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Preface

These days, we hear a lot of discussion about the increased desire for
work-personal life balance. As a result, work-family programs are gaining
currency; in the popular press one can frequently read articles advocating
these programs. Many people believe that work-family programs reflect a
change in fundamental values regarding the relationship between work and
personal life, a shift away from the overemphasis on work at the expense of
personal life. In this paper, however, I will suggest that work-family pro-
grams, in spite of all the good intentions behind them, are actually a product
of the value system they seem to be trying to change and that, as a result, they
cannot accomplish their intended purpose of enhancing individual well-being
and organizational productivity.

This conclusion is the result of a long-standing interest in the issue of
work-personal life balance and more than ten years of research and consulting
with individuals and organizations on this issue. During this time I have
investigated questions such as these: How does work come to take over
individuals’ lives? Why are individuals who have attained external symbols
of success in their careers often dissatisfied with the state of their personal -
lives? Why does it often take a crisis for executives to re-evaluate imbalanced
life structures?

I first formulated a conceptual framework of work-personal life imbal-
ance in my doctoral dissertation. This was a biographical case study focusing
on the forces in one executive’s character (personality and psychological
processes) and his life history which affected how he managed the balance
between his work and personal life, how he approached the relationships and
activities in his personal life, and how his approach to personal life paralleled
his approach to work (Kofodimos, 1986). As I was developing these ideas, I
became involved in a research study looking at how executives’ character
affected their leadership behavior (Kaplan, Drath, & Kofodimos, 1991). We
conducted appproximately forty intensive clinical studies of individual senior
executives participating in a process of feedback and coaching to boost their
effectiveness. I found that the patterns in my dissertation participant’s charac-
ter were shared by many executives in this larger sample. The additional data
allowed me to expand and refine the conceptual framework and to propose an
explanation for why many executives’ lives get out of balance. This explana-
tion emphasized the inner psychological forces which shape executives’ life
structures and contribute to work-personal life imbalance. Correspondingly,
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my practice emphasized individual coaching and counseling of executives.
My purpose was to help them gain insight into those inner forces driving
them to focus on work, and to use that insight in personal development which
would support behavior changes aimed at greater life balance.

In more recent years I began to explore the role of organizational
culture and values in reinforcing work-personal life imbalance. I investigated
the systemic forces contributing to imbalance among senior managers in two
professional firms and worked with these firms to design and implement
interventions to support increased balance. I have also worked with several
organizations on large-scale cultural and structural change issues including
empowerment, work process redesign, workforce diversity, and strategic
alignment. Through this work, I have learned to approach organizations as
whole systems; I have seen the ineffectiveness of piecemeal change projects.
I have approached the balance issue from other perspectives, at times while
explicitly addressing some other issue such as leadership development or self-
managing work teams with implications for the life balance of organization
members.

This evolution of research and practice recently culminated in the book
Balancing Act: How Managers Can Integrate Successful Careers and Fulfill-
ing Personal Lives (Kofodimos, 1993). This work presented a conceptual
framework which explained work-personal life imbalance as the result of
deeply rooted psychological and organizational forces. I also provided strate-
gies for individuals who wanted to change their lives and the cultures of their
organizations.

As I was completing Balancing Act, I began hearing more and more
about work-family programs. At first, I welcomed this information as an
indication that there were positive steps being taken to correct imbalance.
But, over time, as I was exposed to many organizations’ work-family pro-
grams and had the opportunity to witness their impact firsthand, my opinion
of their efficacy began to change. The programs I observed did not address
what my research had found to be fundamental issues and cultural forces
leading individuals to sacrifice their lives for their jobs. I became even more
skeptical as I saw work-family programs begin to receive negative publicity
regarding various problems in their effectiveness—problems which were
predictable within the framework of my research. My doubts about work-
family programs and my conviction that my research could help explain why
such programs were failing was the genesis of the investigation into work-
family programs which is reported here.

P —




Preface xi

My purpose in writing this paper is to assist those individuals and
organizations who seek to bring about both life balance and organizational
effectiveness. I define life balance as a satisfying, healthy, and productive life
which includes work, play, and love; which integrates a range of life activities
with attention to self and to personal and spiritual development; and which
expresses a person’s unique wishes, interests, and values. I believe that life
balance can enhance organizational effectiveness when individual and organi-
zational goals are properly integrated. I also believe that work-family pro-
grams have the potential to be important components in organizational
cultures that support balance, and my intent is to help these programs and
their champions reach that potential.




Introduction

Work-family programs (WFPs) are among the most popular and publi-
cized workplace innovations of the 1990s. These programs are intended to
alleviate employees’ work-personal life conflicts by addressing issues such as
child care assistance, parental leave, elder care, flexible working arrange-
ments (for example, flextime and job sharing), wellness and fitness, and stress
management.

Different stakeholders hold different goals for WFPs. Some are con-
cerned with WFPs’ potential contribution to organizational outcomes, such as
enhancing productivity and satisfying stakeholder demands. Others are more
concerned with individual outcomes, such as reducing barriers to nontradi-
tional employees’ career progress and improving the quality of life for all
employees. The existence of these programs is a tangible acknowledgment of
the seriousness of the conflict between work and personal life, and the chal-
lenges this conflict poses for individual well-being and organizational effec-
tiveness. The problem is that, according to either of these criteria, WFPs are
not working very well. Current programs provide some assistance to some
people. However, most programs are not widely used, and their presence
spurs reactions from indifference to resentment among many organizational
members.

What are the reasons for this underutilization and what are the causes of
this disproportionately adverse reaction? Most of the answers to these ques-
tions can be found in an analysis of reports (see next section) about the
rationale for and implementation of WEFPs. These reports suggest to me that
organizations are primarily concerned only with the symptoms, not the
fundamental causes, of work-personal life conflict. In this paper, I will assert
that WEFPs could be more effective for both individuals and organizations if
they were reframed around a broader context of creating a balance-supportive
culture. Such a reframing would require organization members to confront
what my research has identified as fundamental causes of work-personal life
conflict.

This paper is intended for two audiences, which I will refer to as policy-
makers and champions. By policy-makers I mean senior managers who are
considering implementing WFPs or who already have them in their organiza-
tions. By champions I mean human resources managers, work-family manag-
ers, work-family consultants, or any individuals who design and advocate

WFPs,




In the first part of this paper I offer a model of WFPs as they are cur-
rently constituted, including the reasons organizations use them and the
difficulties they encounter in doing so. In the second part I show how these
difficulties can be explained by understanding WFPs to be focusing on
symptoms, while failing to address the deeper forces which underly work-
personal life conflict. I also discuss the ongoing costs of these underlying
forces. In the third part I describe key elements of a balance-supportive
culture and provide guidelines for making the shift to a workplace that will

both support work-personal life integration and enhance organizational
effectiveness.

WEFPs Today: Their Rationale and Their Problems

I recently reviewed the available literature on WFPs and did a content
analysis of 106 articles, a sample that includes case studies, prescriptive
models, and empirical research. (See Appendix A for a list of these articles.)
The following information is derived from my analysis.

WEFPs, as they are currently formulated and implemented, tend to be

used by organizations for a common set of stated reasons and to encounter a
common set of problems.

Stated Reasons for Using WFPs

The reasons that organizations give for using WFPs fall into two
categories: expected organizational benefits and institutional pressures which
require a response (Goodstein, 1994). Expected benefits include reducing
barriers to productivity and gaining public-relations and recruitment advan-
tages. Institutional pressures include responding to demands of a diverse
employee population and reacting to regulations and mandates. I will discuss
each of these reasons separately.

Reducing barriers to productivity. WFPs aim to cut down on such
problems as lost time (Estess, 1993), absenteeism (Matthes, 1992), and
turnover (Covin & Brush, 1993) by removing the forces that keep employees
away from work or prevent them from devoting their full attention to work
(Eichman, 1992). For example, an employee who has to care for an aging and
ill parent may spend work time on the telephone, may have to take long
lunches or breaks to transport the parent, may have to take a sick day to
attend to the parent, and ultimately, if the organization is inflexible in re-
sponse to these needs, the employee may have to seek a more supportive

Beyond Work-Family Programs
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work situation elsewhere. If the organization provides assistance such as
flexible work options or an information and referral service for elder care,
that employee is liberated to focus more time on work, the time spent at work
is more likely to be productive, and he or she is more likely to stay on the job.
This saves the organization from having to invest in hiring and training a new
employee (Galen, 1993a; Shalowitz, 1992a); it also relieves them of paying
the individual for on-the-job time spent worrying about and addressing
personal life problems (Klein, 1991).

WEFPs can also more directly reduce costs and thus improve net produc-
tivity. For example, by shifting some employees to part-time status, the
organization can reduce pay and benefits correspondingly. Similarly, by
granting unpaid parental leave, the work burden can be shifted to current
employees or to cheaper contract labor (Martinez, 1993).

Gaining public relations and recruitment advantages. Another
reason for implementing WFPs is that they can be a high profile public
relations (Collins & Magid, 1989) and recruitment (Woolsey, 1992) tool.
Companies with cutting-edge WFPs are frequently cited in magazines,
particularly on best-company lists such as those in Working Woman and
Working Mother. This exposure can be extremely valuable in attracting
potential employees and customers (Gilbert, 1990). Not only do WFPs
demonstrate that the organization cares about its employees, but they provide
services that many people require in order to accept a job (Shalowitz, 1993).

Responding to demands of a diverse employee population. WFPs are
often described as a response to the increasing demographic diversity of the
population from which the current and future workforce will be drawn
(Duxbury, Higgins, Lee, & Mills, 1992). By now almost everyone in organi-
zations knows that the composition of the workforce has changed, and is
increasingly composed of such groups as women, single parents, and mem-
bers of dual career couples. Few families these days fit the traditional nuclear
model in which the husband is the sole wage earner and the wife takes charge
of child care and household management; so, there is no longer a designated
family member with the time to manage all personal life responsibilities
(Woodruff, 1990). In order to survive and compete, organizations must
develop programs and policies that meet the needs of new employees and that
therefore enable them to work productively (Otto, 1992; Tarrant, 1992). Thus
the users of many WEPs are considered to be members of these nontraditional
Populations. Such employees have become educated through the media about
the potential services available through such programs; and they, as well as




Beyond Work-Family Programs

the professional and trade associations that represent them, have actively
Iobbied for the implementation of WFPs (Lee, 1991).

Reacting to regulations and mandates. Since the early 1980s the
federal government has attempted to encourage private-sector organizations
to become more involved in work-family issues, particularly child care. In
1981, the Economic Recovery Tax Act created opportunities for employers to
gain tax advantages by providing child care assistance for their employees
(Goodstein, 1994). Sometimes legislative mandates even force organizations
to implement WEPs (Phillips & Bramson, 1990). For example, the recently
enacted Family and Medical Leave Act makes it mandatory for employers of
over fifty people to provide up to twelve weeks of unpaid leave for child care .
and other family and personal needs (Galen, 1993b). {

Problems WFPs Encounter in Practice

The sample of published articles on WFPs listed in Appendix A de-
scribes a number of difficulties that have been reported by those who have
tried to implement such programs: lack of energy from senior management; ‘
avoidance by career-oriented employees and stigma for users; supervisor
resistance; the perception that WFPs are not adding value; and mixed results ]
in helping women. |

Lack of energy from senior management. Senior managers may pay
lip service to WFPs because they are currently seen as a hallmark of a pro-
gressive and socially responsible management, but they usually will not push
hard for their implementation or utilization (Schachner, 1991; Woolsey, i
1992). They typically argue that, since they themselves never had these i
supports, others should be able to succeed without them (Hall, 1990). And,
they believe that WFPs encourage mediocre employees to remain with the
organization (Lee, 1991).

Avoidance by career-oriented employees and stigma for users.
WFPs do not get used as much as champions might hope. One study of eighty
companies with flexible work arrangements found that few employees used
these options (Workplace flexibility, 1993). In most organizations, the major-
ity of users are female (Schachner, 1991), and of those women most are
clerical employees (Christensen, 1990). Other employees report that they are
afraid to make demands or express their needs because they might jeopardize
their jobs (Braus, 1992). The figures suggest that male employees with work-
family concerns rarely use WFPs (Deutschman, 1991; Falkenberg,
Monachello, & Edlund, 1991). Other research indicates that when male
employees take a break from work to attend to a personal-life responsibility,
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they often do so on the sly (Gibbs, 1993). For example, they may claim they
are going to an off-site meeting when they are actually going to a child’s
soccer game (Hall, 1990).

Supervisor resistance. WFPs often are resisted by those who are
expected to implement them—supervisors of WFP users. For example, a
supervisor often is expected to be the one to grant an employee leave time or
approve an alternative work arrangement. Supervisors complain that such
policies are difficult to administer equitably (Flexible work schedules, 1990).
They feel that taking each employee’s personal life considerations into
account, perhaps having to create a unique approach for each employee’s
specific situation, requires extra effort that would be better spent managing
the actual work (Austin, 1994). They fear that all employees will simulta-
neously want to take advantage of their rights to personal time, or that they
will be accused of discrimination if they give some employees special treat-
ment (Geber, 1993). And if such special treatment is given, some would
rather be able to give it as they have in the past, as a favor which they can
dispense or withhold according to their own prerogative (Verespej, 1992).

Perception that WFPs are not adding value. There is little evidence
on the actual impact of WFPs on productivity (Gonyea & Googins, 1992).
However, managers concerned with balance sheets argue that WFPs cost too
much without delivering in terms of productivity (Shelley, 1992). WFPs are
included in the current concern about the escalating cost of employee benefits
(Shalowitz, 1992a). WFPs are often among the first things to be cut when
economic pressures increase (Galen, 1993a).

In addition, many people see WFPs as intruding on areas that are and
should remain outside the purview of business. Many potential users avoid
WEPs because they do not view their needs as legitimate organizational
issues (Cramer & Pearce, 1990). The underlying belief is that business is not
responsible for, or even capable of dealing with, workers’ family problems
(Cordtz, 1990). The only relevant issue in the workplace should be getting the
job done.

Mixed results in helping women. Recent studies suggest that compa-
nies that have implemented WFPs partly to help female employees succeed
are not getting the expected gains in percentage of women managers. In fact,
many companies without WFPs are doing better than many companies with
WPEFPs in terms of promoting women (Sharpe, 1994). There is some fear
among women managers that the use of WFPs can harm their career progress,
although research suggests that the actual impact is less harmful than per-
ceived. A recent study found that WFPs have more negative effects on
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women’s careers when supervisors and corporate culture are not supportive
(Schwartz, 1994).

What Do the Reasons and Problems Tell Us?

The reasons cited for starting WFPs and the problems encountered in
implementing them begin to give us clues into why they are failing or are, at
best, much less effective than many advocates had hoped. As we have seen,
their purpose is not to resolve the conflict between work and personal life, but
rather to alleviate the effects of that conflict in order to respond to stakeholder
pressures and profitability considerations. The problems WFPs are encounter-
ing suggest that dealing with the piecemeal effects of work-personal life
imbalance is ineffective and that, to become more effective, WFPs will need
to address deep-rooted cultural forces.

Why Current WFPs Don’t Work

By identifying current difficulties with WEPs, I am not suggesting that
we should do away with WFPs or that WFPs are not addressing a real need.
Some of the benefits of WFPs are important to many people who use these
programs. However, the heart of my argument is that current WFP strategies
are self-defeating because they seek to address the conflict between work and
personal life at the symptomatic level and thus neglect what I see as the
fundamental forces which cause the conflict—a set of psychological patterns
and cultural values which equate self-worth with hard work, a confident
demeanor, and career success. Also, the programs themselves are designed
and implemented in ways that reflect and reinforce these patterns and values,
thus perpetuating the work-personal life conflict. As a result, WFPs may
actually be leading to the unintended consequence of disguising deeper
causes and more serious costs.

The Mastery Orientation Underlying Work-Personal Life Conflict

The theoretical views described in this section are derived from a long-
term research program with the goal of understanding and addressing the
psychological and cultural forces underlying work-personal life conflict
(Kofodimos, 1993). The research focused on (1) the psychological processes
of managers and executives who have been successful according to organiza-
tional criteria and (2) the cultural patterns of their organizations. As a result
of this research, I have come to understand executives’ psychological pro-
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cesses and organizations’ cultural patterns as mirror images of each other.
Together, they compose a paradigm which I call the mastery orientation.
This orientation is characterized by a time-and-energy focus on work, a
competitive-control approach, and self-idealization. Table 1 summarizes the
elements of the mastery orientation. I will describe each of these elements as
my research has led me to understand them.

Time-and-energy focus on work. Many professionals, managers, and
executives who have attained success and received rewards in their careers
struggle to give even half as much attention to their personal lives. They wish
that they had more time to spend at home, that their personal lives were more
fulfilling, and that they could find a way to structure their lives differently
without penalty, but they seldom act on these wishes. Meanwhile, they have
problems with marriages, children, or health—while often denying that these
problems exist. This denial is shattered when the problems erupt into major
crises, such as broken marriages, health problems including early heart
attacks, or emotional difficulties in children. These individuals frequently
claim that they are pressured to focus on work by organizational demands.

Table 1
Elements of the Mastery Orientation

Time-and-Energy Competitive- Self-
Focus on Work Control Approach | idealization
Psychological Individuals focus Individuals com- Individuals seek
Processes their time and pete and strive for to live up to an
energy on work control, and avoid idealized image
collaboration and of self to gain
connectedness esteem
Cultural Organizations Organizations Organizations
Patterns promote im- promote promote
balanced focus on competitive/ idealized image,
work as produc- control-based channel personal
tive and virtuous leadership profile development
as most effective towards organi-
zational ends
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But they eventually reveal that they do so because they enjoy working and
value the rewards and recognition they get from their work.
Organizational reward systems and norms encourage this focus on

work. Managers and supervisors tend to believe that the employees who
devote their lives primarily to their jobs are the best and most committed
employees. A recent study of male MBA graduates (Schneer & Reitman,
1993) found that fathers whose wives worked outside the home earned twenty
percent less and were on a slower career track than fathers whose wives
stayed home. The study’s authors concluded that organizations still reward
men who completely devote themselves to their jobs. In one organization I
worked with, a group of executives complaining about the extraordinary
demands and stresses of their own jobs agreed in the next breath that they
evaluated their direct reports partly on the basis of the number of hours those
individuals put into their jobs. Level of time and energy devoted to work is
treated as a primary indicator of the employee’s commitment, capability, and
potential; it is frequently an implicit criterion for promotion.

Competitive-control approach. Individuals can let work take over

their lives because working is consistent with their fundamental approach to
life. It is an approach in which the accomplishments of work are more valu-
able than the pleasures of personal life, and the rewards of work are more
tangible than those of personal life. I refer to this as the competitive-control
approach. It includes such behaviors as competing with others to win, focus-
ing on setting and achieving goals, being aggressive and action-oriented,
valuing individualism and autonomy, taking an exclusively rational view of
people and issues, and feeling most comfortable when “in charge.”

People with a competitive-control approach are uncomfortable with
what I call the collaborative-connected approach, which includes expressing
emotions and revealing vulnerability, asking for help, attending to one’s own
feelings, accepting one’s own and others’ weaknesses, being concerned with
others’ needs and wants, being playful and spontaneous, and seeking to
collaborate and share influence. Managerial work in typical hierarchical
organizations allows people who take the competitive-control approach to
feel and appear competent while at the same time allowing them to avoid the
discomfort of intimacy with others and with their own emotions.

Competitive-control behaviors tend to be more valued in hierarchical
organizations than they are at home (Lobel, 1993). As a result, mastery-
oriented individuals are likely to prefer staying at work. Even when they do
try to attend to personal life, they often take the competitive-control approach
there, trying to structure it into a series of activities and accomplishments—
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for instance, managing their children and competing in sports. This approach
often causes problems—such as being resented by significant others who may
be more interested in collaboration, intimacy, and play.

Typical hierarchical organizations, for the most part, encourage the
competitive-control approach. It is consistent with the set of attitudes and
behaviors traditionally seen as comprising effective leadership and manage-
ment. Effective leaders and managers are expected to do such things as set
goals and visions, give orders, and drive change down through the organiza-
tion. Cultures valuing competitive-control tend not to value (and thus their
managers tend not to develop) the collaborative-connected characteristics.
Because collaborative-connected attitudes and behaviors are crucial to the
formation of close relationships, including those in the family, the organiza-
tion thus encourages the development of a behavioral style and character
structure that may be more functional at the (competitive-control) workplace
than it is away from work.

Indeed, the competitive-control style is not entirely functional at work,
either. Managerial and leadership effectiveness also involves the use of such
abilities as sensitivity to intuitive data (in addition to rational data), attention
to process (in addition to outcome), and the ability to empower others. These
kinds of skills have been systematically devalued in organizations until
recently, and they are the ones most difficult for executives to develop be-
cause of the countervailing cultural and personal forces described here.

Self-idealization. Competing and controlling support the self-esteem of
mastery-oriented individuals, while collaboration and connectedness threaten
it. Competition and control are consistent with the masterful image these
individuals believe they must present. In contrast, collaboration and connect-
edness threaten to reveal sides of them they prefer to keep hidden—vulner-
ability, self-doubt, and a need for love. In the executives I studied, the asso-
ciation of competition and control with self-esteem was usually rooted in
childhood, in which these individuals were often rewarded and disciplined
according to a set of prescriptions for the kind of person they “should” be.
This internalized set of prescriptions, typically involving mastery and compe-
tence, formed an idealized image which they strove to fulfil, an image which
many still pursue through adulthood. According to this view, in both child-
hood and adulthood, the agency granting self-esteem is outside oneself; only
by serving the objectives of that person or institution can one feel valued and
worthy.

The organization encourages this self-idealization. People adopt organi-
zational expectations for how they should feel and behave because organiza-
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tional rewards such as promotion become the conditions for their self-esteem.
This becomes especially noticeable when other aspects of life, such as family,
have diminished in importance and potential to reward. Typically, in career
systems, an employee’s growth and development is seen as occurring through
upward movement in the organization. Even in today’s flatter organizations,
where opportunities to move upward have declined and promotion has been
largely supplanted by in-job development and lateral movement, many
managers continue to hold aspirations to move up—the only difference being
that this badge of worth has become rarer (and thus more valuable). There-
fore, an employee who wishes to gain esteem for accomplishments at work
will find the most reliable source of such esteem from working long hours
and getting promoted—regardless of whether higher position and broader
scope of hierarchical authority are most consistent with his or her talents,
values, or direction of desired development.

Organizations also promote an idealized managerial image through
standardized performance expectations and competency models which leave
little room for individual differences. These profiles do not encourage indi-
viduals to develop and be rewarded for important nonmanagerial skills, or for
skills they use in managing which do not fit the profiles. Rather, in order to
“succeed” on the organization’s terms, they must conform to molds shaped by
existing organizational positions, succession plans, and career development
systems.

How WFPs Reinforce Mastery Orientation
We can now approach the central thesis of my argument: For WEPs to
truly address work-personal life conflict, they would have to confront the
mastery orientation and its system of deep forces which lead people to focus
on work and which lead organizations to reward that work focus. However, in
their current design and implementation approach, WFPs perpetutate the
mastery orientation. Because most organizational cultures and most execu-
tives operate according to the mastery orientation, champions find themselves
advocating WFPs on the basis of mastery-oriented success criteria, and
designing and implementing WFPs according to mastery-oriented principles.
This quite naturally limits the extent to which WFPs are able to help organi-
zations make the cultural shift away from the mastery orientation. Specifi-
cally, I suggest that WFPs support work as the primary life priority, are
designed and implemented using a competitive-control approach, and rein-
force self-idealization. I will support each of these assertions separately.
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WFPs support work as the primary life priority. We have seen that
many WFPs are designed to enable employees to focus their energy on work.
Personal life is seen either as an intrusion into the employee’s productivity
(e.g., when the employee has a sick child) or as an aid to productivity (e.g.,
when the employee uses the fitness center at lunchtime). The content of much
supervisor training on work-family issues suggests that the final judgments
regarding an employee’s taking advantage of a WFP such as personal leave
are made on the basis of whether there is any urgent work that would be
compromised by the person’s absence. Jobs that become candidates for part-
time, flextime, or job-shared status are those that are perceived as being less
essential to organizational outcomes. For example, senior line management
jobs are rarely, if ever, job-shared. Thus, the assumption that WFPs perpetu-
ate is that, if an individual seeks to devote more time and energy to personal
life, there will be a cost to the individual’s organizational effectiveness and/or
career success. The best employees—those who can be trusted to perform the
critical tasks and those who reach executive positions—are those who focus
their priorities on work.

Furthermore, WFPs primarily apply to those whose work performance
is hindered by spillover from personal life issues such as child and elder care,
not those whose personal life or well-being is impaired by spillover from
work issues such as stress, preoccupation, or overload. My research shows
that many executives, although they may not experience visible personal life
spillover into work, may experience very real work spillover into personal
life—indeed, their personal lives may be headed for crisis. But WFPs do not
address these executives’ problems. An executive who focuses exclusively on
work and has an unhappy personal life, but who is productive by the
organization’s account, is not considered a person who needs WFPs to help
him handle his work-personal life conflict. But a single mother who needs
information regarding child care options so that she can choose a situation
that does not interfere with her work schedule is considered a person who
needs WFPs to help her handle her work-personal life conflict to avoid a
potential hindrance to work. The operative criterion is the degree to which
personal life spills over into work productivity.

WEPs are designed and implemented using a competitive-control
approach. The emphasis on control in the mastery orientation leads people to
expect change to occur through a small group of senior managers who control
the knowledge, information, and decisions about the desired intervention.
Consistent with this expectation, WFPs are typically “sold” to senior manage-
ment and implemented from the top down. For example, a Conference Board
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study found that, in many organizations which successfully implemented
WFPs, the human resources department initiated the change, the CEO was
seen as decision-maker, and much of middle management remained indiffer-
ent or hostile (Martinez, 1993). WFPs are designed by “experts,” perhaps
with some input from a cross-sectional committee; then this design is ap-
proved and modified by senior managers; and finally the program is commu-
nicated to the bulk of organization members (Michaels, 1992). At the level of
the individual employee, the use of WFPs must be approved and then the
impact on the employee’s performance closely monitored by the employee’s
supervisor (Geber, 1993). Thus, the supervisor has final say about, for ex-
ample, who gets how much time off. Also, WFP implementation usually
involves establishing measurements that allow leaders to track program
impact on the bottom line (thus reinforcing the view that bottom-line out-
comes of such programs can be directly measured, predicted, and controlled).

Another example of WFPs’ emphasis on control is that many of the
workshops, readings, and tools provided to help employees balance work and
personal life emphasize the quick fix, listing tips for achieving instant bal-
ance. Such materials suggest that one can impose balance on oneself by
taking charge and imposing rules—which is simply another form of the
competitive-control approach, this time applied to oneself.

WFEPs reinforce self-idealization. In the view being developed here,
WEFPs perpetuate the notion that the way for one to be worthy is to become
the kind of person the organization wants one to be and to move progressively
up in the hierarchy. The design of WFPs is predicated on this assumed desire
for upward mobility and other signs of success. Consequently, WFPs seek to
remove the external circumstances that prevent the employee from being able
to focus on organization needs and thus to move into positions of increasing
responsibility. This implies that, in the value system underlying WEFPs,
personal life matters only insofar as it can either enhance or hinder the
organization’s success. The ideal employee works to serve the organization
and never lets his or her personal life interfere with that commitment.

Further enabling personal development to be subordinated to and
channeled by organizational outcomes, the ultimate assessment of and justifi-
cation for WFPs is their impact on the bottom line. Programs are evaluated in
terms of their costs and benefits to the organization, rather than their invest-
ment in and impact on individuals’ actualization and development (except as
actualization and development support the bottom line). WFPs seek to create
happy employees only because this suggests they can be productive
employees.

S ————
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Because WFPs ignore and even reinforce a primary cause of work-
personal life conflict, mastery-oriented forces continue to operate. The
practical result is that these forces undermine the objectives of WFPs—both
the individual’s relief from work-personal life conflict and the organization’s
gain in productivity. This helps to explain the problems which organizations
have encountered in implementing WFPs.

How Mastery Orientation Explains WFP Problems

The difficulties encountered in implementing WFPs—not valued by
senior management, stigmatizing users while being avoided by career ori-
ented people, and so on—can be understood as unintended consequences that
result when WEFPs are grafted onto the still-predominant mastery orientation.
In this view, WFPs are overlaid, like band-aids, onto a culture in which
organizations continue to reinforce the emphasis on work and the competi-
tive-control approach, and members continue to drive themselves to work
hard at the expense of personal life in the quest to feel worthy. Following are
several specific ways in which this band-aid effect contributes to the prob-
lems with WFPs: Executives’ mastery orientation biases them against WFPs;
the willingness to focus on work is used to separate executives and high-
potentials from others; a competitive-control management approach is too
limited to administer WFPs; individual success is defined according to
mastery-oriented criteria; WFPs make women’s commitment to personal life
more salient. Once again, I will offer support for each of these assertions.

Executives’ mastery orientation biases them against WFPs. In my
experience, most executives are mastery-oriented and are, accordingly, likely
to believe that life balance interferes witih organizational effectiveness.

They see those who devote their time and energy to work and who take a
competitive-control approach as the most effective and committed employees,
and those who seek balance as less so.

Furthermore, these executives are likely to have a great deal of emo-
tional investment in this position, as it is a guiding principle for their own
lives. A recent Wall Street Journal survey polled CEOs of the largest one
hundred companies (Rubin, 1994). Of the seventy-six who responded, none
had ever used child care, and ninety-five percent had wives who had never
worked outside the home. We can reasonably conclude that these CEOs
believe that in order to be a successful top executive, one must have someone
at home taking care of all personal-life responsibilities.

In addition, executives’ conscious belief system regarding the primacy
of work and the low value of WFPs probably stems in part from their own
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deep feelings and conflicts regarding the choices and sacrifices they have
made in their careers (Hall & Richter, 1988). The mere presence of WFPs
may make personal life more visible in the organization and evoke the issue
of making trade-offs between work and personal life, thus threatening the
mechanisms many executives have built up to deny and justify their own life
imbalance.

Willingness to focus on work is used to separate executives and
high-potentials from others. The willingness to place work first, which is
reinforced by the mastery orientation, creates two classes of employees in
regard to WEPs. In one class, there are those who have no choice about
whether they will use WFPs. This class includes lower level and primarily
female employees who might be single parents or live in other nontraditional
family structures, and who are likely to have limited financial resources.
Their use of WFPs stigmatizes them and further decreases their opportunities
for successful and fulfilling careers.

The second class includes members of the executive, managerial, and
professional populations—particularly males with traditional family supports.
Many of these employees are primarily concerned about their career advance-
ment and are reluctant to participate in WFPs (except the “safe” ones, such as
wellness and fitness programs). They avoid WFPs and continue to focus on
work. The organizational rewards these members derive from their undue
focus on work, as well as their disproportional representation in the most
powerful positions, reinforce the predominance of mastery-oriented defini-
tions of success.

The competitive-control management approach is too limited to
administer WFPs. As I have described it, the competitive-control approach
to management does not include the kind of behavioral flexibility and per-
sonal involvement that administering WFPs requires. With the competitive-
control approach, all subordinates are treated alike because this is believed
necessary to ensure legal definitions of equity. A supervisor only needs to
deal with the portion of a subordinate that is directly performing the job; other
portions of the person that exist outside the job are irrelevant. Personal
feelings and compassion for personal needs are inappropriate to the
supervisor’s relationship with the subordinate. All of these assumptions about
the supervisory role must change when the supervisor becomes responsible
for administering WFPs, but competitive-control is the only managerial
approach many supervisors know. It is also the approach implicitly associated
with organizational reinforcement. Thus, supervisors’ resistance can be
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understood as being rooted in fear and discomfort with the prospect of a
fundamentally different way of leading and being with others.

Individual success is defined according to mastery-oriented criteria.
As I have already suggested, organizational reward systems are defined by
and for mastery-oriented individuals. Therefore, organizationally dispensed
badges of worth (such as promotion) are believed to be more significant than
any personal-life-derived source of worth. Because of this circular definition,
those who hold work primary and who therefore achieve high position are
identified as the admired role models, defined as doing well and being
worthy.

In addition, neither individual well-being nor development towards
personal goals is considered integral to organizational success. Thus, little
effort has been made to integrate WFPs into the real purpose of the organiza-
tion. Consequently, WFPs are seen as peripheral, isolated from the
organization’s core of productive work. This isolation is compounded by the
fact that these programs are typically initiated and administered by the human
resources function. In fact, it is suggested by many experts that a special
position be created to champion and manage WFPs, with a title such as work-
family coordinator. Although this may draw attention to the issue, it may also
further marginalize it.

WFPs make women’s commitment to personal life more salient.
Because the focus on work continues to be valued, and because most senior
decision-makers are male and live in traditional family structures, WFPs may
support a world view in which men should focus on career and women should
focus on the family. In doing so, WFPs may be feeding a backlash against
career-oriented women. The notion that women are more likely to harbor a
productivity-damaging commitment to personal life, a notion made more
salient by the presence of WFPs, may help explain why many women view
family policies as “lethal” to their advancement, and why some new female
MBA graduates are said to remove their wedding rings before job interviews
(Sharpe, 1994).

Further implications of the Band-Aid effect. Because WEPs, as they
are currently formulated, operate at the symptomatic level and reinforce the
deeper forces leading to work-personal life conflict, they will almost certainly
not lead to the kind of culture change WFP champions are seeking, one in
which employees’ personal lives are respected and individuals in diverse
family circumstances can succeed and develop. Some WFP champions claim
that organizations must pass through incremental phases of transition towards
Cultural change. But, instead, as WFPs are rolled out piecemeal, they are co-
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opted into instruments of mastery-oriented values and work practices. Conse-
quently, it is common to witness scenarios similar to the one I saw in my
work with middle- and senior-level managers in a corporation with well-
publicized WFPs. In workshops and meetings, these managers regularly work
extended hours, beginning their day at 7:00 a.M. and continuing until 10:00 or
11:00 p.M. They rationalize this by describing the culture as “macho” and
saying with pride that people in their company have the stamina to do what
must be done, even if such long hours are involved. When asked, they see no
contradiction between their behavior and the company’s espoused desire for a
family-friendly workplace. The implicit message is that we who are the
leaders and are responsible for the organization must work long hours.
Balancing work and family is for other people “down there” who are not truly
invested in or essential to organizational success.

Perhaps the most convincing evidence of the effect of the mastery
orientation on WFP effectiveness can be seen in the track record of actual
WEP interventions. For example, a recent Wall Street Journal survey of
38,000 companies found that WEFPs have had mixed success in helping more
women reach management positions (Sharpe, 1994). In fact, some of the
companies with the most extensive WFPs have the worst records for promot-
ing women. The author cited the example of DuPont, which is widely known
for its extensive programs, including day care, flextime, and flexplace.
DuPont insiders reported that women who use flextime cannot rise to senior
management positions. One employee described a mothers’ support group she
joined along with four other fast-track women, all of whom eventually
derailed. She slowed her work pace from eighty to sixty hours per week and,
as a result, found herself less visible and overlooked for promotions. The
reporter found that some ambitious women at DuPont avoid using WFPs,
fearing that doing so relegates them to the “mommy track,” that male manag-
ers are still not comfortable working with women, that women’s more “ex-
pressive style” is not seen as acceptable in senior management, and that the
company is still characterized by a “hierarchical male dominated corporate
culture.” In other words, even at a company popularly considered a bench-
mark for WFPs, these programs have not changed the prevailing mastery-
oriented culture of competitive-control leadership behaviors and a primary
focus on work.

Such reported difficulties with WFPs are being used as ammunition by
the opponents who campaign to abandon them. The flaw in the opposition
argument, however, is the enormous and unrecognized cost of mastery
orientation to organizational effectiveness, as we will see in the next section.
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As currently formulated, the WFP Band-Aid masks the mastery orientation
and its negative consequences for individuals and organizations—despite the
fact that effectively designed WFPs could potentially play the role of attack-
ing these problems at their source.

Unrecognized Costs of the Mastery Orientation Which WFPs Disguise

A major conclusion of the research I have conducted is that mastery
orientation in the workplace is manifested in individual and group behaviors
with negative consequences for organizational effectiveness. Specifically, the
focus of time and energy on work leads to crisis and burnout; the competitive-
control approach to leadership leads to disempowerment, flawed decisions,
and unsurfaced dissent; and the idealized image of individual development
leads to careerism and optimization of personal agendas. I will support each
of these implications and conclusions. (For more detailed descriptions, see
Table 2.)

Focus on work leads to crisis and burnout. People who focus their
time and energy on work may drive themselves to work at the expense of
their own health, well-being, and personal relationships. This has several
consequences for their behavior in the workplace. When they experience life
crises as a result of overwork (illness, divorce, and so on), their productivity
and effectiveness are drastically reduced. At the same time, they are likely to
deny and rationalize their focus on work and any detrimental effects on their
personal life and well-being. This occurs because such people, who prefer
working over other life activities and who work even when it harms their
well-being, are addicted to work (Schaef & Fassel, 1988). Their behavior and
conscious attitude about their overwork is like that of any other addict: They
justify their overwork and deny its consequences, saying that they work
because they enjoy it and that working hard leads to personal and collective
benefits.

Meanwhile, this overwork has a grave impact on others in the organiza-
tion, especially those with less power and status. They often feel compelled to
demonstrate a corresponding focus on work, and consequently experience
stress, burnout, and the violation of their work-personal life boundaries (for
example, when the mastery-oriented individual telephones them at night or on
weekends, or demands that work be taken home).

The organization as a whole is likely to show the collective impact of
an overdominant focus on work. Symptoms of burnout such as reduced
creativity and commitment are likely to appear. Also, the tendency is to
become overly focused on short-term task performance and to respond to
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business pressure by working harder and longer rather than smarter. This
short-term focus usually leads organization members to neglect strategic
perspectives and issues. And, as with individuals, organizations can be
addicts. Thus, they will hold productivity as the primary cause of success and
strive for ever-increasing productivity even if effectiveness by other criteria
(such as value creation) is being compromised. Furthermore, the organization
is likely to deny the problems caused by overwork because driving members
to higher productivity to the point of burnout can yield some short-term
benefits.

Competitive-control approach to leadership leads to disempower-
ment, flawed decisions, and unsurfaced dissent. In mastery-oriented
organizations, the valued approach to leadership can be characterized as
suppressing the unmasterful sides of self, judging co-workers according to
their competence, taking an instrumental approach to people, using aggressive
energy, imposing high standards on others, pushing for results, maintaining
interpersonal distance, emphasizing rationality and seriousness, and striving
to be autonomous and “in charge.” In mastery-oriented organizations, leaders
are expected to be the most knowledgeable and powerful members of their
groups, and they will tend to hoard information and dominate decision
making; be demanding and perfectionistic; focus on speedy implementation
and short-term outcomes; be impatient with group planning and decision
processes; tend not to express positive emotions such as praise or appreciation
to co-workers; be reluctant to ask for help, accept input, or admit mistakes:
make decisions that ignore intuitive or emotional data, minimize risks and
options, and miss key information held by others. Correspondingly, in such
organizations others may feel demoralized, disempowered, underutilized;
they may withhold key information or ideas; they may resist decisions made
without their input; they may act submissive or helpless. And the organization
as a whole may become plagued by decisions that do not utilize all the
available information, inflexible strategies, short-term solutions, widespread
resistance and unsurfaced dissent regarding courses of action, disempower-
ment and learned helplessness, and inability to effectively utilize conflict.

Self-idealization leads to careerism and optimizing personal
agendas. My research also indicates that mastery-oriented leaders are likely
to channel their personal development in ways that optimize career outcomes
and that get them top management’s esteem. They are likely to focus their
attention on competing to “win” and optimizing their own results according to
organizational measures; they are likely to identify with the organization,
believing that, as one executive said, “I am the organization,” and thus that
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what is good for them must be good for the organization; they are likely to
focus their attention upward, on the expectations and evaluations of their
superiors. Such leaders may manifest these attitudes in specific behaviors
such as seeking to “beat” others, and they may put their desire to win over
broader organizational considerations, which may play out in optimizing their
own unit’s objectives rather than broader organizational objectives. They also
may hoard high-performing subordinates, discouraging them from moving to
other positions which would benefit the subordinates’ development or the
organization’s effectiveness. They may take credit for their subordinates’
accomplishments. They may fail to cooperate with their peers. They may base
decisions with ethical components on the potential implications for their own
careers. They may seek to make themselves look good in their superiors’ eyes
at the expense of other outcomes. The impact of such behaviors on others is
likely to include cynicism, mistrust, unwillingness to cooperate, and resent-
ment regarding the leader’s disloyalty and lack of support. The organization
as a whole is likely to pay a price, too. Managers who each optimize their
own personal and unit objectives will not be likely to align as a group around
shared organizational goals. The organization may be characterized by
counterproductive intergroup competition. Unethical decisions may be made.
Subordinates may show decreased commitment and performance.

This portrayal of the mastery orientation may seem negative, and some
managers have reacted by arguing that the mastery orientation has been
effective. Indeed, the mastery orientation has come to dominate organiza-
tional life because of its advantages. For example, decisions can be made
efficiently, work roles are simplified, open conflict is minimal, and rewards
for executives and managers are substantial. However, as organizations seek
to adapt to increasingly turbulent environments, to move towards high-
involvement states in which all members are fully utilized, and to become
more responsible to their communities and environments, the costs of the
mastery orientation may begin to outweigh the benefits.

It is difficult for many to imagine an alternative to the mastery orienta-
tion. Yet such an alternative is exactly what is needed if we are to create
organizational cultures that support work-personal life balance and that
provide a context in which WFPs can be effective.




Creating Organizations Which Support Life Balance

I'assume that if you have read this far you are at least staying open to
the argument I have advanced with respect to the inimical relationship be-
tween the typical mastery orientation in organizations and life balance, and
the resulting impact on WFPs. This argument makes it possible to conceive of
concrete ways to change what I see as the predominantly ineffective culture
of many organizations. If WFPs are to succeed in creating a culture that
values life balance and that optimizes productivity/effectiveness, it will be
necessary to change the organizational context within which they operate.
Furthermore, it will not be enough to merely modify a mastery-oriented
organization to make it amenable to WFPs, because mastery orientation
conflicts inherently with a value on life balance. I am suggesting that the only
way to create an environment for life balance and for effective WFPs is to
engage organization members in directly confronting and changing the
mastery orientation. It will be necessary to revisit assumptions regarding how
organizations can best accomplish their objectives, how individuals can best
contribute to organizations, and what role organizations should play in
individuals® whole lives.

It will also be necessary to revisit the goal of WFPs. Instead of seeklng
to reduce visible work-personal life conflicts which hamper productivity,
WEFPs will ultimately better enable productivity if they pursue the goal of
enhancing life balance. Life balance must be seen as an integral component of
fulfilling the organization’s purpose, and WFPs as we currently know them
must be only one aspect of a culture supporting balance.

Making this fundamental change will not be for everyone. Doing so
requires both policy-makers and champions to be not only concerned with
improving organizational outcomes, but also committed to the value of
individual actualization through work. It will also require that these members
be willing to recognize their own attitudes and values which conflict with
balance, and willing to change their own behavior to better support balance.
Various aspects of the change process I will propose have already been
implemented in various settings, and results suggest that making these
changes can not only alleviate work-personal life conflict, but also improve
organizational outcomes such as leveraging diversity and fully utilizing
members’ talent and energy.
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Key Elements of a Culture Supporting Life Balance

To support balance and allow WFPs to be effective, an organization’s
culture must support each of the three aspects of work-personal life balance:
time-and-energy distribution across life areas, collaborative-connected
leadership, and self-realization.

Time-and-energy distribution across life areas. The organization
must value individuals who are committed to experience outside the work-
place, recognizing that other life dimensions and sides of self contribute to the
value the individual brings to work and that people who live a rounded life
are likely to be more adaptive and less likely to burn out in facing the con-
stant turbulence of contemporary organizational life. Individuals who are
living rich lives outside work are likely to bring in skills and ideas that add to
organizational capabilities—such as networks from community involvement,
managerial skills from parenting, teamwork ideas from organized sports, and
stress-management capability from spiritual practice.

Supporting time-and-energy balance will also require new ways of
defining an individual’s expected contribution, such as a clear shared purpose
and a clear statement of how the individual adds value in the pursuit of this
purpose. These definitions provide individuals with an ongoing standard
against which to choose activities and behav1ors that add value (Dover, 1993).
Thus, number of hours spent at work becomes 1rre1evant as an indicator of
capability, contribution, or commitment.

Collaborative-connected leadership. The organization must value a
collaborative-connected leadership approach. This approach is characterized
by collaborative establishment of performance expectations and standards;
consensus decision-making process; utilization of rational, emotional, and
intuitive data; emotional competence; preference for sharing power; and
caring and respect for others. This approach to self and world is more func-
tional when the individual turns to personal life, and more supportive of other
members’ life balance. It is also more productive in today’s workplace, as it
more fully utilizes the range of capabilities in the organization, leads to more
widespread commitment and ownership, and is more sensitive to changes in
the environment.

Self-realization. The organization must value the personal development
of its members just as much as it values achieving organizational outcomes.
Thus, the organization must provide opportunities to identify the personal
goals and talents of each member, and to integrate those goals and utilize
those talents in pursuit of the common purpose.
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Interventions Towards a Balance-Supportive Culture

In order to effectively create a culture supporting balance, the transition
process must proceed according to guidelines consistent with balance.
Change agents must lead with their own behavior. In addition to recognizing
and changing their own mastery-oriented behaviors, they can help create a
climate for balance by initiating dialogues about the issue and supporting
others seeking to balance their lives. Second, the transition t6 a new culture
must occur collaboratively, with widespread involvement and consensus on
the vision and associated interventions. Third, it will be necessary to think
systemically. Change towards balance will require looking at the organization
as a whole and all its component systems, structures, and practices, to ensure
that they support balance.

The following series of interventions based on the theory presented in
the first half of this paper is designed to help change agents ensure wide-
spread commitment to the balanced culture, and to produce a comprehensive
design tailored to the organization’s specific situation. The interventions
include: assessing the level of mastery orientation and the organizational and
individual costs; demonstrating to members the costs of mastery orientation;
clarifying organization purpose and vision for balance; providing individual
coaching for mastery-oriented executives; determining areas of misalignment
with balance and implementing aligned balance-oriented practices; and
implementing WFPs as needed. Each intervention builds upon the preceding
ones and sets the stage for the subsequent ones.

Assessing the level of mastery orientation and the organizational
and individual costs. The intent here is to understand the extent to which
current psychological styles of individuals and culture patterns of the organi-
zation reflect the mastery orientation. These styles and patterns will need to
be confronted, taken into account, and even utilized during subsequent
interventions. Assessment involves looking at individual behaviors and
organizational expectations about members’ time-and-energy allocation,
valued approach to leadership, and goal of personal development (self-
idealization or self-realization). Appendix B contains a set of assessment
instruments which are intended to assist in the diagnosis of each of the above
1ssues.

An effective way to conduct the assessments of individual mastery-
oriented behaviors and attitudes is for all members to self-assess. Assessment
1 focuses on individual beliefs and behavior about time-and-energy distribu-
tion. Assessment 2 focuses on individual beliefs and behavior about effective
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leadership. Assessment 3 focuses on individual beliefs and behavior about the
goal of personal development.

It is useful for the senior management team to conduct a group assess-
ment, its members sharing and discussing their own approaches to balance
and Jeadership. This group assessment would enable them to identify their
collective degree of mastery orientation and their collective leadership ap-
proach and to discuss the probable impact of their collective style on the
organization.

It is also important to assess the organizational culture for balance.
Assessment 4 focuses on cultural values and practices regarding time-and-
energy distribution. Assessment 5 focuses on cultural values and practices
regarding the valued leadership approach. Assessment 6 focuses on cultural
values and practices regarding the goal of personal development. These
organizational-level assessments might be conducted by a liaison group
whose members represent a range of organizational stakeholders and who
each collect data from the group they represent.

After assessing the level of mastery orientation, it is important to help
organization members see mastery orientation’s negative consequences to
their well-being and their organization’s effectiveness. Assessment 7 ad-
dresses organizational costs of mastery orientation. Again, this might well be
conducted by a liaison group representing all stakeholders. Liaison group
members could collect data from their own stakeholder groups, so that the
final assessment of costs incorporates all views.

Demonstrating to members the costs of mastery orientation. In this
phase, those members who conducted the assessment of mastery orientation’s
costs disseminate the results of the assessment throughout the organization. A
widespread awareness of how the mastery orientation is manifested and how
it is harming individual well-being and organizational effectiveness can be an
important factor in sharpening the perceived need for change. Such awareness
can also facilitate specific interventions. For example, training and develop-
ment activities may be designed to help individuals learn balanced interper-
sonal behaviors; members are more likely to commit to such training if they

are aware of the negative consequences of their mastery-oriented behaviors.

Clarifying purpose and vision for balance. The first goal here is to I
develop a clear statement of organizational purpose, using processes which
ensure consensus among all members. This shared purpose can become the
basis for individuals’ choices regarding membership in the organization and

their specific role and contribution. Such a purpose statement allows members
to identify the individual skills and knowledge that are valued and supported,
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to define their role so they can best use their own talents and goals to opti-
mally contribute to the organizational purpose, and to redesign their work so
that it most efficiently provides that contribution and minimizes inessential
tasks.

The second goal is to develop a shared vision of how life balance
relates to the organization’s effective pursuit of its purpose, again in a way
that ensures consensus. This vision of balance clearly defines the desired
culture in terms of time-and-energy distribution, leadership approach, and
self-realization. This provides a standard for subsequent programmatic efforts
and design activities.

Providing individual coaching for mastery-oriented executives.
Many executives are likely to be uncomfortable with balanced values and
behavior, and to resist WEFPs and other balance-related initiatives. This
resistance can hinder any organizational interventions towards balance. Thus,
executives must from the start of this change process confront the mastery
orientation in themselves. They must also confront the price they have paid
personally and the cost the organization as a whole is incurring. Without
recognition of this price, there can be no motivation for personal change. And
without personal change, these executives may always devalue, resist, and
unconsciously sabotage balance. Executives who recognize and confront their
own mastery orientation will be more likely to move towards balance in their
own lives, support balance in others, and champion organizational practices
encouraging balance. Executive coaching involves providing executives with
feedback from co-workers and significant others regarding their behavior and
its impact on others, helping executives to understand the roots of these
behaviors in their character and life history, and working with executives to
reshape new, more balanced behaviors (see Kaplan, Drath, & Kofodimos,
1991).

Determining areas of misalignment with balance and implementing
aligned balance-oriented practices. It is necessary to examine several areas
of organizational practice to diagnose their status with respect to balance.
With this information, redesign activities can target the specific practices that
are out of alignment with the desired culture. Often, organizations implement
new policies and practices without eliminating the old ones. This can set up
conflicting messages, unintentionally reinforce the status quo, and confuse
people. To avoid these problems, it is important to stop mastery-oriented
practices currently in existence.

In Appendix C I have provided examples of specific interventions in
each of the following practice areas as a catalyst to others’ thinking. The
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areas of practice that most need to be considered are: work design and staff-
ing; measurement, compensation, and incentives; performance management;
training and development; and career development.

Work design will support balance if it is done collaboratively and if the
resulting designs allow individuals the opportunity to optimize existing
talents and strengths and to develop in desired areas. Tasks and roles can be
designed in ways that consider life balance as well as task performance; for
example, length of work shifts. Cross-training can make it easier for the work
to be covered when co-workers take sabbaticals or parental leaves. The
process of work design provides an opportunity to surface and revise mastery-
oriented assumptions regarding how work should be designed and staffed—
for example, the authoritarian, top-down assumption that jobs should be
designed by managers or outside experts and merely handed to job occupants
for execution. Work design can also incorporate provisions for continual
redesign to eliminate low-value activities that demand added time.

The staffing process can support balance by taking a self-selection
approach wherein individuals consider skill and interest in selecting desired
jobs and assignments. It is also important to utilize alternative models that
support balance, such as job sharing, part-time work, flextime, and so on.
Finally, staffing reductions will be more consistent with balance if they are
managed collaboratively, with the participation of all organization members,
including those who might be directly affected.

To support balance, it is useful to focus measurement on behaviors and
outcomes that contribute to the organization’s creation of value as defined in
the purpose. For example, it is possible to determine the behaviors that |
support value creation and to measure those, rather than measuring factors not
necessarily related to value creation such as number of hours spent at work.
Furthermore, measures can be developed collaboratively among organiza-
tional members, and perhaps with the input of other stakeholders such as
customers. These measures can better shape subsequent desired behavior if
they focus on improving systems rather than on policing performance.

Compensation and rewards are more likely to support balance if they
are based on value creation. This means assessing the extent to which the
individual has acquired critical knowledge or skills or the extent to which the
individual’s output has created value for the organization as a whole, rather
than basing compensation on hierarchical level or seniority. Compensation
and incentives can be flexible and allow individuals to choose the rewards
that are most valuable for them; the menu of rewards can include family-
friendly options such as child care assistance. Rewards also provide an
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opportunity to encourage balanced behavior. For example, incentives can be
provided for nonwork behavior which adds value for the organization, such as
education, community service, or sabbaticals which help the individual
develop new skills or knowledge. As suggested earlier, it is important to
identify and stop rewarding mastery-oriented behaviors such as overworking,
competing among departments, making decisions without involving those
affected, and so on.

Performance management systems are more consistent with balance if
they are self-directed and utilize criteria negotiated among interdependent
members of the organization. Assessment can focus on the extent to which
the individual has created value and honored key commitments to other
members or stakeholders, rather than on behaviors unrelated to value cre-
ation. Reinforcement is more effective when it is self-directed and not only
provides incentives for desired performance but also feedback regarding
current performance. Boundaries and performance issues can be managed
collectively among members. Appraisals will support balance if they are self-
directed and collaborative, and if they include issues related to the
individual’s time-and-energy balance, collaborative-connected behaviors, and
self-realization.

It will be helpful to provide support for individual training and develop-
ment that involves identifying personal values, goals, skills, and interests, so-
that these data can be used to inform the individual’s input into work design,
placement, career planning, and other such decisions. Such training can also
support development and utilization of the whole person. Members’ nonwork
activities, such as volunteer work or sports, can be considered for their
developmental value; conversely, when designing developmental opportuni-
ties for individuals, nonwork options can be considered. To support balance,
it is useful for development needs and methods to be defined collaboratively.
Leadership training which incorporates collaborative-connected behaviors
can contribute to a balance-supportive culture. Training opportunities can also
be provided to help individuals develop strategies for balancing their lives, to
help managers develop skills for supporting life balance, and to help supervi-
sors develop flexible styles for administering WEPs.

Career development activities which are collaborative and self-directed
within system constraints will encourage self-realization. So will career
planning which is integrated with total life planning, so that work and
nonwork elements are incorporated. It is important that career plans and job
change decisions involve and assist other family members. Career paths
which offer alternatives and flexibility, focusing not on hierarchy but on
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contribution, will help to support balance. Career plans can provide opportu-
nities for individuals to take temporary leave without penalty. Career devel-
opment systems can emphasize work experiences tailored to individual goals
and preferences. It is also important to identify how individual career plans
and values contribute to the shared purpose.

Implementing supplemental WFPs as needed. At this point, it will be
possible to augment what has been done with programs such as child care,
parental leave, wellness, and fitness. Choice of programs should be based on
assessment of the situation and needs of all members.

Barriers to Balance

Creating a balance-friendly culture is not without difficulties. Potential
barriers include: resistance from mastery-oriented executives, the assumption
that life balance and organizational effectiveness are incompatible, authoritar-
ian assumptions regarding organization functioning, and pressure from
prevailing culture.

Resistance from mastery-oriented executives. Many executives have
received substantial externally-conferred rewards for, and have staked their
self-esteem on, operating in a mastery-oriented way. For them, the prospect
of change involves the likelihood of giving up the behaviors that have led to
tangible rewards and perceived security. This orientation hinders the willing-
ness to change, especially because of the pervasive need to appear masterful
and to avoid making mistakes or looking incompetent. Executives afraid of
losing effectiveness or rewards may claim that balance does not benefit the
organization when in fact it merely does not benefit them as individuals. The
only way to transcend this resistance is to help executives reco gnize that the

personal and organizational costs of mastery exceed the pain of change to
balance, and that the benefits of balance can exceed the benefits of mastery.

The assumption that life balance and organizational effectiveness
are incompatible. Mastery-oriented managers frequently express the concern
that employees’ balancing their lives will get in the way of their productivity,
and thus that a balanced culture will never get anything done. These managers
assume that creating balance simply entails allowing all employees to reduce
the time and energy they devote to work. They fail to recognize the benefits
that can result when employees live fulfilling and rounded lives. Furthermore,
a truly balanced culture as I have described it will gain effectiveness by

incorporating a more productive leadership approach and by more fully
leveraging the goals and talents of its members.




Conclusion

Authoritarian assumptions regarding organization functioning.
Many of the changes suggested here involve rethinking how decisions get
made, work gets designed, and value is created in the organization. The
interventions I have suggested for creating balance utilize the capabilities and
aspirations of all organization members by seeking the input and involvement
of all these members in the changes being made. This goes against traditional
models of hierarchy, which assume the subordination of individual capabili-
ties and needs to organizational plans and structures in which individuals are
interchangeable parts, and which also assume that senior management does
the thinking and everyone else does the executing.

Pressure from prevailing culture. The balanced organization will be
countercultural. The web of interconnected institutions and organizations that
surround it are likely to initially continue operating according to the mastery
orientation. Thus, balanced organizations must manage their boundaries so
environmental expectations and pressures do not push them back into old
ways. For example, such organizations can work with their suppliers, custom-
ers, and venture partners to encourage the development of balanced cultures,
so that all organizations interacting along the value chain operate according to
congruent principles. Similarly, it will be easier to create balance in start-up
organizations than to transform existing organizations, because the start-up
organization can select people, design work processes, and so on, congruent
with balance from the beginning.

Conclusion

Despite the obstacles to creating cultures that support balance, tremen-
dous benefits can ensue to the organization and to its individual members.
Organizational benefits include increased value creation, heightened creativ-
ity, more commitment from members, better decision making, and more
efficient resource utilization. Individual benefits include a feeling of in-
creased connection with the organization, enhanced personal life satisfaction
more fulfillment from work, and, of course, reduced work-family conflict.

WEPs play a key role in the balanced organization. Opportunities such
as flexible work structures and child care benefits are needed supports for
individuals seeking to integrate work and personal life and will continue to be
important within a balance-supportive culture. The difference will lie in the
success of WFPs’” implementation: For example, a wider range of individuals
will use these programs, and they will not be stigmatized for doing so.
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Beyond its role in supporting WEPs, balance-supportive culture has
broader significance as a potential context for other interventions towards
improved organizational effectiveness. Balanced organizations are congruent
with many currently popular workplace trends, such as empowerment, team-
based work, and continuous process improvement. Any intervention can
benefit from positioning within this culture, if the intervention is one that
advocates development and participation of members as an element in achiev-
ing improved organizational outcomes.

Despite the potential benefits, balanced cultures face an uphill climb in
taking hold in our mastery-oriented culture. Organizational members may
resist a new way of operating collectively that requires major shifts in behay-
ior and values; they may remain attached to an accustomed mastery-oriented
way of operating that will continue to characterize other institutions in their
environment.,

However, without a context such as the balance-supportive culture,
WEPs are unlikely to accomplish their objectives. The espoused intent of
WFPs—the desire to support individuals’ personal lives and life balance—is
a positive one, and one which has gained the commitment of many advocates
and organization members. The content of WFPs—providing logistical
support for individuals managing the work-personal life boundary—has been
helpful to many users. Yet, without a context that truly values life balance,
these positives will be continually undermined by the inherent imbalance of
mastery orientation.

The problems in WFPs’ typical design and implementation exemplify
the problem inherent in many fundamental change efforts. The very forces
which cause the underlying problem and the apparent symptoms also limit the
effort to create change. There is a lesson here for all who wish to facilitate
organizational transformation. As long as change agents continue to collude
with prevailing culture in this way, we will not create significant or lasting
change. To create fundamental change, we must step out of the mastery-
oriented way of thinking and acting—though doing so may require us to
confront discomfort and resistance from those who are invested in keeping
things as they are.
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ASSESSMENT 1
SYMPTOMS OF TIME AND ENERGY IMBALANCE

Place a check mark next to the items that describe you.

_ T bring work home on the weekends.

___ I continue working after my co-workers have quit and gone home.

___ I put more thought into my work than I do into my personal life relationships.

__Teaton the run.

___Idon’t have enough time to stay on a consistent exercise program.

_ 1 get an adrenalin “high” from dealing with pressures and challenges at work.

___ I'm more diplomatic with co-workers than I am with family members.

__ I find myself thinking about work while I am engaged in leisure activities.

__ I prefer working to engaging in leisure activities.

___Ikeep promising my family that I will cut down on working, but I don’t do so.

__ I get more recognition and respect at work than I do at home.

__Ifeel overloaded by all the roles I play in my life.

___ My organization demands a lot of work out of me.

__ The more work I have on my plate, the more I thrive.

I work harder when things are unsatisfying in my personal life.

__Iworry about my health.

___ T worry about the consequences for my kids of the moves we’ve made and my long
hours.

__ By and large, my worklife is more exciting than my personal life.

__Ifeel it’s my responsibility to provide for my family, even if it means long hours.

___ Idon’t have too much in common with other members of my family.

__Tdon’t spend much time in conversations and interactions with family and friends.

My family has adjusted to the pressures of my work.

___ Tlike it when my hard work is recognized by an increase in responsibility.

___TIfeel good in my outside life because of my work position and status.

What proportion of the above items did you check? When you look at the items you
checked, what is the message you get? Does it tell you your time and energy are out of
balance?

Source: Balancing Act: How Managers Can Integrate Successful Careers and Fulfilling Personal Lives, by
Joan Kofodimos. San Francisco: Jossey-Bass, 1993. Reprinted with permission.
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ASSESSMENT 2
SYMPTOMS OF THE COMPETITIVE-CONTROL APPROACH

Place a check mark next to the items that describe you.

— I'spend most of my time and energy working.
— After the excitement in my job, my personal life sometimes seems uneventful.

__ I'feel guilty when I am goofing off instead of accomplishing things, even on the
weekends.

When I go on vacation, I schedule every moment with activities.

—_ When I play sports or games with my friends, I play to win.

— T'get impatient when I have to wait in line or in traffic.

— Tlike to take charge and help others manage their affairs, even in my own family.
_ I get frustrated with people when they don’t live up to my standards.

— T get upset with myself when I make mistakes.

—_I'don’tlike to do things at which I’'m unskilled.

__ When I 'spend time with my partner or children, I like to have a goal or project to

work on,

— Most of the people I see socially are people I have met through work.

— My family and friends don’t always see the real me.

— I'don’t like to burden others with my doubts and worries.
T often seem to be in a hurry and pressured by deadlines.

___ T'push myself too hard and exhaust myself.

— I'take on too many projects and commitments.

— D prefer to do things myself rather than ask for help.

— Tlike to do things my way, and my way is often right.

— When things aren’t going well in my personal life, I throw myself into my work.

— When I sense tension between myself and my spouse or partner, I prefer to avoid it.

Look back on the check marks you gave. What does the total number, and the pattern of
items you checked, tell you? How do you react to seeing this self-description?

Source: Balancing Act: How Managers Can Integrate Successful Careers and Fulfilling Personal Lives, by
Joan Kofodimos. San Francisco: Jossey-Bass, 1993. Reprinted with permission.
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ASSESSMENT 3
SYMPTOMS OF SELF-IDEALIZATION

Place a check mark next to the items that describe you.

___Tlike people to know that I have a respected position in my organization.
___Tlike to convey a certain image of myself to others.

____ When things go wrong, I tend to look around for the culprit.

___ I'want to move up in my organization.

___ I sometimes demonstrate some personality traits that I don’t particularly like.
___I'have a lot of willpower, and I can control my feelings.

___ I prefer not to introspect; I'd rather focus on action in the external world.

__ If my organization really valued me, they would promote me to a higher level.
___ T admire many of my senior managers and would like to become more like them.
___ I want my bosses to think highly of me.

___ Part of my job is to carry out duties I don’t particularly enjoy or value.

____ Sometimes I think the people above me in the organization have all the power.

___Doing well in my work and career helps me feel good about myself.

Source: Balancing Act: How Managers Can Integrate Successful Careers and Fulfilling Personal Lives, by
Joan Kofodimos. San Francisco: Jossey-Bass, 1993. Reprinted with permission.
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ASSESSMENT 4 '

ORGANIZATIONAL EXPECTATIONS REGARDING
TIME AND ENERGY

Put a plus sign (+) next to items on the following list that are positively valued in your
organization or that represent desirable qualities in managers. Put a minus sign (~) next to
items that are negatively valued in your organization or that represent undesirable

qualities in managers.

You may want to respond to the items twice, once regarding what you think is expected
of you by others in the organization, and once regarding what you expect of others in the

organization.

Another way to respond to these items is to ask yourself which items best describe a

person who does well in this organization.

Imbalanced Commitment
(focus on work)

Keeping a “full plate”—a heavy, stressful
workload

Consistently spending long hours at the
office

Traveling to and from work destinations
on weekends

Giving work obligations first priority over
personal obligations

Preserving a family structure whose

demands are minimal (for example, a
male having a traditional spouse or a
female remaining single or childless)

Accepting work-related phone calls at
home on evenings and weekends

Doing work at home regularly

Accepting frequent transfers and
promotions that require geographical
moves

Balanced Commitment
(focus on work and personal life)

Talking about personal life at work

Refusing for personal reasons transfers or
promotions requiring geographical moves

Starting a family—becoming pregnant or

adopting a child

Going home during the workday to attend
to personal life responsibilities, such as a
sick child

Taking an extended parental leave
Setting limits on hours spent at work

Using alternate work designs, such as
flextime/flexplace

Taking your full vacation allotment

Preserving a family structure that
demands commitment (for example, dual
careers, children)

Do the pluses and minuses reveal any patterns? What does this signify about prevailing
norms in your organization regarding the investment of time and energy in work?

What similarities and differences do you find in what is expected of you and what you
expect of others? To what extent have you been a carrier of organizational norms
regarding the investment of time and energy in work?

Source: Balancing Act: How Managers Can Integrate Successful Careers and Fulfilling Personal Lives, by
Joan Kofodimos. San Francisco: Jossey-Bass, 1993. Reprinted with permission.
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ASSESSMENT 5
ORGANIZATIONAL CLIMATE FOR COMPETITIVE-CONTROL
OR COLLABORATIVE-CONNECTED APPROACH

Which of these characteristics are demonstrated by managers and executives in your
organization?

1. Choose one item in each horizontal row that characterizes the “typical” manager’s
approach. Put a “T” next to that item.

2. Choose one item in each horizontal row that characterizes the “best,” most effective,
or highest potential manager’s approach. Put a “B” next to that item.

Competitive-Control Characteristics Collaborative-Connected Characteristics
___ Suppress unacceptable parts of self __ Accept all of self
___Judge others ___ Accept all of others
____ Use instrumental approach towards ___ Seck intimacy
others
___ Use aggressive energy ___ Trust others
___Impose standards on others ___ Seek interdependence
____Push for results and closure ___Use process skills
____Maintain interpersonal distance ___ Accept limits of individual influence
___ Emphasize rationality, seriousness ___ Maintain own and others’ integrity
___ Strive to be autonomous, in charge ____Support individual growth needs

In which columns do the characteristics of “typical” and “best” managers tend to cluster?
‘What does this suggest about the valued and predominant leadership/management profile
in your organization?

Source: Balancing Act: How Managers Can Integrate Successful Careers and Fulfilling Personal Lives, by
Joan Kofodimos. San Francisco: Jossey-Bass, 1993. Reprinted with permission.
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CULTURAL PRACTICES SHAPING SELF-IDEALIZATION
VERSUS SELF-REALIZATION

Place a tick mark next to the statement in each horizontal row that best describes your
organization’s culture (either self-idealizing or self-realizing).

Self-idealizing Culture

Performance
Standards:

Employee voice/input
into performance criteria

__ Work design, goals, and
measurements are engineered
by managers or experts.
Changes in roles, structures,
and demands are engineered
by managers or experts.

Influence, efficacy, Outcomes on which individu-
control als are measured are affected
by variables out of their
control.

Measures and standards are
defined by managers or
experts, not the individual.
Performance expectations are
changed without providing
coaching and training.

Clarity of communica- Espoused performance

tion of performance standards differ from actual
expectations ones.

Individuals are faced with
conflicting performance
expectations and standards.

Changes in performance
expectations are vague.
Individuals do not understand
their role in supporting
overall company goals and

strategies.
Clarity of feedback __ People lack clear and accurate
regarding performance feedback about their career
and potential future.

People lack clear and accurate
feedback about current
performance.

Self-realizing Culture

Individuals have input into
their work design, goals, and
measurements.

Individuals have input into
changes in roles, structures,
and demands affecting them.

Individuals have influence
over outcomes on which they
are being measured.

Individuals are involved in

the definition of measures and
* standards for their work.
Individuals get coaching and
training to fulfill changed
performance expectations.

Espoused performance
standards are consistent with
actual ones.

There is consistency among
the performance expectations
or standards placed on
individuals.

Changes in role expectations
are clearly explained.
Individuals understand their
role in supporting overall
company goals and strategies.

People get clear and accurate
feedback about their career
future.

__ People get clear and accurate
feedback about current
performance.
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Value placed on
integrity versus
conformity

Career Models and
Systems:

Career development
values

Succession planning
emphasis

Individual role in
succession planning

Career track alternatives
and flexibility

Values and assumptions
about success

ASSESSMENT 6 (cont.)

Self-idealizing Culture

___ Constructive disagreement

with organizational policies
or decisions is suppressed.
People focus on managing
impressions.

__ Career development process

emphasizes vertical advance-
ment.

__ Assessment and development

focus on predetermined skills
and competencies for target
positions.

Succession planning is a
centralized activity that
involves individuals only
after a target position is
identified.

Career progress is defined as
a progression to broader
management responsibilities

and higher hierarchical levels.

Parallel career tracks are not
available.

People believe that the “best”
people are those who want to,
and do, make it to the top.

49

Self-realizing Culture

Constructive disagreement
with organizational policies
or decisions is encouraged.
People focus on accomplish-
ing the work.

__ Career development empha-

sizes individual talents and
growth.

Assessment and development
are tailored to desired
competencies derived from
individual goals.

People can learn of potential
position vacancies, participate
in evaluating them, and
identify their preferences.

Career progress is defined
according to individual
growth needs and can take
many forms.

Parallel career tracks are
available.

People believe that success
means pursuing individually
defined goals and preferences.

Source: Balancing Act: How Managers Can Integrate Successful Careers and Fulfilling Personal Lives, by
Joan Kofodimos. San Francisco: Jossey-Bass, 1993. Reprinted with permission.
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APPENDIX C: SAMPLE INTERVENTIONS TOWARDS THE
BALANCED CULTURE

The following interventions are examples of specific tactics and design
process in five areas of organizational practice: work design and staffing;
measurement, compensation, and incentives; performance management;
training and development; and career development.

Work Design and Staffing

__ Have all members conduct a personal assessment of beliefs about mastery.
Then have members conduct a personal audit, with others’ support and
input, to identify time spent on mastery-oriented activities that waste
organization resources or create little customer value (for instance,
multiple-level project reviews, multi-period/multi-level budget reviews,
and large-scale staff meetings).

Have work teams conduct a team assessment of beliefs about mastery and
then conduct a team audit to identify time spent on mastery-oriented
activities that waste organization resources or create little customer value.

Have the senior management team conduct an organizational assessment
of beliefs about mastery and then conduct an organizational audit to
identify time spent on mastery-oriented activities that waste organization
resources or create little customer value.

Clarify the organization’s core competence for value creation, with a team
representing all members. Define the critical skills which comprise that
core competence. Communicate core competence information to all
members.

Redesign all work processes collaboratively with all members to optimize
value creation. Reassign members to those processes collaboratively based
on aptitude and interest.

Clarify all role and performance expectations collaboratively with the
member having primary responsibility for establishing these in a self-
directed manner.
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___ Have members evaluate all processes and eliminate low value activities.
Allocate a portion of newly available time to the pursuit of life balance
and a portion to process improvement.

__ Identify sources and costs of internal error, waste, safety, or legal/
ethical issues with causes related to mastery-driven leader behavior.
Collaboratively identify and implement solutions.

__ Utilize self-selection staffing processes, where individual members match
themselves with existing jobs or propose new roles, based on the best fit
with their skills and interests and with needed contributions.

__ Utilize nontraditional staffing models (for instance, job sharing and
flextime) as appropriate.

__ Establish policies supporting time boundaries (for instance, discourage
phone calls or faxes to individuals’ homes after hours; discourage schedul-
ing out-of-town meetings requiring weekend travel).

__ Have members collaboratively identify and establish work design and
staffing strategies which will enable individuals to take temporary leaves
for sabbaticals or personal reasons without penalty to them (for instance,
cross-training, flexible teams).

Measurements, Compensation, and Incentives

__ Eliminate disproportionate managerial compensation which reinforces
self-idealization and imbalance.

__. Implement measures which track valued outputs and the actions which
create them. Design these measures collaboratively with all members
represented. Eliminate any measure of individual performance not related
to value creation (for instance, seniority, work hours, and volume).

__ Conduct discussions with members to identify how existing measures
support mastery-oriented behaviors, and revise these measures
accordingly.
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__ Implement compensation systems based solely on value creation (for
instance, contribution of individual outputs to total value creation, and
development of value-producing skills). Design these systems
collaboratively with all members represented. Eliminate any basis for
compensation not related to value creation (for instance, seniority, per-
ceived market value, span of control, and resources managed).

Conduct discussions with members to identify how compensation systems
support mastery-oriented behaviors, and revise these systems accordingly.

Establish organizational incentives for modeling, training, and enabling
life balance consistent with optimal contribution.

Establish organizational incentives for individuals to jointly optimize life
balance and contribution to organizational value.

Establish self-directed systems for reinforcing balance and for determining
balance-related rewards.

Collaboratively determine consequences for low value performance.

Performance Management

__ Create expectations for self-directed performance and self-directed teams.
Provide the training and support needed to implement these expectations.

__ Develop performance management systems which support self-direction.

__ Create expectations for, train, coach, and reinforce a collaborative-
connected leadership approach.

__ Create expectations for an appraisal process which is self-directed, col-
laborative, focused on value creation and its related behaviors and skills,
and which examines balance-related issues.

__ Collaboratively develop and implement performance feedback methods
which are self-directed and focus on value creation and personal develop-
ment through work and nonwork.
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__ Collaboratively develop and implement methods to confront and resolve
performance problems when they arise.

Training and Development

__ Provide help for individuals to assess gaps in their development and create
plans to address those gaps.

__ Collectively determine skill gaps, and collaboratively determine, based on
personal interests, which members will develop needed skills to support
team performance.

Assess critical skills which must be maintained to support the
organization’s creation of value, identify a team to monitor and maintain
the presence of these skills, collaboratively select members of this team
based on aptitude and interest in developing and passing on those skills.

Implement training to help members self-assess regarding life balance, or
conduct collaborative audits of life balance issues before they become
crises. Collaboratively plan preventive interventions (in contrast to the
palliative approach of employee assistance programs).

Train work teams to manage life balance and leadership issues within the
team and to intervene effectively to prevent or rectify balance-related
problems with individuals or the team.

Train work teams in collaborative-connected behaviors that facilitate their
overall team effectiveness.

Develop policies and practices which encourage training (either inside or
outside the organization) on skills which both enhance the organization’s
core competence and contribute to personal goals.

Train managers in skills and knowledge needed to jointly optimize indi-
viduals’ value creation for the organization and their attempts to balance
their lives (for instance, helping them set boundaries; encouraging self-
care; focusing on results rather than hours; applying policies equitably and
flexibly).
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__ Provide training for individuals on skills that support their development of
balance (for instance, managing work-personal life dilemmas; handling
stress; setting boundaries).

__ Designate coaches who can give ongoing support and feedback in the
productive use of collaborative-connected leadership behavior.

__ Provide self-awareness training opportunities for individuals (especially
executives) to recognize their inner balance issues, how these issues
hamper their effectiveness and well-being, and how the entire organization
is affected.

__ Have senior managers hold informal brown-bag sessions to share their
efforts to develop balance, and encourage others to try similar efforts.

Career Development

__ Encourage all members to develop and share personal career plans.
Reinforce support for individuals pursuing optimal careers whether in or
out of the organization.

___ Conduct discussions with all members to brainstorm ideas for linking
personal career goals to organizational value creation, without any limits
of timing, form, organizational status, or job structure.

__ Encourage team members to share career plans and collaborate on devel-
opment activities, especially when they can be linked to value creation or
core competence.

__ Identify key roles in contributing to the core competence, and develop a
pool of skilled members to prepare for those key roles.

__ Encourage nontraditional development opportunities (for instance, talent
sharing with alliance partners or suppliers, shadow development, simula-
tions or virtual jobs, shared experiences, and experience-specific role
substitution) which support value creation, life balance, and personal
development.
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Encourage activities which optimize both performance and development
(for instance, members practicing new skills in support of other members’
work, members learning a new skill and then advancing their own devel-
opment by teaching it to other team members, members performing
community service and public relations simultaneously).

Support independent entrepreneurial ventures which provide individual
development and also expand organizational core competence and value

creation.

Establish mechanisms to provide individuals with realistic feedback
regarding their contribution and capability.

Establish alternative career tracks such as technical ladders.

Provide opportunities for within-job development such as task forces, job
expansion, or special assignments.

Provide and encourage lateral movement opportunities that fit with
individuals’ interests and developmental needs.

Establish interactive processes for transfer and promotion decisions that
involve members’ families.

Provide relocation seminars for individuals and their families.
Provide relocation and job-seeking assistance for family members.
Establish a sabbatical policy that allows individuals to pursue their inter-

ests and goals and also builds their skills, knowledge, and potential
contribution to the organization.
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Whatever It Takes: The Realities of Managerial Decision Making (Second Edition)

M.W. McCall, Jr., & R.E. Kaplan (1990, Stock #218) ...c..corvrrriririrrieeneininenieeesseseesessesces s seeennes $30.40
The Working Leader: The Triumph of High Performance Over Conventional Management
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SPECIAL PACKAGES:

Conversations with CEOS (InClUGeS 310 & 316) .......ecuvivreraimmmaesomsesismmssssssssssisssssesssssssessassesesemenessnns $16.00
Development & Derailment (includes 136, 138, & 144) .ovivrenrriisinssinssesisosiessissmsssessssssensesessssssses $30.00
The Diversity Collection (includes 145, 236, 238, 317, & 320) .cccceveveveeeereereireeee e $85.00
Executive Selection Package (includes 141, 321, & 157) oottt eree e sar e $32.00
Feedback to Managers: Volumes I & IT (includes 149 & 150) ......ovvuieeeeeeeeecieceeercteeeere e $85.00
Personal Growth, Taking Charge, and Enhancing Creativity (includes 203, 204, & 205)................ $20.00
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BEYOND WORK-FAMILY PROGRAMS

CONFRONTING AND RESOLVING
THE UNDERLYING CAUSES OF
WORK-PERSONAL LIFE CONFLICT

The conflict that many people experience between their work and
personal lives has received a lot of attention in recent years. Organiza-
tions have attempted to alleviate this conflict by establishing work-
family programs, or WEPs, that address such issues as child-care
assistance, parental leave, elder care, flexible working arrangements,
wellness and fitness, and stress management. The existence of such
programs is a tangible acknowledgment of the seriousness of the
conflict and of the challenges that it poses for individual well-being
and organizational effectiveness. The problem is, WFPs are not
working very well. They provide some assistance to some people, but
most programs are not widely used and potential beneficiaries often
view them with indifference or even resentment. This report offers an
explanation for the failure of WFPs and suggests how they can be
reconceptualized to be an important part of a broader effort to create
organizations that support a balance between work and personal life.

The Author

Joan R. Kofodimos is a partner in The Renaissance Group, a
consulting partnership in Durham, North Carolina, that focuses on
human and organizational development. With a Ph.D. in organiza-
tional behavior from Yale University, she is a coauthor of Beyond
Ambition: How Driven Managers Can Lead Better and Live Better '
(1991, Jossey-Bass) and author of Balancing Act: How Managers Can
Integrate Successful Careers and Fulfilling Personal Lives (1993,
Jossey-Bass).
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