance problems and acknowledgement of the need
for the banks to be competitive (both commercially and HR-policy-wise).
One executive described his vision of the bank’s future approach: ‘We
should embrace part-time and embrace home working and anything else
that would allow us to have good people working on our books whether it
be some part of the day or some part of the week.’

As an interesting aside it is worth noting that males and females
responded on two different levels. The males, particularly in the USA,
adopted a structured organisational perspective. They replied in terms of
what the organisation would or could do and did not elaborate from their
own personal view. The two single US females also answered in this fashion.
In contrast, the females and, to a certain extent, the UK males answered
more from a personal point of view or in terms of their own situation. This
difference in focus of response is not entirely gendered, nor can it be
accounted for entirely by national difference. By this we mean that one
might expect US individualism and its correlate of assuming personal rather
than societal support for care-giving to result in a focus upon organisational
structures when considering what might be changed. Similarly, one might
expect that the UK’s more communitarian approach to this could lead to a
focus upon individual need. Perhaps this is an area for further research.

In summary: four overarching themes

There were four overarching care-giving themes that emerged from the
qualitative data and also from the comments of the surveyed employees.
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These themes cut across level of employment, income, gender and nation-
ality. These four themes are summarised below.

Long hours

Employers regarded employees who worked long hours (come early, stay
late) as displaying prima-facie evidence of commitment to the firm and to
the job. This theme ran through all the empirical data.

Part-time work

Part-time employees received lesser training and were not considered as
having promotion potential. Taken in conjunction with the theme of long
hours, the part-time employees were considered by some to be ‘less com-
mitted’. This was evident in the survey responses as well as the interviews.

‘Family comes first’

This theme ties both long hours and part-time work to the care-giving
responsibilities and the priorities established by care-giver employees. The
survey comments showed that those with care-giving responsibilities nearly
all placed their duty to their dependants first, and their career second.

Work–life issues

This theme, the need to find balance between the demands of work and
the individuals’ responsibilities to themselves and others, was evident in all
the empirical data. The comments and perceptions of the interviewed
executives evidence a recognition of the work–life tensions (‘family more
priority than almighty dollar’), recognition of ‘need work–life balance’
and the need to ‘not work less but more flexibly’. Yet the executives
remind that ‘the business of the bank must get done’.

The four main themes from this research – long hours, part-time work,
family comes first and work–life issues – helped collate the many strands
of thought around care-giving. Whilst none of the four themes may be
said to lay bare the root cause(s) of the adverse effects of care-giving upon
career development/progression, the comments of the respondents add
depth to the understanding of the tensions and the dilemmas posed
thereby. The defining factor of ‘freedom to pursue career’ provides the
framework for analysing the tension between time and resources. These
tensions and dilemmas affect, either directly or indirectly, all parts of
society, from the individual, the organisation and the State to the policy
makers. They are addressed explicitly in the final part of this book.
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Part III

Implications

Part I of this book examined the literature around care-giving and career
progression and suggested that whilst there was a plethora of facts, figures
and opinions in this area, there was little that arose directly from the area,
and that those figures that did arise from the area were rarely comparable.
In other words, it raised the need for empirical evidence.

Part II accepted that challenge and presented empirical evidence from
several studies (directly comparing the UK and the USA) that showed that
care-giving could be seen as a gender neutral glass ceiling. In general,
care-givers are seen to be less committed to their work and receive less
training and development opportunities, and are seen as less suitable for
promotion. This occurs whether they work part time or full time. Some
care-givers, however, do not face these problems, and it is they who ‘have
home-base covered’.

In essence, Part III examines the issue of ‘is home-base covered?’. The
first chapter in this part looks at the wider issues of an ageing population
and the need for organisations and society to retain their pool of
experience buried (and often unused and unrecognised) in the care-
givers. The following three chapters revisit the wider debate informed by
the empirical evidence presented in Parts I and II, and examine key issues
and the implications these findings have for the different sectors of society
(individual, organisation and State). The part, and the book, concludes
with outlines of further research needed and some policy-related remarks.





10 Emerging issues

In this chapter two key emerging issues are examined – the demographic
changes overtaking the world and the disconnections that are being
experienced by many employees and want-to-be employees between their
lives and their work.

Moen and Yu (2000) comment that very few contemporary workers
have the time, opportunity or inclination to devote themselves exclusively
to their paid work. As a result, families develop strategies to reduce the
family-demand side of the work–family equation. Two such strategies that
have been adopted culture-wide are: (1) postponing marriage and/or
childbearing; and (2) reducing family size. The rising number of nannies
and au pairs points to another strategy for those who can afford it, that is
‘hiring’ a wife. These strategies, whilst made at the individual level, collec-
tively impact upon the future of the State. The first two strategies are of
particular importance here as they point to the collapsing birth-rate that is
now being identified in many countries.

Changing demographics of Western society

In 1950, worldwide the average woman had five children. Today she
has just 2.7, and the continued collapse of fertility is set to become the
dominant demographic feature of the 21st century. . . . New UN popu-
lation forecasts . . . conclude that within two generations four out of
five of the world’s women will be having two children or fewer.

(Pearce, 2002)

The 1998 projection for the population of the world in 2150 was nearly 10
billion, but 2002 figures have revised that estimate, such that in the best-
case scenario (as of Sweden – see below) it will be just over 5 billion, and
thus below our current population of 6 billion, and in the worst-case sce-
nario it will drop to just over 3 billion (as of Italy).

It takes an average of 2.1 children per woman of childbearing age to
maintain the population at a constant level. The European Union has an
average live-birth-rate of approximately 1.48 and Japan is hovering around



a 1.3 birth-rate. The USA at a 2.1 birth-rate appears within reasonable sus-
tainability of population until around 2010 when the birth-rate is expected
to commence free fall. Drucker (1999) dramatically characterised the
demographic situation of the developed world: ‘Japan and all of Southern
Europe – Portugal, Spain, Southern France, Italy, Greece – are drifting
toward collective national suicide by the end of the 21st century’. He cal-
culated that by the end of the twenty-first century, Italy, with a present
population of 60 million, might be down to 20–21 million; Japan – at 125
million presently – might be down to 50–55 million.

According to Pearce (2002) this dramatic drop in birth-rate is not the
result of disease or poverty, religion or forced contraception. For
example, Italy, with a strong Catholic population has a rate of 1.2, and in
Iran, where the mullahs have declared their opposition to the inter-
national agenda for cutting birth-rates, fertility crashed from 5.5 in 1988
to 2.2 in 2000. Similarly, Bangladesh and Vietnam have rates of 3.3 and
2.3 respectively, despite their poverty. Even African populations such as
Kenya have dropped from 8 to 3 over the last few decades. Indeed, the
birth-rate in almost all the countries that Pearce reviews has fallen, apart
from an unusual few. These are in two groups. Sweden has a rate of 1.6,
which, although below replacement level, is not continuing to fall and
remains stable. Other northern European countries such as Norway,
Britain and Finland show a similar trend. In the second group some coun-
tries, such as Argentina and Uruguay (2.5 and 3), have remained stable
for 50 years, and some Muslim states (Afghanistan, 6.9; Saudi Arabia, 6.1;
and Pakistan, 5.5) are continuing to increase.

Pearce argues persuasively that these trends are linked to the cultural
diffusion of ideas influencing care-giving and career progression:

On the farm even young children are an asset, minding the animals
and helping with the harvest. In cities it’s a different story: kids are
more likely to be a liability – in purely economic terms at least. When
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Lisa is 37 years of age, has a high school/secondary education, is a non-care-
giver and works full time. She is married and her partner also works full
time. They share household earnings 50/50. They have no dependants. In
her position as Junior Management Project Manager she works 35 hours per
week and travels an additional 4 hours to and from work. She has a mentor.
Her immediate supervisor does her performance appraisals and specific
career advice is being given. She has written goals and objectives and almost
always accepts assignments outside of normal working hours with notice and
frequently accepts those without notice. She said that she personally has not
experienced any effects from care-giving policies giving time off to others.
Lisa had this to say: ‘I feel I have a lot to give as I have chosen not to have
children so I can pursue a career and opportunities.’



they are young they need looking after full-time, and when they are
older they need educating to get any sort of job. On top of that cul-
tural changes have increasingly liberated women from the home and
child-rearing. In poor countries with a traditional patriarchal society,
the spread of TV has opened many women’s eyes to a whole new
world, and modern birth control methods have allowed them to turn
those aspirations into reality. . . . Not having children has become a
statement of modernity and emancipation, and women are unlikely to
give up their new freedom.

Pearce argues that countries, such as Sweden, that have managed to sta-
bilise their birth-rates have done so because of their supportive child-care
policies rather than because the women have different aspirations:

[A Swedish woman] is just as keen to pursue a career. The difference
is that she has more chance of combining a career with motherhood.
Her suitors, who are more likely to have set up home on their own
before marriage, are better housetrained, and Nordic governments
are better at helping couples juggle family and work. About half
the jobs held by Swedish women are part-time, crèches are near
universal and paid parental leave lasts for a year. All this is unheard
of in Italy, where only 12% of paid women have part-time jobs, and
in Eastern Europe, where fertility rates have plunged since the
collapse of communism wrecked state-funded support services for
families.

(Pearce, 2002)

If Pearce is right, and our population in 2150 will be somewhere between 3
and 5 billion, depending whether the Swedish or Italian model comes
to the fore globally, then the decisions that are made now about how best to
support those that care for dependants will have a long-term and funda-
mental effect upon humanity, as well as upon the future of each nation.

Drucker sees the response to the situation slightly differently:

The birth rate collapse has tremendous political and social implica-
tions that we cannot even guess at today. But it will surely also have
tremendous economic and business implications. . . . Major innova-
tions in work and employment are therefore already needed in
Europe and Japan. In the United States there may still be enough
young people to postpone radical changes until around 2010. Yet in
all likelihood the new employment relations are likely to be developed
first in the United States, again because it has the most flexible and
least restrictive labour markets and a tradition of experimentation by
individual employers as well as by individual employees.

(Drucker, 1999: 48)
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In other words, whereas Pearce looks to systems of support for the care of
dependants to generate a stable society, Drucker looks to organisations
and the market for the same thing. This difference highlights the differ-
ent approaches adopted by the USA and the UK, and impacts upon policy
making in this area. We shall return to this in later chapters; first,
however, we shall take a closer look at projections for the two countries.

An upturn in the USA?

The US Bureau of Labor Statistics (2003) reports the year 2000 civilian
labour force over the age of 16 as 140 million, and projects its growth to
157 million by 2010. In 2000, males made up 53.4 per cent of the labour
force and females 46.6 per cent. Females are projected to have the faster
rising employment rate and by 2010 the breakdown is expected to be 52.1
per cent male and 47.9 per cent female. Of note is the projected change
in the age of the workforce. Whilst there is little difference in the 16–24-
year-old representation in the workforce between 2000 and 2010, the par-
ticipation of 25 to 54 years olds is expected to drop from the present 71
per cent to 67 per cent with those aged 55 and older taking up the slack as
their participation rises from 13 per cent to 17 per cent.

Similarly, the US Census Bureau (1996) projected that the total
number of families in 2003 would be approximately 73.5 million, of which
44.8 per cent would have children in the household under the age of 18.
Of these households, 73.8 per cent would be headed by a married couple,
20.9 per cent by a female head of house and 5.3 per cent by a male head
of house. The breakdown of single-parent households was projected to be
80 per cent female and 20 per cent male, indicating an increasing male
presence here. Projecting out to 2010, families with children under the
age of 18 were estimated to drop to 41.3 per cent, as married-couple
households were seen as dropping to 71.8 per cent, with female heads of
house increasing to 22.3 per cent and male to 5.9 per cent. The
female/male breakdown of single-parent households changes slightly to
79 per cent female and 21 per cent male. Gerbman (2000) postulated that
elder-care will hit critical mass in 2011, when the first wave of baby
boomers turns 65.

These projections would appear to confirm that the majority of
employees are without care-giving responsibilities and that this majority
status is expected to widen. ‘The most common type of household after
2005 will be comprised of single persons and married couples without
children’ (Poe, 2000). Women are working more across the board but the
biggest increase has come from women married to high-earning hus-
bands, and Worrell and Cooper (1999) reported that in the buoyant job
market, the demands of ‘Generation X’ were changing. Forty per cent of
high-flyers said they intended to leave their employer within 2 years. Only
7 per cent expected to stay more than 5 years.
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UK projections

Large and Saunders (1995) reported that over the last decade (1984–93),
the British labour force has grown by 1.3 million people and that 92 per
cent of the net increase were women, many of whom worked part-time.
Large and Saunders cite projections by the UK Government Actuary’s
Department that the working population will increase by 1.5 million
between 1993 and 2006, compared with a rise of 1.9 million in the previ-
ous 13 years. Of the projected 1.5 million total rise in the labour force by
2006, 1.3 million will be women. Women are projected to make up 46 per
cent of the UK labour force by 2006, compared to 44 per cent in 1993.
The report concluded that for most age groups, the proportions of
women in or seeking work are projected to rise slightly each year while the
proportion of males is expected to fall slightly – the increase of women in
the civilian labour force is expected to be about four times greater than
the increase of men. The projected labour force is expected to be some-
what older in 2006 than in 1993, with the 35–44 age band taking over
from the 25–34 age band as the largest group – both for men and women.

The report noted that the trend for women reflects a number of eco-
nomic and social factors, such as the availability of part-time work and
changes in social attitudes. Women born in the latter part of the 1900s
‘have tended to have an underlying attachment to the labour force’,
whereas the tendency to earlier retirement has affected the trends for
men.

Though both Europe and the USA are expected to experience a rise in
the median age, the US projection of relatively more children suggests
higher public financing requirements for education as well as more pres-
sure for public financing of child-care activities. Europe’s ‘dependency
costs’ would appear to be more concentrated in the elder-care areas. By
2050, the European population over the age of 65 is projected to be
equivalent to 60 per cent of its working-age population, whereas the US
population over 65 years of age is projected to be 40 per cent of its
working-age population.

Migrant population

The US 2000 census proved to be a surprise. Predictions from the 1990
census projected the US population in 2000 to be 275 million but it
turned out to be 281 million, higher than even the ‘high series’ projection
of 1990. Of particular significance, immigration was higher than expected
and the birth-rate of native-born Americans also exceeded forecasts. Immi-
gration between 1990 and 2000 was recorded at over 11 million, as against
the six million in the 1970s and 7 million in the 1980s. Actual 2000 figures
could be higher since an estimated 8 to 9 million illegal immigrants
entered the country in the 1990s and not all may have been counted in
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the census. This immigration increase is expected to have a compounding
effect in future years as the fertility rate of non-Hispanic whites was slightly
over 1.8 and blacks was 2.1, whereas the Hispanic fertility rate was nearly
3.0. Accordingly, the US total population rate is expected to continue to
grow.

Europe has also experienced an immigration increase and, in fact, took
in slightly more immigrants than the USA in the period 1985–95. Since
1995, European immigration rate has decreased, possibly because of
increasing barriers to immigration. Overall, since 1950, Europe has
received fewer immigrants than the USA. The Economist (August 24, 2002)
advises that most demographers predict that over the next few decades
immigration into Europe will be much lower than into the USA. Some
project the immigration breakdown for Europe and the USA between
2000 and 2050 to be in the region of 28 per cent to Europe and 72 per
cent to the USA.

This difference in immigration rates and fertility rates between Europe
and the USA shows up dramatically in the expectations of age distribu-
tion. Bill Frey, a demographer at the University of Michigan, calculates the
median age in 2003 to be 35.5 years in the USA and 37.7 years in Europe.
Applying current trend, Frey forecasts that the mean age of population in
the year 2050 will be 36.2 in America and 52.7 in Europe. The forecasted
difference in the age profile of Europe and the USA has major policy
implications that are pertinent to care-givers and care providers. The
‘dependency ratio’ – the number of children and elders for each working-
age person – starts to move in opposite directions for the two regions. For
benchmark purposes, in 2000 the percentage of the population under the
age of 15 was 19 per cent in the UK (slightly higher than the EU average)
and 21 per cent in the USA. At the other end of the spectrum, the per-
centage of the population over the age of 65 was 16 per cent in the UK
and 13 per cent in the USA (Hale, 2000).

As well as influencing birth-rates and dependency rates, the influx of
migrant labour (and associated work, performance, and training and
development issues for both the existing and mobile staff) necessitates a
response from organisations and HRD professionals. What this response
might be is covered in more depth in the following chapters, but the inter-
relations of the issue are worth noting here.

Technological advances and human capital

Technological advances impact upon the area in several key ways that
are linked to the ability to handle complex information more easily and
at a distance, and to the need to retain and retrain those with the ability
to manage the technological systems. Organisations are now able to
manage their internal statistics and systems more fluidly, such that
keeping track of flexible working and a wide system of varied benefits no
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longer presents the logistical problem that it used to. Organisations are
now able to offer tailored packages to meet the needs of individuals if they
so wish.

Similarly, because of advances in technology, organisations are now
able to offer many of their employees the opportunity to work from home,
for at least part of the time. In this way the home computer becomes the
equivalent to a workplace terminal and the interface between the two
becomes transparent. It becomes a flexible package that lends itself to use
by non-care-givers as well as care-givers. This also means that ‘home’ can
be a mobile concept, and parts of the ‘organisation’ can be located across
the world – as, for example, the rise of call centres in Bangalore that
operate transparently, such that a person making a local call to a company
in the UK does not realise that the call is actually being answered and
managed by someone in India. This fundamentally changes the tradi-
tional notions of work and organisation. Wherever they are located,
skilled individuals can work for several organisations from across the
world at the same time and, similarly, wherever they are located, adept
organisations can call upon the services of skilled individuals from across
the world.

Skilled workers need no longer be bound by geography or loyalty –
they can sell their human capital to those that offer the best packages of
pay and benefits. Human capital can be seen as the knowledge that indi-
viduals acquire during their life and use to produce goods, services or
ideas in market or non-market circumstances. Organisations, however,
have been slow to realise the value of human capital, and slow to develop
the skills to be able to evaluate it (Brown, 2002). Human capital can be
seen as an intangible asset of the organisation, and is one that can be
poached by other organisations and needs support and development to
flourish.

Valuable knowledge and skills get lost or diluted as disenfranchised
employees move on, therefore one of the key challenges to organisations
is to retain their human capital. Organisations also need to keep updating
the skills of their employees. In an effort to enhance loyalty, some organi-
sations are also retraining employees who are taking career breaks, in the
hope that they will return – with their updated knowledge.

These points parallel Drucker, who suggests that management still
assumes the interchangeability of manual workers (even while acknowl-
edging turnover, rehiring and retraining costs, manual workers are still
seen as a cost). He argues that much of this goes back to the fact that the
means of production were not owned by the worker, and in spite of pos-
session of valuable experience, the only place where that experience
could be used was in the workplace. The means of production were not
portable. ‘But knowledge workers own the means of production. It is
between their ears’ (Drucker, 1999: 149). Owning the means of produc-
tion gives knowledge-workers mobility.
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Considerations for the future

Demographic projections paint a stark picture of increasing mobility, and
of shifts in the pattern and age of the workforce. The nature and location
of work is changing. Similarly, projections show that the nature and struc-
ture of family life is also changing. In the following chapters we look at the
implications these hold for each of the main stakeholders – individuals,
organisations and the State – but before doing so we devote the remain-
der of this chapter to exploring the core of what might be prescribed for
the future.

Under the present structure, employees with care-giving responsibilities
are under intense time (and energy) pressure when attempting simultan-
eously to achieve their full individual potential and to care for their
dependants. For many, the result can be to disadvantage all parties –
employer, dependants and self. As employers began to perceive that the
pressures being endured by their care-giver employees were negatively
affecting the firms’ operations, in their own interests they began installing
family-friendly policies. Some of those employers have found that the
unencumbered non-care-giver may also have commitments outside of
their employment and feel that concessions to ease the plight of their
care-giving colleagues have been given at their expense. For example,
Lizotte (2001) suggests that most companies seem to favour strongly
family-oriented benefit packages, letting their single workers all but lan-
guish in the shadows.

Cliff Baizer (2001), adjunct professor at Bently College, admonishes ‘It
becomes a question of what does “work life balance” mean to people who
don’t have kids?’ He cites that on-site day care and family health plans are
top on the list of most parents with young children, but reminds that they
do little to entice prospective employees who have no dependants. Baizer
emphasises that employers have to expand their model of work–family
thinking. Many other scholars and practitioners have advocated that man-
agement expand its thinking to recognise the fundamental reality that
work is part and parcel of life and does not exist outside of life.

These thoughts resonate with the explosion of alternative forms
of working, such as the portfolio worker, the home worker, a mobile
workforce, small enterprises and technology firms. Each of these breaks
away from the traditional form of 9–5 full-time employment, and each
necessitates a more flexible approach to labour management, training
and development.

Flexibility is the key

Shore (1998) maintains that scholars agree that individuals can better
manage long work hours with the unpredictable demands of dependant
care when given a measure of control over where and when work is to be
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done. It is widely recognised that work–life balance is about improved
health and productivity, and about keeping employees engaged with the
organisation, including recognising their lives and commitments outside
of work. The Industrial Society (IS) found that the long-hours issue and
the growing levels of absence demonstrate the imbalance in work–life, yet
IS research also found a gap between the demand and the take up by
employees of work–life options.

Moen and Yu (2000) found that the factors associated with quality of
life are similar across gender, with conditions at work serving as key pre-
dictors of life quality for both men and women. Specifically, having a
demanding job and job insecurity are associated with a low quality of life,
while having a supportive supervisor is positively linked to quality of life
outcomes. Work hours and work-hour preferences matter as well. Men
and women in couples where both spouses work regular (39–45) full-time
hours tend to score highly on indicators of life quality, while those
working long hours and those preferring to work less are less likely to
achieve such a high score.

Richard Reeves, Director of Future, Industrial Society (UK), cautions
that the real divide in the workplace is not between those who work long
hours and those who work short hours but between those who are in
control of their hours, the time sovereigns, and those whose hours are
controlled for them, the time subjects. Reeves maintains that work–life
balance has successfully raised awareness about work time but that the
number of hours worked is only half the story. He sums up thus: ‘The
more say the workers have over their working time, the more sovereign
they are, the less stress they feel and the more able they are to balance
home and work.’ Judith Doyle, co-author of IS’s Time Out, reports:

Time sovereignty recognises that for many workers the divide between
work and life is not always clear-cut. Modern lives are less easy to be
cut up into chunks of ‘work’ here and ‘life’ there. Employers need to
start judging by task rather than time. Control over workers’ time
decreases workers’ motivation and increases the risks to profitability
and productivity. Ultimately, the time sovereigns are more likely to be
the star performers when it comes to bottom-line contribution.

(Doyle, 2001)

Lizotte (2001) reports that flexible scheduling is among the most appreci-
ated benefits because employers don’t ‘own’ their employees’ time. There-
fore, employees appreciate it whenever they can obtain control over their
own time. Barney Olmsted, co-director of the scheme New Ways to Work
in San Francisco, says that managers need to give all employees as much
control as possible over their lives. He counsels firms to think work/life
instead of work/family, which he claims will ‘be rewarded with the enthu-
siasm of a workforce bent on excellence’.
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Worklife Report 2001 reveals that recent data show that fewer then one in
two workers have control over their hours. Yet 54 per cent of those who
decide their own working hours are completely or very satisfied with their
job compared to 42 per cent of those whose hours are decided by their
employer. Among the younger workers the numbers are even higher.
Eighty per cent of those born after 1963 – Generation ‘Xers’ – feel they
would be more likely to stay in their jobs if their employer allowed for a
balance and this rises to 93 per cent among those aged 18–25. The report
comments that in most organisations there will be some staff who are less
able to be time sovereign than others: front-line service staff, administra-
tive personnel, production-line workers, for example. Granting more sov-
ereignty to one group of workers can therefore create tensions, which
have to be managed carefully.

The following three chapters take a look at some of the tensions being
experienced by the three parties involved – the employees, the companies
and the State.
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11 Tensions for the individuals (and
their families)

In this chapter the tensions being experienced by employees with care-
giving priorities are explored in the light of the competing elements of
time and resources. The chapter starts with a brief overview of the discus-
sions earlier in the book that emphasise the impact that caring for depen-
dants has upon individuals and their careers, before addressing the
tensions and strategies for managing them.

Working women face work/life conflicts resulting from their continu-
ing role as primary care-givers for their children and elders and their care-
taker role in the home. Men who hold the key caring role for dependants
are in a similar position. Husbands in dual-career households (67 per
cent) face new workplace stresses as they have assumed greater respons-
ibility at home. Forty-six per cent of workers are parents of children under
the age of 18 (with 20 per cent of these being single parents). Older
workers are often unwilling or physically unable to meet full-time work
schedules. More and more workers are facing ever-greater family demands
on their time. Time spent on the job (total working hours) has increased
since the 1980s and some see their jobs as becoming more demanding
and less secure than in the past. As the population ages these demands are
likely to increase. It has been evident over the past several years that a
‘time bind’ has been created by the simultaneous rise in family and work-
place pressures – and it appears to be getting worse (Saltzstein, Ting and
Saltzstein, 2001).

The qualitative themes that emerged from the written-survey respon-
dents centred around the perception that long hours are required in
order to be considered for training and promotion; the perception that
part-time employees are unlikely to be considered for promotion; the
desire to put family responsibilities first; and the concern over work/life
issues. Each of these themes reflects the tensions over time, resources, and
the desire for changed priorities.



Freedom to pursue a career

Part II showed that relative freedom to pursue a career becomes the defin-
ing factor of the care-giving/career-progression debate. How well home-
base is covered establishes the parameters within which the alternatives for
utilising time and resources are examined and priorities are established.
The question ‘Is home-base covered?’ encapsulates a host of other support-
ing questions – variations on the themes of time, resource, and the setting of
priorities – all requiring the attention of the family-unit decision maker(s).

Not all employees wish to aggressively pursue careers. Some choose not to
pursue careers but may not have much choice about the need to generate
income. Some choose to have a career but find themselves unexpectedly
caring for dependants. However, as Moen and Yu (2000) say, jobs and career
paths are constructed in ways that presume workers are without family. ‘We
hold that work hours represent, perhaps, the most fundamental aspect of
structural lag.’ They maintain that there are few realistic options for working
less than full time without jeopardising benefits and future advancement.
Similarly, Woodall and Winstanley (1998) cite a number of researchers that
maintain that management is stereotyped as a male role and that the stereo-
typing is based upon the foundations of a continuous, unbroken organisa-
tional career in which work is the primary source of identity for males.

Care-givers and part-time work

Many care-givers attempt to meet their responsibilities by moving to part-
time work and so better balance their care-giving with the needs of
income generation and career development. For example, Felmlee (1984)
found that women were likely to move from full- to part-time work
because of young children, and Rosin and Korabik (1990) stated that
some women may choose to leave the workforce because of heavy
demands of preschool children. Similarly, one US government study of
family care-givers found that 23 per cent of working women had to reduce
working hours, 35 per cent rearranged their schedules and 25 per cent
took time off without pay to care for elderly parents (Hordern, 1996).
Some articles (Hordern, 1996; Rodgers and Rodgers, 1989) have sug-
gested that some 33 per cent of all working families are (or soon will be)
involved with elder-care. The respondents discussed in Part II indicated
elder-care responsibilities in only 6 per cent of the cases (same percentage
for both UK and USA). The low percentage of respondents involved with
elder-care could help explain why elder-care has not yet reached the
corporate ‘radar’ screen of the organisations that participated in the
research, and could be a function of that sector.

There are disadvantages to moving to part-time work, however. Reich
(2000) commented that the press of paid work tends to increase the regi-
mentation of everything else – the nature of the work can become less satis-
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fying and the complications of handover to another (particularly in job-
share arrangements) can create additional demands. In addition, the evid-
ence presented in Part II shows that part-time workers receive less training
than full-time workers and are less likely to be considered for promotion.
Three comments from respondents had exceptional explanatory power:
‘part-timers are here to support the full-timers’; another commented that
her boss asked her why he should promote her when he could promote
someone who was at work full time; ‘working part time – unable to be fully
involved in issues’ was the third. Within the traditional masculine culture of
the workplace, there remains the belief that full-time workers seek a career,
whilst part-time workers only seek a job for ‘pin money’.

Most of the literature seeking to explain the predicament of the part-
timer does so in economic terms. Ragins and Sundstrom (1989) asserted
that increased career interruptions and role overload from home demands
may result in an unfavourable perception by the decision makers who fast-
track potential managerial candidates. This leads to a double-bind situation
in which care-givers are at a disadvantage both because they work part time
and because they receive less development. One empirical finding from
Part II that stood out from this was that several executive interview particip-
ants worked part time (all females), one was in a job-share arrangement.
One can speculate that the issue did not impact upon them in as dramatic
a manner as upon lower-grade employees: they were in a position to be
able to pay for care-giving more easily than were lower-paid workers and, as
they were at the height of their careers, they were possibly not so depend-
ent upon receiving in-house development. However, during an executive
interview one female executive revealed that although career aspirations
were still evident in both her own and her job-share partner’s mind, she
did not feel that either of them would be seriously considered for promo-
tion until they returned to full-time employment. Essentially, she felt that
even though performing outstandingly in a part-time executive job-sharing
position, their careers were still ‘on hold’.

The need for long hours
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Sandra is 33 years old, has a high school/secondary school education and
works as a Customer Service Clerk. She is married, her husband works full
time and they have an infant child. Sandra works part time, 25 hours per
week, with travelling to and from work requiring an additional 3 hours per
week. She estimates that she earns 25 per cent of the household income.
Sandra is able to accept assignments outside of normal hours only sometimes,
whether she has notice or not. She has this to say: ‘At the moment, with my
family commitments, I feel I cannot take on any more responsibility. I don’t
have the time for taking the training, and working the extra hours required
for earning promotion is just not possible for me at this stage of our lives.’



Both the literature and the empirical work discussed in this book show
that one of the key drivers to the discrimination against care-givers is that
they cannot always work the long hours and at the times required by the
organisation, and are thus seen to lack commitment. As shown in the pre-
vious part, long hours are seen as being an essential factor in determining
fitness for promotion or receipt of training leading to promotion.

The long-hours culture has a particular impact upon those with depen-
dants, who often find themselves at a serious disadvantage in the work-
place. Non-care-givers were found to work longer hours than care-givers
and were more available to work extra-hour assignments than care-givers.
Non-care-givers also received more management-training opportunities
and participated in formal career-development plans to a greater extent
than care-givers. The litany of comments from the survey respondents was
long – and uniform – and revealed the pervasive perception was that long
hours were required to gain the recognition necessary for promotion or
for receipt of training leading to promotion.

Factors in the care-giving equation

For those care-giver employees who do wish to pursue careers, the inter-
locking relationship between working long hours for promotion, having
family commitments and working part time exposes the setting of accept-
able priorities in the question: ‘is home-base covered?’. Does the
employee care-giver have someone at home – either part time or full time
(that is, not gainfully employed) – that can shoulder the major portion of
the time burden for the family unit so as to free the employee to pursue
the resources portion of the family-unit burden? If this is the case, then
the tension is relieved and family priorities have been expanded (time
available to do both care-giving and resource earning). In many – if not
most – cases, home-base is not so conveniently covered. (The US Bureau
of Labor states that only 16 per cent of full-time workers go home to a
non-working spouse. The percentage of US homes with part-time working
spouses was not available to this study. (Schwartz 1992.))

Lone parents are at the sharp end of balancing life/work tensions.
They need to look to their own resources or what the organisation or State
can provide, and are particularly vulnerable to the poverty trap mentioned
above. In dual-earner families, several different strategies for coping with
work/family demands have been observed by Becker and Moen (1999).
They point out that as jobs and circumstances change within families, so
too do the expectations and forms of adaptation. Becker and Moen
(1999) highlight the three basic strategies observed in families attempting
to manage as best they can within the existing parameters of the lag in
culture and organisation of work and careers. They emphasise that the
strategies typically remain a variant of the breadwinner/homemaker
model, replacing it with what might be called a neo-traditional career/job
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model. The three strategies observed were all variations of ‘scaling back’,
that is, the process by which dual-earners attempt to circumscribe home
and protect it from the encroachments of work. In essence the couples
were attempting to confront the ‘hierarchy of values that places the
demands of work over those of family’. In the analysis of their 117 inter-
view study, Becker and Moen found that the respondents (male and
female; two-thirds with children, one-third without children) revealed
three specific couple level strategies for scaling back. First was the reduc-
tion of work hours. One-third of the interviewed group placed limits on
the number of hours they would work and reduced long-term expecta-
tions for career advancement in order to spend more time with the family.
Of those utilising this strategy, one-third were men and two-thirds were
women. The men were reported as almost always associating placing hour
limits with their experiences of fathering and desire to spend more time
with their children. For women, the placing of limits on hours of work was
typically associated with having young children at home; however, unlike
the men, a significant proportion of the women placed limits on work
across all ages and life-course stages, even when there were no children at
home. The second scaling-back strategy was differentiating between job
and career. Within the group, jobs were understood to be ad hoc and flex-
ible, more about making money than intrinsic satisfaction, whereas
careers were felt to progress in a straight line, with change less often, and
rewarding in themselves. In 40 per cent of the couples interviewed, it was
perceived by both that one person had a job and the other a career. It was
generally understood that the person with the career would take advant-
age of career opportunities when they arose and the other, with the job,
would follow and accommodate. The woman had the job and the man the
career in over two-thirds of the sample interviewed. The third strategy was
trading off. Just over a third of the couples adopted a strategy of trading
off either job/career (which could be revised over the life course) or who
would place work-hour limits to spend more time at home (which, again,
could be revised over the life course).

For those care-givers relying upon care providers outside of the home,
the tension focuses on such questions as:

• Who is to be the care provider (non-resident family, extended family,
neighbour, nursery, day care, after school, etc.)?

• When and for how long per day will the provider services be available
(early, late, day only, anytime, etc.)?

• Where is the care providing to take place (at home, someone else’s
home, professional facility, near home, near work, convenient, out of
the way)? Is late pick-up possible? Are there late-pick-up penalty
charges?

• How much resources will be required (which begets the question
‘who pays’ – the individual, the organisation, the State?)?
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• Does the care-giver make full use of existing routes of support?
• Can the job commitments be altered to allow more flexible working

hours or more home working?

Each of these begets other questions: What are the issues surrounding the
subcontracting of care-giving services? Why do some care-givers not make
full use of existing systems of support? Whose responsibility is it to estab-
lish systems of support? How can alternative patterns of work be negoti-
ated? Does the answer to these questions differ according to the
care-giver’s disposable income and organisational status?

To subcontract?

Robert Reich (2000), former US Secretary of Labor in the first Clinton
Administration, reviewed the trend for working mothers in the USA: 15
per cent of women with children under the age of 6 were in paid work at
mid century versus 65 per cent at the end of the twentieth century. He
commented that all sorts of things that used to be done by families are
now being subcontracted to specialists – house cleaning, child- and elder-
care, food preparation, even dog-walking. ‘The test a family uses to decide
whether to subcontract a particular task is just like the test used by a
company considering whether to “out-source” a particular function. Can
the subcontractor do the task as well as the family member can do it, but
more cheaply, considering the alternative uses of the family member’s
time?’ (Reich, 2000).

He notes that as both men and women work harder for pay, they’re
subcontracting out more of what were once family responsibilities:

By far the biggest family subcontract is child care. Today most chil-
dren under the age of five – more than 10 million of them – need to
be looked after while their mothers and fathers go to work. Forty-four
percent of these children are cared for by relatives, including older
siblings; 30 percent, by staff of day-care centres or nursery schools; 15
percent, by other adults in private homes; and the rest, by nannies,
neighbours, or baby sitters. A significant portion of these children
don’t get much personal attention in this hodgepodge of child-care
arrangements. . . . The amount and quality of personal attention
varies directly with its price.

(Reich, 2000)

The UK provides significantly more state support for care-givers than is
available in the USA; however, it is worth noting that some UK individuals
(especially younger employees) can find themselves in what has been
coined as a ‘poverty trap’. Non-working care-givers receive support, as do
working care-givers, but those that are working have to contribute towards
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their care facilities. The means-tested benefits are reduced to the point
where some actually end up with more money by not working. Con-
sequently, they are caught in a ‘poverty trap’ that keeps those with depen-
dants from returning to work.

Another factor that can prevent care-givers from returning to work is
the perception that subcontracted care-giving might be less beneficial
than home care – if not actually harmful. Galinsky, Bond and Friedman
(1993) suggest that most employees perceive home and family-based care
to be less potentially harmful to their children than other arrangements.
Although no scientifically supported data is known to have been generally
accepted to date, Galinsky et al. detected that a perception exists that
day care poses a risk to healthy child development and that many
employed parents, especially mothers, experience significant guilt feelings
that they are harming their children. Morgan (1996), of the Institute
of Economic Affairs, reports that research suggests that when compared
with children cared for at home, children in child-care may be dis-
advantaged in educational performance, behaviour and attachment to
their mothers.

Fitzgerald (2001) reports a federal (US) study, released in April 2001,
wherein researchers reported that regardless of where the child was cared
for (day-care centre, someone’s home or with a relative), children who
spent more time in non-maternal care were more likely to have behaviour
problems than children who spent less time in child-care. It was noted that
children who spend long hours in child-care are more likely to be aggres-
sive (bully, fight, be mean to peers) and disobedient when they reach
kindergarten age. Tracking 1,300 infant, toddler and preschool-years chil-
dren nationwide, the study did not identify any specific number of hours
in non-maternal care before the child became problematic but indicated
that it was a gradually increasing effect. Jay Belsky, one of the principal
investigators, formerly a Pennsylvania State University researcher and
more recently of the University of London’s Birkbeck College, stated that
the connection between long hours in child-care and behaviour problems
held true even when the quality of care was high and mothers were atten-
tive at home. The researchers noted that the patterns held for both girls
and boys and for children from families both poor and well-off. The
report cautioned that the behaviour of the studied children was still
within the ‘normal’ range on a standardised rating system – at the high
end of normal but not enough to diagnose them with a behaviour dis-
order. The researchers also reported that children who spent their early
years in high-quality child-care – particularly good day-care centres – were
more likely to score high on measures such as language, cognitive ability
and memory skills at the age of 4 ��.

These figures can be set alongside those of the Manhattan-based
Public Agenda group, which found that 70 per cent of parents of children
aged 5 or younger believe it best for one parent to be at home with them;
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60 per cent doubt that even a top-notch day-care centre is a close equival-
ent of a stay-at-home parent; 63 per cent worry about physical or sexual
abuse in day-care centres; and 78 per cent say the best alternative to
parent care is to rely on grandparents or other close relatives (Rasberry,
2000). Perhaps Schwartz (1992) spoke for many when she wrote: ‘Since
high quality affordable day care was rare, many worried parents were
permanently anxious about their children.’

This raises the question of who sets the standards for the subcontracted
care-giving. Individuals do not often have the ability to perform accurate
benchmarking and evaluation of the facilities. This is, however, one aspect
of support that both the organisations and the State can provide, and is
addressed in the following chapters.

Looking to the organisation

Employees are increasingly looking to the organisation to help them meet
their needs. They seek more flexible patterns of work and acceptance of
their care-giving role. The survey respondents reported in Part II emphas-
ised that given a choice between work and care-giving, the responsibilities
of the latter had to come first. Many comments were essentially reflections
or frustrations with the constraints imposed by their chosen priority –
care-giving. Other comments were more in the nature of ‘complaints’ or
‘solutions’ offered concerning the wisdom of long hours being equated
with ‘commitment’ and commitment being seen to come only from full-
time employees. The following chapter looks more closely at organisa-
tional strategies in support of care-givers, but it is interesting to note that
both in the literature and in the empirical evidence presented in Part II
there is a mismatch between organisations offering support and
employees making use of it. Indeed, research conducted by Taylor Nelson
Softres (2002) shows that whilst 50 per cent of their organisations (from a
sample of 1,000 replies from training and development personnel)
offered care-givers the opportunity to work from home, only 14 per cent
of the respondents made use of this facility.

As reported in Part II, many of the respondents felt reluctant to invoke
their organisations’ support, giving reasons such as thereby signalling that
they were less interested in their career, or the lack of sympathy or
support shown by their supervisor. We might also speculate that given the
difference between the US and UK cultures in their willingness to be open
about financial issues and the need for support (as discussed in Chapter
4), some respondents might be reluctant to seek organisational support
because to do so might be perceived by colleagues to indicate that the
care-giver is losing the struggle to balance home and work commitments.
There was also an indication that some employees felt that if they took
reduced work hours their colleagues would have to shoulder an additional
burden of work. The resolution of these issues necessitates a shift in the
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attitudes and behaviours in the workplace. This is not to say, however, that
the individual cannot have an effect. Several of the respondents discussed
in Part 2 explained how they had sought more organisational support –
and achieved it. To create the climate for a needed shift in attitudes and
behaviours, individuals – both care-givers and non-care-givers – must make
their views known.

Not all employees seek the same sort of support. It might be that the
organisation does offer support for care-givers, but not the right sort for
particular individual needs. For example, as discussed in the previous
part, there was a plea from some in the lower levels of the organisations
for employer-provided crèche facilities. In contrast, care-giving executives
were less keen – they had other arrangements in place. By stating
their needs and asserting their value to the organisation, individuals might
be able to help the organisation develop a flexible raft of supportive
policies.

By asserting their value to the organisation it might be that one day
care-givers will be assessed by the work they actually do rather than judged
as not being committed to the organisation because they do not put in the
long hours that those with fewer outside priorities can manage. They
might then receive more development opportunities and training, and
thus be seen to be more suitable for promotion.

The value of the individual

Without such development the career options of care-givers are limited
and the outside priorities of others are ignored. Development and train-
ing can impose further burdens on the care-giver, such that they choose
not to enhance their career in this way. Similarly, organisations can be jus-
tifiably reluctant to expend money on individuals who could be perceived
as less loyal, both because of their apparent lack of commitment due to an
inability to work long hours, and because their care-giving responsibility
makes them more likely to leave. However, it might benefit the organisa-
tion to take the longer view in this instance. For example, Skapinker
(2002) reports that McKinsey offers an extensive training package and yet
plans on losing about 80 per cent of the people it hires in 5 years or less to
competitor organisations. It wishes these people well and they part on
good terms. In doing so it maintains a network of McKinsey alumni that
help out each other and McKinsey in the future. This sort of approach
requires a change of attitudes and behaviour on behalf of most organisa-
tions.

In talking of the value of the individual we are referring back to the dis-
cussion on human capital in the previous chapter. Care-givers can hold a
wealth of knowledge that, because of their circumstances, is unused and
often unrecognised. ‘Knowledge management’ is now a regularly used
term, and a survey by KPMG (CIPD, 1999) found that 43 per cent of the
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hundred leading British companies in 1998 had a specific knowledge-
management programme (one designed to use ‘the ideas and experiences
of employees, customers and suppliers to improve the organisation’s
performance’ (Human Resources Institute, 2002)). All employees,
whether part time, full time, care-givers or non-care-givers, are valuable
resources, and keeping the information they represent available to the
organisation may give that organisation a competitive advantage over
others. It is held that for this to happen the organisation will need to
inspire loyalty, and to ensure that the information is on hand and up to
date. Many feel that it is in the organisation’s best interest to provide
benefits that enhance the care-giver’s loyalty, allow flexible working that
maintains the care-giver’s availability, and develop, train and retrain him
or her (regardless of whether that person is on a career break or not) so
that the care-giver can contribute to his or her fullest potential when with
the organisation. These are discussed in the next chapter but are raised
here because they are unlikely to occur without being championed by the
care-giving employees. Individuals do have the ability to put pressure on
the organisations to change, and many can vote with their feet if change is
not forthcoming.

Voting with the feet

The increasing mobility of employees and the increasingly geographically
free nature of the work required were discussed in the previous chapter.
Both of these have an impact upon the care-giver. As was shown in the
empirical evidence, the need to move with the job can cause havoc to
carefully laid care-giving plans, and can lead to the refusal of promotions
and so on. However, the development of technology and associated
working practices means that many jobs no longer have to be associated
with a particular location. Skilled care-givers are in an ideal position to
work from home whilst meeting the needs of one or more employers. As
the population declines and the nature of work continues to adjust to
technological advances we anticipate that the wealth of human capital
embedded in care-givers will give them the power of the market – those
that have skills that are wanted by organisations will be able to negotiate
the packages that best suit them and their responsibilities.

Of course, not all care-givers have such skills. Indeed, the evidence pre-
sented in Part II shows that employees who are care-givers and who have
full-time working partners are less well educated than those without care-
giving responsibilities or those who have care-giving responsibilities
but have someone at home full time or part time who shoulders the
major portion of the care-giving responsibility. Clearly, an issue for the
less well educated is whether or not they deem it in their balanced best
interest to pursue further education and, if so, where and how such can
be accomplished.
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Seeking the enhanced package

Individual recourse to public discourse as an option for changing the
present state of affairs is unlikely to be overlooked. It might be that as
mobility increases individuals turn to those employers who offer not just
enhanced pay but also the best ‘whole person’ package, including recog-
nition of the need of many employees – care-givers and not a few of the
unencumbered who also hold passionate ‘outside’ priorities – for flexible
working environments and the needs of individuals for support in their
self-development, including training and career development. We have
emphasised ‘flexible’ here because it is clear from the empirical data that
‘different folks require different strokes’. Those with greater disposable
income and organisational status face a different set of challenges to those
without. For example, higher-paid earners might be able to afford good-
quality private care whilst having greater organisational responsibility –
and thus have greater flexibility to work long hours without notice and
greater ability to respond to a need for mobility. They do not need a
crèche that ties them to regular hours and one location. In contrast, a low-
paid worker without the resources to evaluate the best care facilities for
their young child or to cover the time and costs of transporting that child
to be cared for might see a company crèche as a life-saver.

A flexible package that lends itself to use by non-care-givers as well as
care-givers can also be seen as one way to minimise any backlash arising
against what is perceived to be preferential treatment given to care-givers.
As Young (1999) points out, one consequence of the majority of
employees not having child-care responsibilities is a work/family backlash,
which she describes as a controversy over the fundamental issue of what is
fair. Although Dillner (2000) concluded that there was little substance in
the allegations that raging resentment exists and the evidence presented
in Part II partially supports Dillner’s optimistic conclusion, negative com-
ments were received evidencing a small but persistent backlash. Literature
alleging a backlash is growing in volume. Further research on perceptions
of undue favouritism to care-givers is needed, on a timely basis, to assist
those charged with policy formulation in this work–life area. We suggest
that a flexible package that lends itself to use by non-care-givers as well as
care-givers will be an essential component of any resolution.

Summing up

The key tensions for the individual care-giver lie in balancing time and
resources. These lead to the need to set priorities, in which the care-giving
role takes precedence. Employees are looking to their employer and/or to
the State for relief from the ‘time bind’ created by the simultaneous rise
in family and workplace pressures. Many, unencumbered by care-giving
responsibilities, also have ‘outside’ activities to which they attach a high
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priority. They too seek relief from the ‘time bind’. This is compounded by
the organisational culture in which long hours are seen to equal commit-
ment, and in which care-givers receive less training and development and
fewer promotional opportunities. Strategies for addressing these issues
have been discussed, and whilst some of these can be addressed by the
individual, many require the organisation, in their own self-interest, to
adopt a less traditional approach.

We suggest, however, that the shift in the nature of work and the
emerging population demographics enhance the individual’s ability to
vote with the feet, and thus to apply pressure upon the organisation. The
following chapter reviews some of the challenges facing the organisation
and outlines possible strategies to meet these.
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12 Tensions for the companies

This chapter explores the challenges for organisations in managing care-
givers and in fostering organisational health in a world in which the (care-
giving) workforce is ageing and mobile. The chapter starts with a brief
overview of the discussions earlier in the book that emphasise the prob-
lems that face organisations who do not adapt to the needs of their care-
giving workforce, before addressing the tensions and strategies for
managing them.

The first part of the book discussed the traditional form that many
organisations still adhere to – that in which the male is assumed to be the
breadwinner and the female is assumed to stay at home and look after
care-giving. The empirical evidence discussed in the second part shows
that despite changes in society these traditional structures and assump-
tions are still alive and well. Chapter 10, at the beginning of this part, chal-
lenges those assumptions. We suggest that the declining birth-rate in
combination with technological advances will have a major effect upon
organisations. As the population ages, a greater number of the working
population are likely to become care-givers, and also likely to become
more mobile. At present care-givers are perceived to be lacking commit-
ment to the organisation, are given less training and development and are
passed over for promotion, and, as such, they represent a wasted resource.
Similar ‘lack of commitment’ perceptions and consequences are likely to
be experienced by those unencumbered by care-giving responsibilities but
who hold high non-company-connected ‘outside’ priorities. As skilled
labour becomes scarcer, and the knowledge skilled workers hold becomes
more valuable, Drucker’s (1999) advice to treat workers as assets rather
than costs will become increasingly pertinent. Neither we, nor any of the
respondents discussed in Part II, are suggesting that organisations are
deliberately disadvantaging care-givers. What we are talking about here,
however, is more than just introducing policies. We are talking about a
radical change in attitudes and behaviour, and are suggesting that this is
necessary for organisational survival.



The current situation from the organisational perspective

Much of this book so far has concentrated upon the impact that care-
giving has upon the individual’s career progression (as one might expect
from the title) but it is worth noting that organisations are also adversely
affected by care-giving. Human Resources Institute (2000) conducted a
survey of 150 US-based global corporations in order to examine the extent
to which care-giving duties were affecting their workforce. Nearly 60 per
cent of respondents said that productivity was lost to a high or moderate
degree as a result of work-day interruptions caused by care-giving (includ-
ing making personal phone calls, leaving suddenly because of a care-
giving crisis and leaving work early or arriving late). Fifty-six per cent
reported high or moderate loss of productivity caused by care-giving-
related absenteeism, 54 per cent reported disruption related to
rearranging schedules because of care-giving and 44 per cent reported
time lost because of people thinking about care-giving problems. The
report sets the cost of care-giving to the USA at US$196 billion (of which
US$11 billion to US$29 billion is for elder-care) but excludes secondary
costs, such as the cost of health problems of the carers – including stress,
exhaustion and frustration – with 60 per cent of people caring for elderly
parents requiring treatment for depression.
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Noel, Senior Vice President of Corporate IT, is 38 years old, married, has
two children and his partner works full time. The children attend primary
school and an after-school programme. He drops the children off at school
in the mornings and his wife picks them up at 6 o’clock in the evening. Noel
said: ‘A lot of people start working quite young and throw themselves into
their work and would be there all night – and weekends too, if required.
Then everybody grows up, has families, can’t work the hours they used to,
and that leaves us dependent on things like overtime and goodwill. One
thing that helps persuade me that we must change is that I feel the same way
about my family, too. We have to deal with it in whatever ways will work –
whether it’s time off or whatever it is. There is so much demand for IT
people that some prefer to work just 4 days, be well paid, and off 3 days. We
have to look at ways of balancing between getting the right amount of
resources on projects within the company so we can deliver what we need,
but we also must keep Bill and Betty happy within the family. We have a lot
of part-time working in IT at the moment and it was a deliberate thing. We
did an advert asking if anyone wanted to come back into work for a limited
amount of time and we got some good deals through that. It might be more
management and a little more pain when you try to develop projects or
people, but we shouldn’t shy away from new approaches to get good
people.’



A picture of support

Despite the lack of support for care-givers evidenced in the data discussed
in Part II, many organisations report that they already have care-giving
policies in place. A UK survey of 2,000 management professionals
reported in the Leadership and Organization Development Journal (2000)
found that employers were offering a wide range of perks to recruit and
train staff ranging from family-friendly policies to pet insurance. It noted
that in anticipation of legislation, 57 per cent of respondents reported
their organisations offering parental/domestic leave, 75 per cent reported
them offering part-time working as an option, job sharing was available in
57 per cent of the organisations and one-third offered teleworking. Also
mentioned were newer-trend perks to help employees with balancing
work and life – 39 per cent offered stress helplines, 25 per cent offered
financial planning, 12 per cent offered dry-cleaning facilities, 10 per cent
offered personal car insurance, 8 per cent offered food-shopping facilities,
3 per cent offered pet insurance and 2 per cent offered film/video-rental
facilities. Significantly, 40 per cent of those surveyed offered career breaks
and 24 per cent offered sabbaticals. The report noted, however, that child-
care remained an area where few employers offer on-site options, with
only one in ten surveyed having a workplace nursery and 2 per cent offer-
ing provision for after-school care.

A picture of participation?

Interestingly, although the respondents were able to give details of their
organisational policies, the HRI (2000) report found that 80 per cent
either did not know or had to guess at the number of care-givers in their
workforce. There was also variation in how much the organisation was
willing to spend on assistance to care givers: 20 per cent said they would
spend US$21 or higher per employee per year, with 54 per cent spending
US$10 or less; 33 per cent said employees should share the cost of the ser-
vices, with only 4 per cent saying they should not and the remainder
saying that it depended upon the service.

McCurry (2002) holds that the term ‘family friendly’ has been replaced
by ‘work/life balance’ in the UK in recognition that all staff, not
just working parents, need to be included in the arrangements. He
reports the establishment of Employers for Work/Life Balance, an
alliance of twenty-two leaders, supported by the Prime Minister, who
believe that the introduction of work/life policies has benefited their
organisations. The group, chaired by Peter Ellwood, Group Chief Execu-
tive of Lloyds TSB, aims to share best practice and establish a one-stop
shop for employers on work/life issues. Many in the USA also recognise
that the term ‘family friendly’ has served its purpose of bringing national
attention to the conflict between working and living and that it’s time to
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move on. They appreciate that bringing the plight of the employee with
family responsibilities into the midst of the conflict has accelerated the
attention given to the associated problems but feel that the term
‘work–life’ better represents the true issue, that is, it’s not a choice
between work or life; it’s recognition of the reality that work is a part of
life.

Not all employees might wish to make use of flexible working, and it is
likely, as discussed earlier, that different groups of people will seek differ-
ent packages. The availability of flexible-working practices to all, and not
just to care-givers, is important because, as noted by Fuchs (1989), studies
have shown that family-friendly programmes are ‘amazingly’ effective at
reducing turnover but the potential of non-care-giver ‘backlash’ cannot be
ignored. Ignoring the majority – even an almost silent one – cannot be a
recipe for long-term success. Nor does it have to be an either/or game.
Many have recorded their view that job satisfaction is about more than
‘pay’. Training opportunities are often cited as having the potential for
increasing employee satisfaction. Comments from the empirical data in
Part II show respondents’ desire for training, which they see as the key to
the door for promotion. Organisations are both seeking talent and strain-
ing for ways to retain the best talent. Kristen Bowl, Manager of Media
Affairs for the Society of Human Resource Management (HRM), points
out that successful employers are finding new ways to be responsive,
including the growing approach of offering benefits on a ‘cafeteria plan’.
Under this concept, companies place a dollar value on each individual
benefit, and employees receive a lump sum with which to shop the menu.
A worker who needs child-care, for example, is free to purchase that
option, while her single co-worker may instead spend her benefit dollars
on time in the gym. Both, however, are likely to opt for flextime. The
tension for companies is not only to be fair to employees but to be seen as
being fair to all of its employees

In the USA, the Institute of Management and Administration reports a
survey of work/life programme managers by the Alliance of Work/Life
Professionals (2002). The survey revealed that Employee Assistance Pro-
grams (EAP) and flexible schedules lead the list of work/life programmes.
It reports that on average 56 per cent of employees took advantage of
work/life programmes in 2001, an increase from 47 per cent in 1999. Per-
centage participation increases over 1999 were noted in the categories of
EAP services, flexible schedules and child-care subsidies and a decrease
from 1999 noted in organisations offering work/family seminars, child-
care referrals, paid paternity leave, telecommuting and back-up child-care.
The work/life professionals reported that financial resources devoted to
work/life efforts were increased in 45 per cent of the reporting organisa-
tions, remained the same in 34 per cent of the organisations and
decreased in 8 per cent. Since the report includes only firms employing
work/life programme managers, the percentage of participation is
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unlikely to be representative of all firms yet the range and trends may
broadly reflect present US practice.

The operational cost of care-giving initiatives

Perhaps Hobson, Delunas and Kesic (2001) laid out the challenge for the
employer organisations by detailing the negative impact of the chronic
inability of employees to balance work and life responsibilities – higher
rates of absenteeism and turnover, reduced productivity, decreased
job satisfaction, lower levels of organisational commitment and
loyalty, and rising health-care costs. The difficulty seems to be in deter-
mining the true costs being experienced and the true saving to be
expected. It seems undeniable that the costs/benefits will not be the same
for all companies; nor will all of the separate initiatives in the package of
work–life benefits have similar costs/benefits. Some things will be easier to
define. As an example, turnover statistics are likely to be available in even
the smallest firms, plus national statistics – with a commendable break-
down by position, organisation size, industry and so on – are available to
assist management. That turnover represents a cost for employers is
generally agreed, but computing the cost of turnover for the individual
firm can be a show-stopper. Cost of turnover within the same company is
likely to vary with a myriad of factors – position, experience, skill, inter-
relationships, length of time to replace, effort required to replace,
employment and orientation costs and on and on. Absentee costs may be
somewhat easier to calculate, but what about reduced productivity,
decreased job satisfaction, lower levels of commitment, increased health-
care costs? We all know that there are costs attached to each of these items
– costs that come in real pounds or dollars – but how can one get a cred-
itable calculation?

Firms are increasing the availability of work–family benefits to their
employees, in part because they anticipate an increase in productivity, yet
little more than anecdotal evidence supports this expectation. Meyer,
Mukerjee and Sestero (2001) report one study attempting to determine
which work/life initiatives had positive impact, which ones did not, and
whether the amount provided was over or under providing the maximisa-
tion of profit. The report concluded that not all programmes have the
same, or even a positive, impact upon profits. For instance, working from
home showed positive benefits while job sharing had a significant negative
impact on profits (firms should expand one form of scheduling and cut
back on the other). Programmes such as flextime, compressed work-weeks
and part-time work showed no significant impact on firms’ profits. Increas-
ing adoption benefits raised the profit rate while subsidising more depen-
dants in on-site child-care reduced profits, indicating that the costs of this
benefit could not be justified in terms of potential productivity gains – at
least as the authors measured them. More detailed information should be
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sought by each company on both the magnitude and direction of the
impact each programme has on its profits. It is crucial for choosing not
only which programmes to adopt but also the degree to which these
should be made available.

Bourg and Segal (1999) maintain: ‘Although supportive family policies
are often touted as having substantial payoffs for employers in terms of
higher productivity, lower absenteeism and turnover and higher commit-
ment, empirical evidence in support of these claims is rather scarce.’
Perhaps Alan Saltzstein, Yuan Ting and Grace Saltzstein (2001) stated it
best:

After more than a decade of family friendly program development
and implementation, we still know surprisingly little about who uses
these programs. . . . The possibility that specific programs and prac-
tices might have disparate effects on various subpopulations of
employees has only just begun to be explored.

Certainly the empirical data discussed in the previous part of this book
indicates that care-givers at different levels of disposable income and
organisational status are likely to seek different forms of support from the
organisation.

A brief catalogue of key indicators of an unsatisfactory work/life
balance are said to include ill-health, low morale, lack of commitment,
poor-quality work, absenteeism and high staff turnover. Some employers
report significant business benefits from implementing family-friendly pol-
icies. These benefits are found equally in small and medium-sized firms.
The benefits include: higher productivity; increased flexibility, for
example to cover for absence and holidays; higher employee motivation
and commitment; improved recruitment and retention. However, it has
also been reported that employers may incur additional costs in adopting
family-friendly policies, including increased managerial workloads. Only
18 per cent of the companies offering one or more flexible work arrange-
ments perceive the costs of their investments in these policies as outweigh-
ing the benefits, whilst 36 per cent perceive these programmes to be cost
neutral and 46 per cent perceive a positive return on their investment
(The Families and Work Institute’s 1998 Business Work–Life Study). The
operative word is ‘perceive’ – they don’t know. Without creditable know-
ledge of the cost/benefit of work–life initiatives, the organisation does not
know its own self-interest.

Although the costs are generally claimed to be outweighed by the gains,
work–life advocates maintain that the biggest obstacle to implementing
good practice is in many cases the difficulty of persuading individual line
managers to accept more flexible working arrangements. Advocates main-
tain that it is the individual line managers who hold the key to the future –
or at least part of it!
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The future-proof organisation?

Human Resource Institute (HRI) conducted a survey in Spring 2000 to
determine the extent to which care-giving responsibilities were affecting
the workforce. One hundred and fifty firms participated in the survey,
most of which were US-based global firms. Approximately 70 per cent of
the respondents felt that care-giving-related staffing problems, such as
absenteeism and turnover, had increased in the last 10 years. American
Association of Retired Persons (AARP) reported that the number of care-
givers had tripled in the last decade and the trend is expected to increase.
About 92 per cent of the respondents to the HRI survey believed that care-
giving-related staffing problems would increase over the next 10-year
period. The report commented: ‘Based on the greying of the US popu-
lation, this increase seems likely, if not inevitable.’

Chapter 10 laid the base for the argument that if organisations are to
become, or remain, successful then they need to adapt to the changing
nature of work and of the workforce. Part of this change is linked to the
decrease in population and the associated increase in care-giving that is
anticipated by demographers. At the same time as the needs of care-givers
come to the fore, technological advances make possible forms of work and
association between employee and employer that would have been hard to
sustain previously. The sort of flexibility of working relationship that we
suggest for care-givers might also help organisations attract (and retain)
skilled workers (whether care-givers or not) in what is predicted to be an
increasingly competitive and mobile labour market.

Need to maintain and retain

Even in the circumstance of ‘temporarily’ downsizing for strategic reasons,
each of the organisations discussed in Part II expressed concern about
their future ability to recruit and retain suitable talent. Each UK bank
expressed concern over the competitive employee ‘package’ that was
being required to entice talent to remain or relocate to their local area.
All of the US banks expressed major concern over their ‘turnover’ rates
(employee quit-and-replace rates). All three US banks had multiple HR
personnel assigned full time to the sole task of recruiting. Some of the
higher turnover rates of US versus UK banks may be explained by the dif-
ference in promotional policies followed in the two countries. The UK
appears to prefer more promotion from within, while the USA appears to
prefer to focus recruiting efforts on the particular expertise required. UK
bank employees tend to look for promotional opportunities from within
the bank itself and US bank employees apparently tend to look more to
their professional specialty for promotion opportunities within the
banking industry itself. This difference in promotion-seeking philosophy
may help explain the very significant difference in the service years of UK
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and US bank employees. The UK evidenced longer service with less prior
service with another employer, and the USA registered the opposite.
However, this difference may also be a result of the UK banking tradition
of ‘a job for life’, a tradition that may well be disappearing – as evidenced
by the executive interviews. And, as it does disappear, UK firms may need
to review their recruiting procedures.

As Jay Jamrog, the Executive Director of Human Resource Institute,
said

Workers aren’t necessarily loyal to their employers anymore. Instead,
they are more likely to be loyal to their profession, the projects they
are working on, and their immediate supervisors. These are the big
three. The survey shows that increases in pay aren’t as big a deal. Low
pay’s a dissatisfier, but high pay won’t keep people around by itself.
The best people don’t stay for the money alone. They stay because
they are engaged and challenged by work that makes them better at
what they do. They also want good training opportunities to keep
themselves up to speed so that they can survive in the marketplace if
they have to. The good part is that, with maybe the exception of some
high-tech workers, most employees who get training are less likely to
leave, even if they’re more marketable. They will stay if they have a
good relationship with their immediate boss and there’s open com-
munication with that boss.

( Jamrog, 2001)

The sorts of working practices necessitated by the need to support care-
givers also help retention. The Institute of Management and Administra-
tion (2002) report noted that employers are still in the process of
developing benchmarks for determining the effectiveness for the
employer of work/life programmes. Using a variety of data such as surveys
and anecdotal evidence, the Institute reported that employer work/life
professionals estimated benefits of work/life programmes as follows:
attracting/retaining key employees (70 per cent), increasing employee
effectiveness (56 per cent), improving organisation reputation (48 per
cent), improving business results (44 per cent), overcoming competitive
pressure (38 per cent), other (3 per cent).

The refrain from the Work/Life professionals and their supporters is
that everybody stands to benefit from policies to improve employees’
work/life balance. Carol Muse Evans (2002), Associate Editor of the Birm-
ingham Family Times, stakes the claim that: ‘Businesses have found that
family friendly policies lead to better balance, more creative and dedic-
ated employees – workers who usually remain loyal to their employer,
staying on the job year after year.’ She states that companies are offering
more-family-friendly programmes, policies, benefits and more – not only
to help employees juggle work and family, but to lure good employees and
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keep them on the job year after year. A study presented at the British Psy-
chological Society’s 2001 annual conference reported that job sharing,
and other flexible work arrangement such as flextime, reduced hours and
working from home, could significantly improve performance. The report
noted that managers of both job sharing and individual flexible workers
rated these workers as providing a higher level of output than traditional
full-time employees.

The availability of such practices is expected to expand. Management Ser-
vices magazine (2000) published excerpts from a Hay Management Con-
sultants survey of HR professionals in 123 UK organisations predicting
that by the year 2005, 90 per cent of HR professionals expect that their
organisations will be family friendly, with 53 per cent expecting that their
organisations will allow flexible working hours (versus 23 per cent today)
and 24 per cent predicting the provision of practical child-care support
(for example crèches), versus only 10 per cent providing them today. Ten
per cent expect their organisations to offer individually tailored solutions
towards making employees’ working lives easier (versus 1.7 per cent cur-
rently doing so). Further, 35 per cent of HR professionals expect that by
2005 their organisations will be offering employees a ‘flexible benefit
package’ – a ‘pick and mix’ system whereby the employee chooses the
appropriate benefits and doesn’t receive others.

More than the provision of initiatives

Future-proofing the organisation requires more than just the provision of
initiatives. In essence, future-proofing the organisation requires a shift in
how employees (whether care-givers or not) are viewed.

There is a huge amount of knowledge in any organisation. People at
all levels have accumulated knowledge about what customers want,
about how best to design products and processes, about what has
worked in the past and what hasn’t. A company that can collect that
knowledge and share it between employees will have a huge advant-
age over an organisation that never discovers what its people know.

(HRI, 2002)

Care-givers, with their irregular hours and focus on other commitments,
are seen to be less relevant to the success of the organisation and are
treated as such. But, they hold much valuable knowledge about the organ-
isation that is easily lost and wasted. In order to prevent this they need to
be seen as a capital asset and treated accordingly. As Drucker says:

In no other area is the difference greater between manual-worker pro-
ductivity and knowledge-worker productivity than in their respective
economics. Economic theory and most business practice sees manual
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workers as a cost. To be productive, knowledge-workers must be con-
sidered as a capital asset. Costs need to be controlled and reduced.
Assets need to be made to grow.

(Drucker, 1999: 148)

Three main areas need to be addressed for this to happen:

1 care-giving and knowledge-management programmes need to be an
intrinsic part of the organisational strategy;

2 human-resources and information-technology policies need to
support the sharing of information;

3 the corporate culture needs to encourage a shift to share what is
known and value individuals (whatever their care-giving status) as
assets.

Incorporating policies into organisational strategy

For many organisations, the starting point for considering ‘major innova-
tions in work and employment’ may well be found in the desire to acquire
the ‘best available talent’. Best available talent is likely to become the core
of employer concern as national demographics point to a continual
decline in the available talent pool.

Judging from interview responses from the executives detailed in Part
II, some are approaching the work–life issues from the perspective ‘any-
thing that would allow us to have good people working on our books’.
There seems to be recognition that it is in the organisation’s best business
interest to recruit and retain the best talent available. The catch is in
defining the term ‘available’. At present, as the empirical evidence shows,
care-giving employees without the ability to regularly work extra hours
and/or part-time employees are rarely included in the concept of ‘best
talent available’. In fact, survey evidence is that non-care-givers receive
more management-development opportunities, full-time care-giver
employees receive less and part-time employees receive little, if any.
Granted, it has well justified employers’ actions in limiting training invest-
ment to a selected few during periods of manpower surplus (most of
recorded history). However, it is unlikely to continue to meet the needs of
the organisation during the predicted prolonged periods of workforce
shortage. In any event, the tension for organisations is in finding the
balance between the cost of investment in developing the known talents of
all employees, the cost of turnover and the cost of recruiting both new
and replacement talent – of an unproven quality.

The cost of investment in developing the known talent of all employees
may be offset against the longer-term benefits of retaining employees and
retaining the good will of ex-employees. However, the desire to develop
and support existing talent needs to be expressed at the level of organisa-
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tional strategy. In other words, in order to maximise the unused potential
of the talent represented by care-givers, organisations need to do more
than just implement initiatives that are essentially offered (reactively) to
ease the burden of support felt by care-givers.

By and large, the great majority of today’s firms that have adopted
family-friendly policies have reached that state through one of two routes:
those firms focusing on the narrow child-care or women’s issues have
generally established a designated task force (or project champion) to
guide the firm’s child-care/women’s-issues actions; and those firms focus-
ing on the broader, more integrated, programmes such as flexible work
arrangements have tended to put these into practice by employing a
work–family administrator in the HR department. Critics charge that such
well-intended (and even ‘results-driven’) efforts will miss the mark
because they bypass the fundamental part played by corporate culture.

Voydanoff (1999) reports that both such organisational attempts ignore
the fact that the organisational culture equates time and physical presence
at work with productivity and commitment. The organisations view
work–family problems as located in the family and of the employees’,
especially women’s, own making. In this context, these programmes are
associated with the separation of family from work, which undermines the
efforts to achieve gender equity in the workplace, limits the use of the pro-
grammes by men, promotes a view that employee accommodations are a
favour benefiting the employee rather than the organisation and places a
stigma for participants in terms of their perceived commitment to the job.
She advocates a search for a more holistic view of both the strategic inter-
ests of the organisation and the needs of employees.

We suggest that the organisation needs to proactively address and
integrate its structures and policies in order to realise that strategy in full.
Options include:

• reordering the work system so that employees can work longer hours
at times not conflicting with care-giving responsibilities (flextime,
compressed schedules – more hours, fewer days per week – work from
home);

• reordering the care-provider system to augment the work-time
resource of employees (improve availability, affordability and/or flexi-
bility of care-provider arrangements);

• increasing employee earnings potential (resource gathering) from
existing time availability (improve eligibility for promotion – obtain
required talent at lower cost than promoting lesser talent or recruit-
ing unproven talent).
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The role of HR and IT

Each of the above options, and their integration into the organisational
strategy, necessitates the key involvement of HR and IT. Both play an
enabling role. As described in Chapter 10, the role of technology impacts in
several ways. It enables workers to share knowledge and experience without
limiting them to one location or time frame. It also enables the organisation
to manage the financial and scheduling data associated with the employees’
work lives in a way that would not have been feasible twenty years ago. The
logistical and financial challenges of managing employees with unusual
work patterns can be minimised by the use of appropriate systems. Such
systems do, however, need to be integrated into the central core of manage-
ment decision making if support for the irregular hours of care-givers (and
others) is to become a central part of organisational strategy.

The role of HR as an enabler also needs to become a central part of
organisational strategy. As a cautionary note, however, we are not suggest-
ing that HR should necessarily be a centralised function. Indeed, the
notion of future-proofing the organisation through adopting a flexible
and knowledge-based approach would mitigate against such centralisa-
tion. Reich (2000) commented that the press of paid work tends to
increase the regimentation of everything else and that the nature of work
becomes less satisfying. Centralisation might well have a debilitating effect
upon productivity. By suggesting that HR should become a central part of
the organisation’s strategy we mean that HR plays a crucial balancing role
in meeting the needs of the organisation and the employees, and thus
mediates and acts as a voice for all stakeholders.

The empirical evidence presented in Part II highlighted several areas in
which HR mediation is vital. For example, as the nature of work changes
and becomes more fluid, so job descriptions, which play an excellent part
in a stable and more traditional organisational environment, become out-
dated. Some US respondents in particular talked of the job description
as a job-limitation instrument. The role of HR in negotiating different
forms of job description that allow flexibility in the timing, location and
nature of the work that is undertaken, whilst also protecting the needs
and rights of each of the stakeholders, will be vital and challenging.

Altering performance-assessment criteria

One aspect that impinges upon the HR role that came across particularly
strongly in the empirical evidence was that of the way in which perform-
ance is assessed and rewarded. There is little need to belabour the point –
long hours do not automatically equate to superior performance.
Although we may not all like it, the tie between long hours and commit-
ment is not quite so easy to dismiss. Long hours may not necessarily
equate with commitment to the firm’s success, but in the absence of some
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other standard, being ‘Johnny/Janie-‘on-the-spot’, ready, willing and able
to help’ can be an easy surrogate for embattled supervisors trying their
best to get the job done. Come performance-review time, most supervisors
remember who was there when the going got tough. To many supervisors,
performance-review time offers them an opportunity to show apprecia-
tion. That ‘appreciation’ turns into high marks and high marks frequently
turn into promotion is more of a comment on the system than a criticism
of the supervisor as a supervisor. In fact, when promotions are given, it
signals more responsibility being given to the recipient and more invest-
ment about to be made in the recipient.

The organisation also wants that recipient to be committed to the organ-
isation’s success, and doesn’t want to waste the upcoming investment on
the promoted if that person is going to be short-termed or not sufficiently
dedicated to getting the job done. Recall the Shakespearean edict: ‘the
fault lies not in our stars but in ourselves’. The tension for the organisation
is in finding and implementing better approaches for determining true
performance, better approaches for rewarding the faithful and better
approaches for evaluating the commitment desired in those deemed to
have promotion potential. None of the three will be easy, but separating
the reward of the faithful from determining promotion-potential perform-
ance and promotion-required commitment to company success at least
opens the door for those ‘leave-on-time’ care-givers, non-care-givers and
part-timers to enhance their careers and for the organisation to realise
additional gains from increasing utilisation of the best available talent pool.

Shifting the culture: flexible provision for all

Although HR and IT can play enabling roles, all the evidence points to
the fact that without appropriate attitudes and values, commitment, moti-
vation and involvement, the future-proofing of the organisation will be
disjointed and inflexible. In other words, the organisation’s culture, from
the CEO to the lowest worker, needs to reflect and support the notion of
flexible working.

The need for a supportive culture

Company policies designed to help employees integrate work and family
roles do not, in and of themselves, reduce work/family conflict. Many
studies have found that a supportive corporate culture is not only very
important but a virtual key to the effort’s success. Goff, Mount and
Jamison (1990) concluded from their study of employer-supported child-
care, work/family conflict and absenteeism that the more supportive
the supervisor, the less work/family conflict experienced by the employee.
In a telling article entitled ‘Workplace culture fails to support work–life
balance’, Sally Dench, IES Senior Research fellow, makes the point that
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rights to time off and flexible working practices are not enough; that a
change in culture and attitude within the organisation is necessary, and
that both individuals and their managers need support to overcome real
barriers. In noting that success in promoting work/life balance rarely
occurs without positive leadership from above, the report highlights three
keys for organisations seeking to achieve success in the work–life balance:

• the culture of the organisation must support, rather than deter,
employees from achieving the work–life balance they need;

• managers must learn how to operate with teams that incorporate
varied working patterns;

• employees must know what they can ask and how it can work.

Similarly, Linda Duxbury, a business professor at Carleton University, sug-
gests that organisations need to alter their culture and the behaviour of
their managers and supervisors to facilitate any form of permanent
change. She insists that they have to measure progress and make man-
agers accountable for progress in their areas. Organisations must remem-
ber that ‘if it’s not measured, it’s not done’. She reports that supervisors
act as gatekeepers to many of the benefits offered by the firm. Who you
work for within an organisation has become more important than where
you work. Employees who work for supportive supervisors who trust and
respect them and who base their decisions on circumstances rather than
‘the book’ report less stress and greater productivity than employees who
work for managers who deny them any sort of flexibility. Only one-third to
one-half of the employees surveyed gave their managers high marks for
their supportive behaviours.

The impact of the supervisor

Saltzstein, Ting and Saltzstein (2001) pinpoint a recurring theme from
the literature: in many cases, workplace and societal cultures and expecta-
tions deter those most in need from even applying for such programmes
and less than supportive supervisors undermine the benefits of specific
programmes. This theme of a firm’s culture being a barrier to implement-
ing firm-approved work/life policies runs the gauntlet from employee
reluctance to supervisors and managers being perceived as being less than
supportive. Some typical observations were:

Many people feel uncomfortable about asking for time off. They don’t
want to be seen as being needy. Employers may talk a lot about the
need for work–life balance but some are workaholics – especially the
senior management. In order to feel to be in the in-crowd, employees
decide that that’s what they have to do, too.

(Lizotte, 2001)
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Radcliff Public Policy Institute reports that too often, frontline man-
agers convey the message, directly or indirectly, that flextime sched-
ules create more work for them, or that they are uncomfortable with
telecommuting because they prefer to have their staff members
working where they can see them.

(Overman, 1999)

The Industrial Society’s 2001 Worklife Report put it this way: ‘The attitude
and behaviour of managers is critical. A joke about ‘part-timers’ or a
glance at a watch can undo a hundred HR policies on flexibility.’ The IRS
report also issued a most timely warning: ‘not all workers want to work
flexibly, some want to work nine to five. It is important to respect their
choice, too’.

Director Richard Pearson, of the Institute for Employment Studies,
sums up the challenge to the Human Resource professionals: ‘Work life
policies don’t just kick in automatically. There are significant manage-
ment, cultural and communications issues to resolve. A good employer
will want the business benefits. Therefore they will want to know why take
up is less than demand, and how they can provide the necessary leader-
ship for change.’

The importance of the supervisors’ attitude is supported by The Famil-
ies and Work Institute’s 1998 Business Work–Life Study. This reported on
a survey of 1,057 companies – (84 per cent for-profit companies and 16
per cent non-profit companies) – with 100 or more employees and issued
this ‘Report Card’ on the success of work/life implementation in the USA:
Only 19 per cent felt that their supervisor made a ‘real and ongoing effort
to inform employees of available assistance for managing work and family
responsibilities, and 56% felt that their supervisors did not successfully
manage the work–family issues of employees in making job performance
appraisals’. Finally, nearly 40 per cent of employees felt their careers
would be negatively impacted if they took advantage of flexible schedules,
or took time off for family reasons. It has already been noted that the
major impediment to the uptake of existing initiatives designed to help
care-givers is the attitude of the individual’s line manager, and this was
highlighted in the empirical evidence presented in Part II.

The negative effects of an unsympathetic supervisor can be balanced
against the positive effects of a sympathetic one. Citing divergences
between ‘formal’ and ‘informal’ organisational policies, Bourg and Segal
(1999) point to these divergences as being an indicator of the importance
of the individual supervisor’s sensitivity and responsiveness. They cite
research indicating that having a supportive supervisor is significantly
related to increased schedule flexibility, higher job satisfaction, fewer
serious problems with child-care, reduced work-to-home interface and
reduced stress. Similarly, a Gallup (2000) study of 2 million employees at
700 companies found that most employees rate a caring boss higher than
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money and fringe benefits. Both tenure and productivity is determined by
their relationship with their immediate supervisor. These findings confirm
a 1999 Lou Harris Associates/Spherion poll that found that 40 per cent of
those who rated their supervisor as ‘poor’ were likely to quit versus 11 per
cent who rated their supervisor as ‘excellent’. Littman (2002) summarised
that employees stay because their managers create a place in which they
want to be.

Such findings may give support to those who oppose legislated
solutions to human problems (how do you ‘legislate’ good supervisors?)
but they also bring a challenge to managers concerned with their
‘bottom line’. Turnover is expensive and sensitive supervisors would
appear to be a key. The focus by work/life advocates on the key role
played by the immediate supervisor is not new to the companies. Their
management-development and leadership-training activities have been
focused on the immediate supervisor for years. Immediate supervisors are
the key interface with employees in most operational activities of the
organisation.

Summing up

In this chapter we have argued that in order to protect the organisation
from the effects of the ageing population and technological change, both
of which will lead to increased mobility and the need to retain staff, organ-
isations need to adopt an integrated flexible approach to the work/life
balance. Staff (whether care-givers or not) become a resource that can
cost the organisation dearly if it is wasted; however, employees see the pro-
vision of a flexible system of programmes as a benefit, and such pro-
grammes enhance work/life and are believed to be economically effective.

Although firms increasing the availability of work–family benefits to
their employees may be anticipating an increase in productivity, little
more than anecdotal evidence supports this expectation. For most
employers, creditable financial analysis will be required for winning the
support of line management for those work–life initiatives that appear to
meet the firm’s self-interest.

Work–life balance programmes, however, need to be fully incorporated
into the organisations’ strategic plans, and integrated (particularly) with
the HR and IT functions. The main future-proofing, though, is one of atti-
tudes and behaviours, such that line managers are fully supportive of
those seeking ways around the work/life balance.

Attending to the needs of care-givers now can help insure the future of
the organisation – however, both individuals and organisations are located
within the State, and their futures are entwined. The organisation is
affected not just by the legislation aimed at it but also by the way in which
the State legislates for the individual employee. These threads will be
addressed in the next chapter.
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13 Tensions for the state

This chapter follows on from the previous three in this part by looking at
the role the State plays (or might play) in the support of care-giving, and
the implications of this. Chapter 10 outlined two different care-giving-
related responses to the challenge of the ageing population. These two
approaches are characterised by the USA and the UK, who, though very
similar in many things, present subtle differences in policy and practice
that impact upon where the responsibility for supporting care-givers is
assumed to be located. The chapter then moves on to explore the long-
term strategy in relation to changing demographics and the need to foster
developments in the labour force and support national wealth.

National significance of changing demographics

Chapter 10 argued that across the world there are few nations who are
retaining their birth-rate at replacement level, and that in the vast majority
the population level is falling dramatically. It has been projected that for
every hundred working-age persons in 1988 there were nineteen retired
persons. The prediction is that by 2010 this will rise to twenty-two retired
per hundred working, and by 2050 to thirty-eight retired persons per
hundred working-age persons. Overhanging the debate on child-care-
giving are the predictions of dramatic change in population demograph-
ics signalling that the demands for elder-care will continue to rise steadily
in the twenty-first century (Marchese, Bassham and Ryan, 2002). Decisions
that are made now about how best to support care-givers might have a pro-
found effect upon the rate of drop in the birth-rate, as well as set the eco-
nomic, social and political parameters of the nation for the future.

This dual effect harks back to Pearce’s (2002) argument, which sug-
gests a strong link between a reduction or cessation of the rate of decline
in birth-rate and sufficient support for care-givers such that they are able
to hold down a successful career whilst also raising a family and/or provid-
ing care for the elderly. Pearce based his argument on State support
systems. Drucker (1999), working from a similar data base, suggested that
organisations in association with a mobile and immigrant workforce would



be able to provide the necessary flexibility to maintain the US birth rate.
In either case, the State needs to ensure that there are systems in place to
secure a sufficient and active workforce in future generations.

The balance that is obtained between the role of the State and that of
the organisation in the support of care-givers will also affect (and be
affected by) the nature of work and the extent to which organisations
have been future-proofed against the demands of a reduced working
population that is supporting an elderly general population. The State’s
quandary is: ‘How do we maintain our standard of living if we have too few
human resources to maintain our national productivity and our global
competitive position?’ (Little and Triest, 2002).

Over the course of the coming years, much debate is likely to take place
over the ‘how’. Some things will have to be done differently if the multiple
effects of the projected collapsing birth-rate are to be modified or elimi-
nated. Not all of the potential effects of a declining birth-rate can be cal-
culated in advance. For those effects that can be estimated, there is
unlikely to be universal agreement on either the estimate itself or the
appropriate response to the estimated effect. However, one response to
the question of resource utilisation – especially human resources utilisa-
tion – is appropriate for almost any projected birth-rate situation, whether
collapsing or bulging. Both individual and society are best served
when resources are not wasted. Care-givers who are passed over for
promotion and who receive less training and do not achieve their career
potential are a wasted resource. We will briefly examine existing State pro-
vision for the support of care-giving, before looking at some wider policy-
related issues.

Overview of US/UK legislation with reference to 
care-giving

The UK government’s adoption of the EU social charter and other
EU directives has led to significant legislation. This includes the working-
time directive, which limits working hours and lays down minimum
annual leave, the part-time workers directive, which gives equal rights
to part-timers, and the parental leave legislation, which gives both
parents rights to time off to spend at home with their children (McCurry,
2000).

Following the EU’s example, the UK passed the Employment Act of
2002, which contains a number of provisions designed to enhance the
rights of working parents. The Act includes provisions for:

• 6 months’ paid and a further 6 months’ unpaid maternity leave for
working mothers;

• 2 weeks’ paid paternity leave for working fathers;
• 6 months’ paid and a further 6 months’ unpaid leave for a working
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adoptive parent, providing the employee has 26 weeks’ continuous
service into the week in which they are notified by an approved adop-
tion agency of being matched with a child for adoption;

• an increase in the rate of statutory maternity pay from £75 per week to
£100 per week from April 2003 or to 90 per cent of average weekly
earnings if this is less than £100;

• reimbursement of 92 per cent of the costs of maternity, paternity and
adoptive payments under the Statutory Maternity Pay (Compensation
of Employers) Amendment Regulations 2002 (SI 2002/225), which
came into effect on April 6, 2002. Small employers (defined as those
whose annual National Insurance payments are £40,000 or under) are
now able to recover 104.5 per cent of these costs;

• employees with children under the age of 6, or under 18 if the child is
disabled, having the right to request flexible working arrangements
providing they have 26 weeks’ continuous service at the date of appli-
cation. Flexible working arrangements cover a range of options,
including a change in hours of work, the times of work or the place of
work (request to work from home). The purpose of the request must
be to enable the employee to care for a child under the age of 6 years,
or under 18 years if the child is disabled.

From April 2003, nearly 6 million families will be eligible to claim the
new Child Tax Credit, which replaces the current Children’s Tax
Credit and Working Families’ Tax Credit. Lower-income families will
receive an enhanced benefit, and elements of needs-based philosophy
reduce the benefits to higher income families (Homedad.org. May 21,
2002).

In the USA the situation has a different slant. With the passage of the
Family Leave Act (FMLA) in 1992, workers who have worked at least 1,250
hours over the preceding year with firms having fifty employees or more
within a 75 mile radius of one of their worksites were granted rights to 12
weeks of unpaid, job-protected leave each year for childbirth, adoption,
foster-care placement, a serious medical condition or care of a child or
spouse with a serious medical condition. (Some families receive varying
periods of paid leave through employer-based disability benefits. The 1998
Business Work–Life Study by Families and Work Institute reports that 53
per cent of companies provided some replacement pay for maternity
leave, 13 per cent for paternity leave and 12.5 per cent for adoption/
foster-care leave.) Several federal programmes support child-care or
related services, primarily for low-income working families. In addition the
tax code includes provisions specifically targeted to assist families with
child-care expenses. Examples of major programme highlights of US
federal government assistance in the child-care area are provided in the
Congressional Research Service: Child Care in the 107th Congress (updated
May 21, 2002):
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• Child Care and Development Block Grant (CCDBG), which was
created in 1990 and expanded in 1996. The CCDBG provides block
grants to states, according to a formula, that are used to subsidise the
child-care expenses of families with children under the age of 13, if
the parents are working or in school and family income is less than 85
per cent of the state median. Child-care services are provided on a
sliding fee-scale basis, and parents may choose to receive assistance
through vouchers or certificates, which can be used with a provider of
the parent’s choice, including sectarian providers and relatives.

• Temporary Assistance for Needy Families (TANF). This act provides
fixed block grants for state-designed programmes of time-limited and
work-conditioned aid to families with children. Child-care is one of
the services for which states may use TANF funding.

• Child and Adult Care Food Program provides federal funds for meals
and snacks served in licensed child-care centres, family and group
care homes, and Head Start centres. Eligible providers are usually
public and non-profit organisations.

• Head Start provides comprehensive early-childhood education and
development services to low-income preschool children, typically (but
not always) on a part-time basis.

• Individuals with Disabilities Education Act programmes authorise an
early intervention programme for infants and toddlers with disabilities
and their families and preschool grants for children with disabilities.

• Loan forgiveness for child-care providers, contained in amendments
to the 1998 Higher Education Act, provides that borrowers who have
earned a degree in early-childhood education and work for 2 years as
a child provider in a low-income community may have a portion of
their loan obligation forgiven.

• Child Care Access Means Parents in School, under the Higher Educa-
tion Act of 1998 amendments, supports the participation of low-
income parents in post-secondary education through campus-based
child-care services.

• Dependent Care Tax Credit is a non-refundable tax credit for
employment-related expenses incurred for the care of a dependant
child under the age of 13 or a disabled dependant spouse. The tax
credit rate is gradually reduced from 30 per cent to 20 per cent as
incomes go up for taxpayers with income above US$10,000. The 2003
Economic Growth and Economic and Tax Reconciliation Act similarly
reduces the tax credit allowed for children’s expenses from 35 per
cent for taxpayers with adjusted gross income of less than US$15,000
to 20 per cent for taxpayers with income above US$43,000.

• Dependent Care Assistance Program. Under the tax code, payments
made by a taxpayer’s employer for dependant-care assistance may be
excluded from the employee’s income and therefore not be subject to
federal income tax or employment taxes.
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Five states provide Public Disability Insurance programmes. Because the
Pregnancy Discrimination Act applies to these programmes, new mothers
have the right to short periods of paid leave if they have either private or
public disability benefits. The 1998 Business Work–Life Study reported
that 23 per cent of companies employing 100 or more workers provided
elder-care resource and referral services. Only 9 per cent offered long-
term care insurance for family members, with another 12 per cent actively
considering the insurance.

Forty-two states currently have some form of pre-kindergarten services.
In June 2000, the US Department of Labor issued regulations that allow
states to extend unemployment insurance to mothers out of work by
virtue of childbirth.

As has been previously noted, the UK adopts a more communitarian
approach to child-care and currently has more generous child-care
support for parents than does the USA. However, it does not presently
approach the higher level of benefits offered by its European neighbours.
As a member of the European Union and having recently signed on to the
EU’s Social Charter, it is arguable whether the question of ‘who pays
whom’ in the work/life debate will receive similar answers in the halls of
UK and US governments.

Core of dilemma: ‘who pays for whom?’

Chapter 11 focused on care-givers who are trying to weave their way
between the growing expectation of society that all adults should be
working and the historical expectation for women to shoulder the primary
responsibility for caring in the home. The increasing participation of
males in the care-giving process was also noted, as were the existence of
high ‘outside’ priorities of many non-care-giver employees. Chapter 12
focused on organisations. Organisations need to make a profit to survive,
yet need to balance this against future-proofing – expending money on
support for care-givers (and others) now in order to continue to survive.
Both look to the State, as the third main stakeholder in this conundrum,
for support, though, at present, they seek different forms of support.

Gornick and Meyers (2001) point out that in the USA, parents are
struggling to find private solutions to this ‘who will care for the children’
problem but some feel that private solutions only exacerbate gender
equality, overburden the parents and, ultimately, lead to poor-quality
child-care. Gornick and Meyers list and comment upon several of the
private solutions being used by many US parents:

1 combining parental care-giving with part-time employment. Noting
that only 42 per cent of American women work full time, it is con-
cluded that this part-time solution falls overwhelmingly on women
and thus exacerbates gender inequality in both the workplace and the
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caring spheres and the after effects contribute to wage penalties that
persist long after the children are grown;

2 combining substitute care for children with full-time parental employ-
ment. Noting that 44 per cent of children below 1 year old are now in
some form of non-parental child-care, it is concluded that this solu-
tion places a heavy financial burden on parents and raises concern
about the quality of care in the children’s youngest and most develop-
mentally sensitive years;

3 impoverishing a large, low-wage child-care workforce dominated by
women. They note that child-care workers in the USA are among the
poorest paid, usually without benefits or opportunities of career
advancement, and poorly educated.

This view urges US policy makers to take a cue from the European welfare
states, which finance extensive parental leave during the earliest years of
children’s lives and provide high-quality early-childhood education and
care services for older children. They view the role model as two Scandin-
avian countries that have consolidated maternity, paternity and other
parental-leave schemes. Norwegian parents are entitled to share 52 weeks
of leave with an 80 per cent wage replacement (or 42 week at full wage
replacement) following the birth of a child, while Swedish parents can
share a full year of leave with nearly full wage replacement, followed by an
additional 3 months at a lower rate. Gornick and Meyers (2001) admit,
however, that US resistance to lessons that could be learned from overseas
have been fuelled by vivid press reports of the collapse of the European
welfare states.

Opposition to this view of state child-care facilities and generous pay-
ments that benefit working parents is encouraged by the political arith-
metic encompassed in the US statistic that the majority of workers do not
have children under the age of 18 (Young, 1999). Further, Voydanoff
(1999) reminds that the USA tends toward individualism, family self-
determination and a residual role for the State regarding work and family
issues. She holds that these ideologies have important implications for
public policy and corporate policies and programmes. US opponents of
European-style parental leave point out that parental leave is actually
taken by less than 10 per cent of the eligible fathers across the European
welfare states but is overwhelmingly taken by mothers. This has led to the
observation that despite the greater state support for care-givers in the
UK, many women continue to pay a price for their long absences from
the workplace in the form of lost human capital and career advancement.
Conversely, literature review and survey/interview comments reveal that
many proclaim that not all mothers, or even the majority of mothers, wish
to pursue a career and many prefer their primary role to be that of home-
maker.

The Institute of Management Services (Anonymous 2002c) comments
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that public policy (UK) encourages women to be involved in the labour
market whether or not they have children. Commenting that almost half
of the UK’s lone mothers are now in some sort of paid work, the Institute
noted that paid work is increasingly seen as the salvation of all, with gov-
ernments switching from paying benefits to people not working towards a
‘workfare’ type system that emphasises that people have responsibilities as
well as rights.

This view is supported by Helen Wilkinson (2001), who suggests that
reinventing child-care as a business opportunity might be a good strategy
both for parents and the economy. She points out that demand for quali-
fied child-care workers was expected by the government’s Childcare Com-
mission in 2001 to exceed 300,000 over the next 4 years. She maintains
that the cost of child-care is prohibitive for many working parents (who
typically bear 93 per cent of the cost burden), that employers have been
absent from the child-care debate because government policy has not
encouraged and rewarded family-friendly employers and that both large
and small child-care entrepreneurs have not received the support needed
to grow their businesses. Wilkinson advocates that child-care be thought of
as a public good – like an effective transportation system – rather than as a
burden that the taxpayers bear. She proposes that the national child-care
strategy be recognised as a business opportunity for growing a new indus-
try both meeting the needs of working parents and providing employment
for care providers.

Both the US and the UK governments have focused upon the waste of
talent within the workforce associated with the need for child-care. The
USA has looked more to the individuals and the organisations to meet the
needs of the workforce, whilst the UK has sought to support these needs
through greater legislation. Neither has yet fully come to terms with the
increasing need for elder-care, nor the need to support the future-
proofing of organisations, as discussed in the previous chapter.

Having said that, it should be remembered that calls for the State to
lead are not necessarily calls for the State to legislate. In fact, it could be
argued that the role of government is to create the environment for
change rather than to dictate the change itself. Governments have the
ability via creating incentives and disincentives to cause both individuals
and corporations to alter their behaviour in the direction desired by
national policy. Leadership includes establishing, facilitating and assisting
the dialogue for determining national consensus as well as legislating
when required. The empirical evidence and discussion of the literature
presented earlier in this book indicate several areas in which such state
leadership might be beneficial.
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Need to support national wealth

Both the UK and US governments (along with most governments across
the world) have the improvement of the standard of living of their inhabit-
ants as their continuing goal. That they may approach the same problems
(opportunities) from different directions or seek similar or dissimilar
solutions should come as no surprise. Leaving aside the individualism/
communitarianism biases in the underlying philosophy of the two coun-
tries, the tensions emanating from the population demographic projec-
tions being experienced by the two States are similar in several areas
pertinent to this study, although the degree of each tension being experi-
enced by the State may and does vary.

Regardless of whether it is achieved by supporting individuals directly
or by encouraging organisations to help carry the burden of such support,
it is the responsibility of government to ensure that sufficient national
policy, supported by legislation and incentives where appropriate, are in
place to encourage all who wish to further their career to do so to the
maximum of their potential, regardless of their circumstances. As the
empirical evidence presented in Part 2 indicates, whilst much of the liter-
ature focuses upon the gender-discriminatory problems associated with
child-care, the problems of male care-givers and of those who provide
elder-care have not received the same attention. The State, therefore,
needs to ensure that these less-recognised groups are also included and
supported in the national dialogue.

Organisations play a key role in securing national wealth, and the rela-
tionship between organisations and the State is full of challenges – not
least in terms of balancing state support for growth against the policing of
malpractice. Whilst the wastage of human talent could be seen as ethically
circumspect it could rarely be classed as malpractice and so it might seem
appropriate to denote pressure from individual care-givers as the driver
for organisational change. Indeed, as argued in the previous chapter,
there is every indication that it is in the organisation’s best long-term
interest to train and retain all its employees, to seek integrated flexible
systems of working and to foster change in attitudes and behaviour such
that the organisation is better able to meet the challenges associated with
demographic and technological changes in the future. In those organisa-
tions that are far-seeing and alert, pressure for change might well come as
they scan the environment. However, the urgency of demographic change
and the speed of technological change mean that organisations need to
be changing now, and it falls to the State to help them recognise that
need and to provide structures and incentives in support of such change.
The argument for state support in this area is simple – it is the best way to
ensure the long-term economic and social health of the State. This can be
seen in several key areas, outlined below.

142 Implications



Education

Leadership from the State is needed to ensure that the talents of its popu-
lation are developed to their full potential. The more limited the supply
of human resources, the greater the need (and effort required) to bring
available resources to full potential. Improving education availability and
content has long been a priority for both governments. The empirical
evidence in Part II would seem to indicate that care-giving affects educa-
tional attainment as well as career progression. The two are, of course,
entwined: whilst the organisations can be encouraged to provide more
work-related training and development, the State must take some respons-
ibility for ensuring that the basic educational needs of its populace are
met. More needs to be done to make education accessible to the disadvan-
taged care-giver and to make it manageable when balanced against the
demands of work and care-giving.

Employment

Leadership is needed to ensure that the talents of the population are
utilised to a degree that satisfies both society’s needs and society’s desires
and/or tolerance. The evidence supplied by the literature generally and
by this empirical study specifically would indicate that additional talented
yet untapped human resources currently exist for filling some of the
expected void. Specific issues arising from this research into care-
giving/career progression for which the State’s intervention may be
invited are working opportunities for care-givers who seek greater flexibil-
ity in working hours, training, promotion opportunities, and greater
recognition of the emotional and financial burdens of parents (female
and male) and counter-demands from those whose choice was not to
assume the burdens.

Mobility

Mobility of the population is a factor deserving to be kept under close
watch – particularly in the UK, where family care-providers are still in the
majority and turnover has yet to reach US rates. If population trends con-
tinue as currently projected, an increase in mobility of the population may
accompany a general population decrease as talent shortages in specific
regions drive up the commercial value of employee talent. If the popu-
lation in general or the knowledge worker in particular becomes more
mobile – moving to areas offering the most opportunity – the need for
care-provider facilities will increase as the availability of extended-family
care-providers will have been left behind in the old neighbourhoods.
Recall that 61 per cent of UK respondent care-giver employees used
unpaid care-providers. The need for non-family care-providers is likely to
rise and demands for more state involvement may become more insistent.
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Benchmarking

As the workforce becomes more mobile and the nature of work more flex-
ible, there will be an increasing need for benchmarking or comparability
of qualifications, attainment and provision. For example, the UK has
national systems of vocational and non-vocational qualifications, and
systems of rating higher and further educational provision, and in this way
qualifications become portable benefits – the individual is not tied to
company-specific training and the organisation knows the exact standards
the individual has achieved. Such national systems do have their prob-
lems, and it is beyond the scope of this book to address the debate
directly. This example is used, however, to illustrate that as flexibility and
mobility become more central to the nature of work, so does the ability to
make sound judgements about the comparability of different elements.
Another example, mentioned in the previous chapters, is that of evaluat-
ing or rating care facilities for those care-givers who wish to subcontract
but who do not have the knowledge or facilities to undertake such assess-
ment themselves.

Professionalisation

As geographical and organisational boundaries lose their rigidity, people
are increasingly turning to their professional bodies to enhance their
sense of identity at work and provide a sense of permanence. After all, an
individual is likely to be a member of one or more professional bodies all
their working life but may only be with a single organisation for a few
years. Professional bodies, therefore, are likely to become more vocal
champions of their members’ needs and rights. They are also in a position
to collaborate with, or act as mediator between, the organisation, the indi-
vidual and the State. Professional bodies are in a position to support the
State in developing leadership on many of the issues associated with care-
giving and can, for example, be encouraged to take the lead in such
things as benchmarking. There is some tension here, as some professional
bodies have a tendency towards empire building and demarcation. It
therefore behoves the State and the professional bodies to seek to collabo-
rate in co-creating the future.

Migration, immigration and ‘virtual’ migration/immigration

The shifting demographics and erosion of geographical and organisa-
tional boundaries means that when an organisation seeks to use the best
talent available it can access such talent across the world in a piecemeal
way. Similarly, individuals from one location can be working in many
others at the same time. We are moving into an era of physical migration
and immigration (as people move to chase jobs and organisations attract
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employees from other countries) and also virtual migration and immigra-
tion. The social and political consequences of this have only just started to
impact upon nations and have yet to be fully faced. There are also eco-
nomic challenges. The State needs to find ways to tax and manage a
highly mobile workforce that works, as needed, in other countries and
that includes work from non-nationals on a piecemeal and irregular basis.
Parts of such work, especially the technology-related parts, might also be
hard to trace. Work-based contributions to the national wealth such as
employment tax might well be hard to administer.

Summing up

In this chapter we have explored the role that the State can play in sup-
porting care-givers, and we have argued that such support is essential to
the national wealth. We have outlined the global challenge of the ageing
population and have presented two possible ways forward that are, in
essence, being adopted by the USA and the UK. They are not directly
comparable and are moulded by differing concepts of agency. It is likely
that they will produce different outcomes. Governments have a large
incentive for encouraging those things which better develop and utilise
the talents of their populations (both present and future) – that of sup-
porting national wealth whilst enhancing social health. Included in pro-
viding the atmosphere for continuing productivity improvement would be
updating skills for national competitiveness and providing incentives and
disincentives to industry to steer their activities in those directions that
minimise waste of resources, particularly human resources.
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14 Conclusions

In this chapter we conclude our task. Care-giving and its effect upon
careers has been shown to be both more complex than is often acknow-
ledged – in that the impact of care-giving on career is situation specific
and has far-reaching consequences – and also more simple – in that these
issues are not gender specific. To our knowledge, no empirical study
designed to attempt to verify the underlying causes, if any, of the effects of
care-giving on career development and progression is known to have been
published. Specifically, none is known to exist within the banking indus-
try. The pinpointing of the essential role played by the freedom to pursue
career (home-base coverage) has also not previously been exposed in the
literature.

The root causes of the wastage of human resource must be made
known – one by one – if the developed world is to marshal its resources to
counteract the effects of the declining birth-rate. This book presents
empirical evidence to demonstrate care-giving’s debilitating effect upon
the best use of available talent in the organisation. No country, however
developed or rich, can afford to under-utilise its assets. There is growing
recognition that a country’s human resources are at least as important to
its development as its natural resources. Not all – or even the majority – of
the employed in the UK and the USA are care-givers. The interests of non-
care-givers must also be given weight in the search for achieving a better
balance within our lives. And the sine qua non, the enablers – the com-
panies and the State – must also benefit from any re-engineering of the
structure and nature of work if there is to be lasting progress for the
human aspect of production. One thing is certain: this care-giver talent
pool has much to offer and is being under-utilised. In the light of pro-
jected future talent shortage, will care-giving be the ‘glass ceiling’ that
retards human progress in the new millennium?

Overview of the argument

This book provides empirical evidence of the effect of one priority (care-
giving) upon another (work). Society has placed a high priority on the



Conclusions 147

care of its children and elders. Society has also placed a high priority on
that activity which supports self, family, organisation and nation – work.
The pressures and structures of modern living have increased the need for
more of the able-bodied to perform remunerative work (usually outside of
the home) but have not relieved the need of children and elders to rely
on others for their care.

Females as well as males have career aspirations and males as well as
females have care-giving responsibilities. However, not all (or even the
majority of) employees have care-giving responsibilities. The issue of fair-
ness to all employees becomes entangled. Further, for the majority of
organisations, an employer’s first duty to both employees and community
is to be a profitable concern, capable of providing, at minimum, sustained
employment for existing employees. States seek an ever-increasing stan-
dard of living for their inhabitants. Democratic governments must not
only seek and lead consensus among the governed but they must do so
within the framework of the demographic and technological challenges
being presented at the dawn of the twenty-first century.

Having set the stage, Chapter 2 opened the analysis by providing the
background for the emergence of care-giving as a career constraint. His-
torically viewed as ‘women’s work’, care-giving was briefly reviewed by the
chapter in the context of the feminist movement’s progress as it sought
recognition of women’s home responsibilities (and contributions) via the
domestic labour debate, the patriarchy debate and the discrimination and
‘glass ceiling’ debates. Chapter 3 moved forward to concentrate the
debate on care-giving, chronicling the evolution of the division of labour,
reviewing UK and US workforce demographics, the growing male role
with care-giving, the roles played by ‘choice’ (agency), and the differing
views between the UK and the USA about the role adopted by the State in
support for care-giving. Chapter 4 took this further, presenting empirical
data gathered during a small (135 UK and US respondents) survey of lone
parents, which showed that the impact of care-giving upon job careers was
gender free in both the UK and the USA.

The second part presented the main empirical research upon which
the views expressed in this book are founded. Chapter 5 briefly detailed
the research population and the methodology adopted. Chapter 6
explored the interrelationship between care-giving and the perceptions of
commitment required for receiving promotions and/or the development
opportunities leading to promotion. Demonstrating the required commit-
ment is perceived as being synonymous with the ability to work ‘long
hours’. Evidence was presented that employees unencumbered by care-
giving responsibilities work more hours per week and can positively
respond more frequently to requests to work extra hours. Chapter 7
reviewed the evidence comparing care-giver employees with non-care-
giver employees in development-opportunity areas such as participation in
formal development programmes, management training, mentors and



performance appraisal. Chapter 8 reviewed the evidence surrounding job-
level attainment of care-givers and non-care-givers. Chapter 9 concluded
that those employees that have others providing adequate and prompt
support for their dependants have ‘time freedom’ to pursue their careers
and are better able to progress in their careers – whether male or female.

The third part built upon the first two and examined the findings in
relation to the debates outlined earlier. Chapter 10 set the stage by exam-
ining projections for the collapsing birth-rate and the demographic
changes taking place in the UK and US workforces. It then introduced
and discussed some of the initiatives collectively known as ‘work/life’
balance issues. Chapter 11 examined some of the tensions that the present
structure of work and living are creating for the individual – both care-
giver and non-care-giver – employees. Chapter 12 explored some of the
tensions to be experienced by the companies as they examine work/life
issues and projected talent shortage. Chapter 13 looked at potential ten-
sions for the State arising from recent demographic changes that have
taken place in the national workforce and projections of shortage in the
future national workforce.

The qualitative data showed conclusively that an employee needs to put
in long hours and be available at short notice in order to appear commit-
ted to his or her job, and that this is a prerequisite for full-time status,
career development and promotion. Both females and males expressed
these views, and there was a complete absence of any dissenting voice in
this. Keeping in mind the adopted definition of ‘glass ceiling’ (as an
upper limit to professional advancement that – though openly perceived –
is not openly acknowledged), the equating of career progression to long
hours that care-givers by nature of their responsibility are unable to supply
becomes an aspect of the glass ceiling. As the lack of acknowledgement of
care-giving’s effect pertains to male as well as female limitation on profes-
sional advancement, care-giving does indeed present a gender neutral
glass ceiling.

Are the questions answered?

At the outset some basic questions were posed about care-giving and its
effects that have been left unanswered in the literature. Based on this
research, we feel that some insights have been obtained. We certainly do
not claim to have all the answers, but do propose some tentative conclu-
sions.

Does care-giving affect career?

Based on the evidence from the empirical research presented in Part II,
we conclude that the time spent in care-giving is such that the time avail-
able for pursuing career ambitions is more limited for the care-giver than
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for the person unencumbered by care-giving responsibilities. Our evid-
ence confirms the perception of employees that long hours are required
in order to be considered sufficiently committed to merit promotion. It’s
a matter of ‘is home-base covered?’ – is someone else providing the
required care and leaving the employee with the ‘time freedom’ to pursue
a career. The evidence shows that those who do have home-base covered
generally achieve higher levels within the organisation than those who
do not.

Who is being adversely affected?

Chapter 4, all of Part II and Chapter 11 show that those employees with
primary care-giver responsibilities – generally, those employees with chil-
dren living in the same household under the age of 18, or those with
elderly dependants needing daily care – are adversely affected as the time
required to fulfil these obligations reduces the time available to pursue
career objectives. Both males and females are impacted. The research
shows that care-giving responsibilities are gender neutral. The cultures of
both the UK and the USA assign the primary care responsibility much
more frequently to women than to men and so a greater number of
females are impacted than men. However, in the case of married or part-
nered households it is a family decision that assigns primary care respons-
ibility, which can go to either partner, be shared or be subcontracted,
either to paid employees or external providers, or family and friends. In
the single-parent household there is no family decision to make – the lone
parent has no one with whom to share the responsibility. Lone parents, of
course, can be either female or male, and their only option is to devote
their time to their care-giving responsibilities or seek outside support. In
each case, the empirical data showed that care-giving responsibilities take
precedence over work and career opportunities.

What effects does care-giving have on the organisation?

Chapters 10 and 12 addressed this issue. The full effects of time-
limitations/stress being experienced by employees with care-giving
responsibilities upon the organisations that employ them are not fully
known to date. It is only within more recent times, with the demise of the
traditional ‘breadwinner’ family model and the re-emergence of the femi-
nist movement, that the spotlight of public awareness has been cast upon
the role played by care-giving in the modern work environment. There is
much anecdotal evidence and some emerging case studies that raise the
spectre of adverse effects being experienced by employing organisations:
increased absenteeism, higher turnover, reduced productivity, increased
health risk, and more being attributed to the care-giving responsibilities of
employees. More recently, the positive effects of initiatives designed to
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counter the advertised adverse effects of care-giving (for example, family-
friendly/work–life policies) have been receiving some attention in the
literature, such as increased productivity, greater recruitment potential
and so on. To date, most of the positive claims have been supported pri-
marily by anecdotal evidence and frequently comes from sources that
could be considered as having a favourable bias.

It may be logical to expect that there will be adverse cost effects for the
employer from the stresses being experienced by the care-giver and that
these adverse effects might manifest themselves in higher absenteeism,
turnover, and other voluntary and involuntary reactions to the care-giver’s
‘time bind’. More recently, there seems to be recognition that there might
also be some adverse effects from the non-care-giver on the employers
who administer the well-intended care-giver medicine of family-friendly
policies. The postulations of positive effects for the employer from
heralded work–life fatigue counter-measures must be considered as
remaining in the realm of speculation as the needed cost studies have
rarely been attempted to verify the anecdotal evidence offered by the initi-
atives’ supporters.

To date, there seems to be a decided dearth of ‘hard facts’ to support
either the ‘logical’ expectations of adverse cost effects or the potential for
the positive effect of counter-measures. The answer to the key question of
what effects care-giving have on the organisation must remain in the
‘don’t know’ category. However, unless and until creditable answers are
found, especially to those questions addressing the positive effects, it is not
hard to predict that the enthusiastic embracing of work–life balance meas-
ures by employers will be equivocal.

If we look to the future, and the impact that the ageing population and
technological changes might have upon organisations and the nature of
work, then the evidence, as it stands, suggests that the nature and location
of work will change, and that issues associated with care-giving will increas-
ingly impact upon an organisation’s sustainability. We speculate that
organisations need to be putting into place integrated and flexible pol-
icies and practices now in order to create a future-proof profile.

Are there primary causes for adverse effects of care-giving on career?

The evidence seems clear though the remedies seem daunting. ‘Long
hours’ are almost universally perceived as being required of those serious
about career advancement. The empirical evidence produced from the
surveys and executive interviews undertaken for this research confirms
both the perception and the reality. ‘Long hours’ seem deeply imbedded
in business culture as being a key affirmation of a promotion-candidate’s
‘commitment’ to the success of the company, and a person’s commitment
to company success is usually a fundamental requirement for promotion.
Flowing from the ‘long hour’ syndrome is the evidence of employer reluc-
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tance to invest in developmental activities for those not meeting the
minimum requirements to be deemed committed – part-time employees
and full-time employees with care-giving responsibilities who either have
no partner or whose partner works full time. For a discussion of the need
to reform performance-assessment criteria, please see Chapter 12. We
suggest that the need to address this bias in evaluating an individual’s con-
tribution to the organisation is central in addressing the situation, but that
it is so deeply rooted in many organisations that a culture change is vital.
Such a change would, in particular, need to address the often ‘uncon-
vinced’ attitudes of the line managers and encourage care-givers to seek
more flexible working patterns.

Are there options available?

There are, and these are mainly discussed in Chapters 3, 12 and 13. As
with any attempts to meet newly recognised challenges, many alternatives
have been proposed, some have been adopted for trial, few have been in
practice long enough to be fully evaluated. Initial proposals quite natu-
rally come from those being adversely affected by the perceived injustice,
but counter-proposals, or a backlash, have come from those being
adversely affected by the remedies proposed by the initial group. Initially,
the concerns of the care-giver group were responded to by employers
beginning to implement ‘family friendly’ policies, especially where the
employer evaluated a ‘win/win’ situation as presenting itself. More
recently, a group of initiatives collectively known as work/life balance has
gained centre stage in line with the views of the majority of employees –
those unencumbered by care-giving concerns. A plethora of options is
presently available, the more successful of which will be those that show
promise of meeting the challenge and delivering improvements for all
parties with a stake in the outcome.

Whose responsibility is it to support care-giving?

We have reviewed the differing approaches for evaluating ‘family con-
cerns’ in terms generally attributable to the more communitarian predis-
position of the UK and the more individualist predisposition of the USA
in Chapters 3 and 13. It is not our task to ‘take sides’ in this debate. What
is appropriate, however, is to point out that although the debate may have
started with family concerns, it has now broadened to recognise that work
and life are inseparable from each other and that all employees – care-
givers and non-care-givers alike – must grapple with the priorities to be
accorded to the many time-demanding activities required and/or desired
in life.

Earlier chapters in this part look at the three main stakeholders in the
care-giving conundrum – the individual, the organisation and the State
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(and introduce a fourth in Chapter 13, the professional bodies). Each has
much to gain from supporting the role of the care-giver, and each bears
some costs. We suggest that none has sole responsibility, but that it is in
the best interests of each to work together to provide the legislation,
leadership, policies, practices and changes in attitudes and behaviour
necessary to make full use of what is, at present, wasted human talent.

The resolution of this conundrum, the way in which the stakeholders’
costs and benefits are balanced, will be different for different national cul-
tures, and will depend, in part, upon where agency is seen to be located.
We are moving into an era of human resource shortage and it is undeni-
able that some resolution needs to be reached, and that the way in which
it is reached, the form of balance that is achieved, will have a profound
effect upon the future of the nation, the nature of the organisation and
the reality of the work/life balance for the individual.

What is fair – and fair to whom?

To determine ‘fair to whom’ would require that we possess unusual
insight into the eyes of the many beholders. We have no such ability.
However, there are some broad requirements of fairness that might be
stated for the employee/employer relationship. It would seem that an
appropriate test of fairness must meet the needs of three constituents:

• individual employee – in her or his own self-interest, each individual
wants to feel valued as a person and that her or his own
needs/wants/desires are taken into consideration by the employer;

• workforce – in their self-interest, employees want to feel that no one of
them receives special (favourable) treatment that is not available to
the others of like talent or work location/group;

• company – in its self-interest, the company prefers employees to feel
that they are being treated fairly because there is evidence to show
that such employees generate greater productive effort than comes
from employees who feel they are being treated unfairly. The self-
interest of the company is grounded in the knowledge that productive
effort from employees is required for the company to reach its goal of
survival/prosperity.

What is ‘fair’ is, of course, very subjective. While not pretty, such a three-
party basic test of fairness might be helpful in crafting and implementing
initiatives that seek to improve the structure of work as it is practised
today.
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Challenges for human resource professionals

As discussed in Chapter 12, it is to the human resource professional that
we must look in balancing the tensions around what is fair and to whom,
the information necessary for strategic planning on behalf of the organisa-
tion and the State, and thus for leadership in the continuing quest for
advancing the total contribution of the human element of production.
The HR professional sits at the interface between the individuals and the
organisation, and has (or can acquire) the knowledge and resources to
gather data and influence organisational strategy. The HR profession, as a
body, is in a similar position to work with, and influence the relationship
between, organisations and the State. HR is the mediator that can help all
parties work together to meet the challenges of the twenty-first century.
Based on the research and findings of this study, which complements
much of the existing literature yet brings some new perspectives, some of
the highlighted issues challenging the human resource professionals are
outlined below.

Performance-assessment criteria/loyalty/commitment

From the literature comes this advice: ‘Performance Appraisals should
reflect results achieved, not hours spent.’ While not disagreeing with this
common-sense advice for redirecting the basis of employee performance
evaluation, we feel it oversimplifies the problem as it does not adequately
address the root causes of the present situation. Please see Chapter 12 for
background. The ‘results-not-hours’ approach to the long-hour syndrome
(perhaps the major contributor in current evaluation schemes) appears to
us to neglect the perplexity of the supervising evaluator’s situation,
namely:

• the difficulty of determining individual responsibility for results
achieved;

• the ease of determining who is around to help when I need it;
• the desire to reward (and encourage to continue) persons whom I

can rely on; and
• the need for a benchmark in order to determine the commitment

needed for promotion.

The challenge to HR is far more than just devising better tools to deter-
mine the results achieved. It is to find, convince and implement new and
appropriate ways of helping the supervisor reward reliability/loyalty (to
himself or herself and to the company) and to define and implement a
system for better identifying the attributes of commitment necessary for
promotion. As these fall into place, it will be easier to get the supervising
evaluator’s attention to the vital task of appropriately evaluating results.
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Culture change required

We add our small voice to the chorus that challenges HR to lead the cul-
tural change that is required to foster the ‘results not hours’ approach.
However, we advise caution in over-reliance on the mantra that ‘change
must be visible at the top’. As was evident in Part II, the problems associ-
ated with the need to care for dependants impact and are resolved differ-
ently at different organisational levels. What must be visible is the positive
concern of top management for the priorities of the individual and the
positive evidence that results are what get recognition. Top management
sets the tone of the organisation. Over-reliance on creating time-based
behaviour change in highly motivated and driven top management both
denies those individuals the activities they may actually prefer and is
setting up a time frame for cultural change success that might be unneces-
sarily long – if not actually setting up top management for the ‘fall guy’
role. What is needed is an integrated and flexible response that meets the
aims of the culture change whilst recognising and supporting the various
needs and ways of working adopted by different individuals.

Work/life

By whatever name, this book confirms that employees with primary care-
giving responsibilities are under time-compression constraints as they seek
to do the work of the employer yet must accord pride of place to the
needs of their families. In recognising their first priority to be family
caring and given the ‘traditional’ time-structure approach to work utilised
by most employers, the time available for achieving both their employer’s
desires and their own career aspirations is necessarily more limited than
for the employee who is unencumbered by care-giving responsibilities.
The result of this has led to the talents of care-giver employees being
under-utilised and thus the acceptance of a lower level of overall produc-
tivity than could be accomplished in a less stressful environment.

Initially, HR rose to meet this challenge by fostering the installation of
‘family-friendly’ policies. However, these policies show evidence of failing
to meet the test of fairness for the majority of employees, the non-care-
givers. Responding to this newer challenge, HR has spearheaded the
broader, more inclusive, ‘work/life’ set of initiatives that feature flexibility
focused on both the needs of the individual and the needs of the work
group of like talent/group/location. Primary candidates for flexibility
encompass both the issues of available-time allocation between company
and non-company priorities (flexible schedules, flexible location, flexible
job-content initiatives and so on) and the issue of tailoring benefits to
individual employees’ needs within a framework of equity for all
employees in the distribution of available company benefit funding (cafe-
teria benefit plans, for example).
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Despite these, the empirical evidence shows that the majority of
employees with care-giving responsibilities continue to fail to make full
use of the opportunities available to them, many of which remain as
peripheral additions to the functioning of the organisation. HR’s chal-
lenge is to mediate between the stakeholders such that the flexible
working associated with care-giving becomes an integral part of the
working of the organisation, and to lead the search for proving (or dis-
proving) fairness of the various proposed initiatives for the companies.

Costing – and leadership for consensus

For work/life initiatives to reach their potential, they must both pass the
three-party test of fairness and be proven to help the organisation’s sus-
tainability. Much of the cost/benefit analysis that has been presented to
date can be viewed as coming from sources that either display the poten-
tial for a ‘conflict of interest’ (for example work/life advocates, affected-
worker surveys) or have relied upon anecdotal evidence from those
untrained in the rigour of cost/benefit analysis. Granted, cost/benefit
analysis is difficult in areas with so much subjective data, but CFOs under-
stand the costs of turnover and absenteeism, and CEOs understand that
greater productivity means more output for less input. Such ‘hard proof ’
will be hard to achieve, but this is the challenge – especially for HR. These
new and/or yet-to-be-discovered work/life techniques will not produce
the same results for all companies. They may not produce the same results
even within the same company – some operations or departments may
benefit strongly whilst in others the same initiative may even be a drag on
the operation. The real challenge, however, will be in driving the consen-
sus on what constitutes creditable cost data. The range of data points is
large. Much may not ‘fit’ within conventional cost-data collection systems.
As HR carries the responsibility for advancing the contribution of the
human element of production, the ‘driver for cost/benefit consensus’
must be the HR professional.

A call for further research

As the future unfolds, additional research will need to urgently establish
those areas for ‘major innovations in work and employment’ called for by
Drucker (1999), and associated with predictions of an ageing population
and technological change.

The research in this book focused on the service sector of the economy,
specifically the research was limited to the UK/US banking sector. This
sector employs a higher female-to-total employment ratio than does the
manufacturing sector. Replication of the study in the manufacturing
sector would confirm/reject the applicability of the findings to that sector.

Quantitative data in Part II shows the USA to be more reliant on paid
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care (contract care) and the UK on unpaid care (presumably family care).
The US tendency to rely more on paid than unpaid care-providers may
have more to do with less availability of extended family than it has
with the more ready availability of paid resources. The lack of care-giving
facilities was a frequent complaint from the UK lone parent survey
(Chapter 4) that was echoed by some of the primary survey respondents.
There is some evidence that the US care-giver prefers family care-
providers. Further research into the making available of care-provider
facilities is needed in both countries in order to provide a better informa-
tion base for those seeking solutions for the improved utilisation of care-
giver talents.

There is a pervasive perception that ‘long hours’ equates to evidence of
commitment, which is required to gain career development and promo-
tion opportunities, and HR specialists confirm that the tendency exists.
Further research is needed to verify the contention and to explore
avenues for improving performance-evaluation assessment approaches.

The potential for a ‘backlash’ to family-friendly policies from non-care-
givers was noted in the literature and several of the comments presented
here. If this is a real phenomenon, then it indicates that policies that are
essentially well intentioned might be counter-productive. Further research
is needed to establish the extent to which the backlash exists.

Care-giver tenure generally exceeds non-care-giver tenure in length of
company service. Why? Do the reasons have relevance for improving the
use of available talent? Are there unrecognised cost benefits accruing to
this longer tenure? This is another area into which further research is
needed.

Much anecdotal evidence is filling the media – both pro and con – on
family-friendly policies and work–life balance. There is a need for more
research to confirm or refute the tie between these policies and
turnover/absenteeism reduction/productivity. For lasting change in the
approach to ‘work within the realities of life’, creditable cost-analysis tech-
niques for investigating the complex effects of this tie need to be
researched and implemented.

Final comment

Overhanging the debate on child care-giving are the predictions of dra-
matic change in population demographics that signal that the demands
for elder-care will continue to rise steadily in the twenty-first century. The
England Economic Review (2002, first quarter) comments that to many
observers one particularly challenging issue is how a relatively small work-
force will supply the consumption needs of a growing number of depen-
dants without a decline in UK living standards. Increased productivity
provides one obvious answer. New approaches to work are required to
keep governments on the path of providing continuing improvement in
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their citizens’ standard of living. The required new approaches to work
must be placed on the table, debated, prototyped, refined and adopted
sooner rather than later. It’s time we take that first giant step for mankind
now.

In a strange twist of fate, the core arguments of the domestic labour
debate of the 1960s may belatedly find a berth at the national level of
debate on the plummeting birth-rates and its potential effects on the stan-
dard of living as its core agenda of advocating pay for the domestic tasks
performed by women (including the caring tasks) becomes pertinent
again. Antonell Picchio (2000) decried the lack of a clearer and more
direct focus on the process of social reproduction of labour and the con-
flict between profits and the standard of living of the labouring popu-
lation. She concluded: ‘What is treated as a women’s issue is in fact a
fundamental problem in the system.’

As the keeper of the collective will of its citizens, a major goal of demo-
cratic governments is to nurture national economic productivity whilst sat-
isfying the national conscience. Nowhere does this challenge become
more manifest than in the employment arena. It is in the employment
arena that the national need for its businesses to be competitive meets the
businesses’ need for productive employees and both business and nation
meet the employees’ need for acceptable lifestyles. A nation aspires to
retain and enhance the standard of living for its people, yet to produce a
national economic output requires resources inputs – land, labour and
capital (in constantly varying proportions). In view of the population
demographic projections for the nations of the developed world, there
will be insufficient labour within most, and possibly all, of these individual
nations both to produce the desired standard of living and to do so within
the present structure and practices of society within these individual
nations.

The almost uniform projections for the individual developed nations is
for birth-rates below replacement rate, leading to an ageing population,
and thus to a lesser number of workers (lesser input implied) supporting
an increasing number of elderly retirees (greater output consumed). To
maintain (let alone increase) the standard of living of a nation under
these circumstances requires a substantial adjustment to the present
labour productivity (input/hour) currently being experienced in these
countries. Input can be increased either by increasing the number of
future workers or by increasing future worker productivity, or by some
combination of the two. In the absence of increased input, output must
decrease – and so too the standard of living of the nation.

Increasing the number of workers can take several directions: more of
the nation’s future population can come into the workforce, more hours
per working person can be committed, or more immigration from other
nations can be allowed (or, to same effect, more goods can be imported
from other nations). Increasing future worker productivity can be
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accomplished either by increasing capital spending to ‘automate’ more
output from each worker or by introducing new non-capital approaches
for encouraging more output from existing available resource input. In
actuality, the dramatic changes projected in population demographics will
be likely to require the fullest exploration of all available avenues for
increasing input to match the required increase in output. No nation will
willingly accept the alternative – the lowering of output – the lowering of
its citizens standard of living.

To date, the major, high-profiled (and increasingly contentious)
approach of developed countries for increasing population (and securing
greater amounts of productive resources) has been to encourage increases
in immigration. The US Immigration and Naturalization Service (INS)
estimates suggest that roughly 35 per cent of the growth in the US popu-
lation in the 1990s was due to immigration – a contribution not seen in
the USA since the early 1900s (Little and Triest, 2002). Immigration is a
time tested and proven technique for increasing national population, cre-
ativity, productivity. In spite of its drawbacks and at times ill-concealed
lack of political popularity, it has a place in each developed nation’s strat-
egy for maintaining/increasing national productivity.

Each nation of the developed world utilises the market economy as
its engine for producing the national output (gross domestic product
– GDP). The for-profit sector of the economy is the mainstay of the
market economy. Self-interest drives the competitive spirit that has
produced the business environment needed for each nation to attain
the status of a developed country. It is primarily in the house of
the private sector that the parameters of the employment arena for
tomorrow’s workers will be designed, prototyped and perfected. It is
here that the future input/output ratios will be birthed. To effect those
‘major innovations in work and employment’ called for by Drucker (1999)
will require ‘buy in’ by the private sector and its employees – present and
potential. Along with other creative innovations for improving the input
side of the productivity equation that may still be on the drawing boards
of the future, a number of emerging techniques are already being
attempted for increasing both the size and the productivity of the existing
workforce.

Technological changes are already leading to virtual immigration, in
which parcels of work are outsourced across the world. Whilst this avoids
some of the nationalistic issues associated with immigration, it will present
governments and organisations with serious challenges. There will be an
increasing mismatch between their workforce and their citizenry, with the
resulting need for increased information gathering and what might be
seen as intrusion into the individual’s privacy in order to tax and manage
a highly mobile workforce.

Side by side with immigration (real and virtual), major innovations in
work and employment, in both the UK and the USA, have been taking
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place in the ‘work/life’ area. The need is to find ‘win/win/win’ – new
arrangements that bring greater satisfaction to both employees and poten-
tial employees whilst strengthening the competitive position of the com-
panies and the nations. Some of the newer techniques show great promise
of delivering this ideal – the anecdotal evidence is mounting. Whilst ‘hard-
numbers’ evidence is difficult to produce and is therefore scarce, the soft
evidence supporting the bottom-line results of some of the newer tech-
niques is consistent and uniformly favourable, sometimes in spite of the
operational difficulties inherent in implementing some of the techniques.
On the other hand, some other techniques appear to support the greater-
satisfaction side of the equation whilst neglecting the financially competit-
ive side.

Having attractive work/life policies is one thing. Having employees feel
comfortable in utilising them is another. The key seems to be in the
organisation’s culture, especially where the culture is perceived as sending
the signal that making use of work/life opportunities is a request for
‘career death’. Yet pressure is continuing to mount for a better work/life
balance. The growing number of employers adopting some form of
work/life programmes is indicative that employers as well as employees
recognise that those caught up in the conflict between parenting and
being good employees may be less productive than they otherwise
could be.

We believe that the empirical evidence set forth in this book has made
the case that care-giving to date has been shown to be a detriment to the
career progression of employees. We believe that the non-work-connected
restraints placed on the time-freedom of care-givers to pursue their
careers is wasting a national resource that could help mitigate the effects
of a diminishing worker population. We believe that the interests of all
workers must be given full consideration in the design and implementa-
tion of any new initiatives for increasing the availability and the productiv-
ity of all employees – including the majority of employees without
care-giving responsibilities. The reality of fairness includes the perception
of fairness for all. There is no ‘silver bullet’ to cure all conflicts between
work and life, work/life programmes notwithstanding. But there are
major gains that can – and must – be made if we are to continue to enjoy
the national standard of living to which the developed world has become
accustomed.

This book ends on the note that it began: ‘the most important new cer-
tainty is the collapsing birth rate of the developed world’ (Drucker, 1999).
The developed world cannot afford to waste its dwindling human
resources. The old saying ‘waste not, want not’ is familiar to most. The
projected birth-rates give added incentive to eliminate any wastage
presently being experienced by the non-utilisation of willing care-giver
talent. Each nation has a vital stake in improving its own standard of
living.
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Our progress as nations and as individuals requires continual
improvement in the process of completing the daily task of living.

(Drucker, 1999)

This book provides empirical evidence of human resource wastage – a
need has been identified and should be met. Meeting it requires the co-
operation of individuals, companies and the State. The global decline in
birth-rate challenges us to get on with the job of eliminating this wastage
of our most precious resource – the human being.
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