
ResearchHCI 

In partnership with

The Family-Friendly Workplace:  
Integrating Employees’ Work and Life and the 
Impact on Talent Attraction and Retention



HCI Research

Copyright © 2013 Human Capital Institute. All rights reserved.iii

Table of Contents

Executive Summary ..................................................................................................................................................1

About This Research ................................................................................................................................................3

Definition of Key Terms ............................................................................................................................................4

Introduction ..............................................................................................................................................................5

The Decision to Offer Work-Life Benefits and Policies ...........................................................................................9

Work Flexibility Policies Are Prevalent and Important for Organizational Attraction and Retention .................. 10

A Supportive Work-Life Organizational Culture is Critical .................................................................................... 12

Beyond Flexibility Policies: The Impact of Family-Friendly Benefits ..................................................................... 15

The Failure to Calculate ROI of Benefit Offerings ................................................................................................. 17

Learning From The Experts: Best Practices on Benefit/Policy Implementation and Measurement ..................... 18

Conclusions From the Research ............................................................................................................................. 19

Appendix A: About The Research Partners ........................................................................................................... 21

Appendix A: About the Author ............................................................................................................................. 22

Appendix B: Respondent Demographics .............................................................................................................. 23

Appendix C: Reference List ................................................................................................................................... 26



HCI Research

Copyright © 2013 Human Capital Institute. All rights reserved.1

The Family-Friendly Workplace:  
Integrating Employees’ Work and Life and  
the Impact on Talent Attraction and Retention

Executive Summary
In the global competition for talent, organizations often distinguish themselves by offering attractive family-friendly 

or work-life benefits and policies, such as flexible work arrangements and on-site child care and fitness centers. 

The Family-Friendly Workplace and Benefits report summarizes the results of a national study conducted by 

HCI and commissioned by Knowledge Universe, U.S. This study explores how benefits and policies that help 

employees better manage and integrate their work and personal lives are used to support an employer’s talent 

management strategy. 

HCI surveyed more than 400 individuals at organizations of different sizes and types in North America. The 

individuals surveyed ranged from individual contributor to C-Level positions at their organization. The study 

specifically explores:

•	Making the Case for Family-Friendly Benefits How do organizations make the strategic decision to offer 

family-friendly benefits?

•	The Impact of Family-Friendly Offerings on Employee Outcomes Specifically, what are the outcomes that 

these benefits and policies have on talent attraction, retention, job satisfaction, and employee engagement?

•	Corporate Culture Matters Why is a work-life supportive culture critical to organizational outcomes?

•	Measuring the ROI of These Offerings Are organizations measuring the return on investment of the family-

friendly benefits and policies they offer? If so, what best practices can be shared?

From the quantitative survey, interviews with thought leaders, and secondary research the following results were 

revealed:

•	Work Flexibility Are Table Stakes and Important for Organizational Attraction and Retention Survey 

respondents overwhelmingly reported that the most common benefits/policies offered at their 
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organizations fell into the category of “flexible work arrangements” — 

which we defined as a formal or informal policy that allows the employee to 

control the “when” and “where” of how work is done. Work Flexibility was 

also the most important rated policy to have an impact on organizational 

attraction and retention.

•	Beyond Flexibility Policies: The Impact of Family-Friendly Benefits 

The majority of professionals in Human Resources Director positions 

or above rated benefits like on-site child care and back-up elder care 

as very effective for attracting and retaining employees. As flexibility 

policies become more widespread, organizations must find other ways to 

differentiate and compete for top talent

•	Benefits and Policies Lead to Many Important Organizational Outcomes 

Offering family-friendly benefits/policies led to the decrease in many 

negative outcomes such as, absenteeism and turnover. It led to the 

increase of job satisfaction, diversity, employee referrals, and the attraction 

of the right people to the organization. 

•	A Supportive Work-Life Organizational Culture is Critical Another key 

finding that emerged from the survey was around the impact of purely 

offering work-life benefits and/or policies. In fact, by simply offering 

the benefit, there is an effect on organizational outcomes (particularly 

engagement and job satisfaction), which is good news for employers 

concerned about utilization costs. The most impact on positive employee 

outcomes occurred when organizations offered benefits/policies AND 

fostered a culture of organizational work-life support.  Organizations that are 

work-life Integrators have employees who are more satisfied, engaged, and 

less likely to turnover versus organizations who are work-life Separators.

•	The Failure to Calculate ROI of Benefit Offerings Cost of the benefit/

policy offerings and the inability to measure ROI or outcomes are 

major limiting factors to implementation. This report concludes with 

best practices from subject-matter-experts for implementation and 

measurement of impact of the benefits/policies. Such advice includes: 

•	Conducting a needs analysis of your employees

•	Offering benefits/policies that are sustainable

•	Pilot testing prior to full implementation 

•	Communicating available offerings to employees and keeping them 

top of mind

•	Providing employees and managers with support

•	Measuring and evaluating the benefits/policies

2
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About This Research
The following research report was developed in partnership between the Human 

Capital Institute (HCI) and Knowledge Universe, U.S. in March 2013. A 42-item 

survey was developed and 403 responses were received from organizations 

headquartered in North America. The results of this survey form the basis of this 

research. Human resources professionals in director-level or above positions were 

targeted for certain questions in this research. Most of the respondents (73%) 

work in the human resources function at their organization. 

HCI conducted ten in-depth interviews with subject matter experts on the topic, 

including:

•	Alison Banks-Moore Chief Diversity Officer, EO/AA, WorkLife Initiatives at 

Horizon Blue Cross Blue Shield of New Jersey

•	Ann E. Burke Executive Director, Benefits at Boehringer Ingelheim USA Corp

•	Wendy J. Casper, Ph.D. Associate Professor of Organizational Behavior 

and Human Resources Management at University of Texas at Arlington, 

Department of Management

•	Wei-Li Chong EVP Human Resources at Knowledge Universe, U.S.

•	Matthew Grawitch, Ph.D. Organizational Psychologist, Associate Dean 

of Academic Development at the School for Professional Studies at Saint 

Louis University

•	Natalie Jackson Associate, Work-Life Programs at Booz Allen Hamilton

•	Jennifer Langone Senior Manager of Human Resources Services at Lego

•	Brenda Mullins 2nd Vice President, Diversity Officer at Aflac

•	Phyllis Stewart Pires Director of Work-Life Strategy at Stanford University

•	Katherine Reed Employee Services Manager in Space Park At Northrop 

Grumman Aerospace Systems 

To supplement these primary research methods, HCI researchers also reviewed 

relevant information from a variety of secondary sources, including white papers, 

articles, books, interviews, and case studies.
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Definition of Key Terms
Flexibility
A formal or informal policy offered by an employer that allows the employee to 

control “when” and “where” work is done. 

On-Site Child Care
Employer-provided child care located at or close to the employees’ place of 

employment.

Organizational Work-Life Support
A framework created for this research study that measures perceptions of an 

organization’s ability to be supportive of the work and personal lives of its 

employees. Based on high or low amounts of support and the number of work-

life benefit/policies offered by the organization, an organization can be classified 

into one of these four categories:

•	 Integrator — Organizations that offer many benefits/policies for their 

employees that help them manage work and personal time, as well as 

foster a culture that allows employees to make use of the benefits and 

perceive the organization as supportive of their personal demands.

•	Separator — Organizations that have low work-life offerings and 

employees perceive them as being unsupportive, or in conflict of, their 

personal demands.

•	Culture of Discouragement — Organizations that offer many work-life 

benefits/policies, yet employees perceive them as being unsupportive and 

most likely do not make use of the offerings.

•	Workplace of Good Intentions — Organizations with low numbers of work-

life offerings, but employees perceive the organization as being supportive 

of their personal demands. 

Work-Life Benefit
Benefits that help employees balance work and personal time and are a 

supplemental offering by an employer. Examples in this research included: paid 

family leave, back-up emergency family care, animal care subsidies or discounts, 

meal preparation or delivery, on-site child care, child care subsidies or discounts, 

on-site fitness centers, and health and wellness benefits outside of health insurance. 

Work-Life Policy
Policies commonly offered by employers and often do not have a direct cost to the 

employer. Examples in this research included: pet-friendly workplaces, sabbaticals, 

job sharing, ability to work from home occasionally or daily, easy transition between 

full-time and part-time for working parents, compressed work weeks (work 3 to 4 

days per week for longer hours), and unpaid family leave.

4
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Introduction 
In the global competition for talent, organizations often distinguish themselves 

by offering attractive benefits to their employees. One increasingly popular way 

to do this is to offer family-friendly or work-life benefits and policies, such as 

flexible work arrangements and on-site child care and fitness centers. Employers’ 

family-friendly programs are implemented with the intention that they will have 

some direct effect on employee retention, satisfaction, and productivity. If that 

effect exists, it would constitute some form of return on investment for the employer.

Organizations need to meet the changing needs of employees. There is an 

increase in the amount of conflict between the work and personal hours for 

employees. For instance, in 1977, 34% of employees reported experiencing some 

or a lot of work-life conflict, in 2008 that number rose to 46%.1 Today’s fathers 

are spending more time on child care, on average of four hours per workday, 

significantly more than in 1977, at 2.4 hours.2 The aging workforce is taking care 

of elderly parents; in just the past five years, over 54 million employees provided 

elder care.3 The demands on employees outside of work are increasing which 

challenges the balance to their work and personal lives. 

0 20 40 60 80 1000% 20% 40% 60% 80% 100%

Pet-friendly workplace

Sabbaticals

Job sharing

Work from home daily

Transitions between full and 
part-time for parents

Compressed work weeks

Change work start and  
end times daily

Return to work gradually 
after birth

Work from home  
occasionally

Change work start and  
end times occasionally

Unpaid Family Leave

Figure 1. Percentage of 
Respondents Who  
Indicate That Their  

Current Organizations  
Offers the Policy  

(N=403).

Fig. 1 displays the percentage of respondents who indicted that their organization offers the policy. Unpaid 
leave mandated by FMLA was the most popular response, along with work time and place flexibility.
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24%
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35%
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45%

55%
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1. Aumann, K. & Galinsky, E. (2011). 
The State of Health in the American 
Workforce: Does Having an Effective 
Workplace Matter? Families and Work 
Institute.

2. Galinsky, E., Aumann, K., & Bond, J.T. 
(2009). Times Are Changing Gender 
and Generation at Work and at Home 
— Families and Work Institute.

3. Aumann, K., Galinsky , E., Sakai, K., 
Brown, M., & Bond, J.T. (2010). The 
Elder Care Study: Everyday Realties 
and Wishes for Change — Families and 
Work Institute.
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This research study, focused on these benefits/policies and their outcomes, launches 

on the 20th anniversary of the Family Medical Leave Act (FMLA). While FMLA has 

ensured certain protections and benefits for working families, it could never account 

for every aspect of the modern worker’s needs in relation to their families. Elder care, 

flexible working arrangements and schedules, healthy living options and child care 

are all issues on the minds and desks of employers and employees.

To get baseline information on the prevalence of work-life benefits in 

organizations, we asked respondents to identify from a listing of 20 work-life 

benefits/policies which ones are available at their organization. The most popular 

benefits or policies currently available are flexible work arrangements. 

Previous research has shown the positive effects of work-life benefit/policy 

offering, for example: 

•	Work-Life balance leads to employee engagement,4 

•	Family-friendly workplace support from supervisors leads to employee job 

satisfaction,5 and

•	Employees with high access to flexibility are satisfied in their jobs and are 

very unlikely to turnover.6 

0 10 20 30 40 50 60 70 80

Back-up, emergency 
elder care

Animal care subsidies  
or discounts

Meal preparation and 
delivery for employees

Back-up, emergency 
child care

Child care on-site

Child care subsidies  
and/or discounts

On-site fitness centers

Paid family leave

Health and wellness 
subsidies
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Figure 2. Percentage 
of Respondents Who 

Indicate That Their Current 
Organizations Offers the 

Benefit (N=403).

Fig.2 displays the percentage of respondents who indicated that their organization offers the benefit. 
Health and wellness subsides, outside of health insurance, was the most popular benefit offered.
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44%
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4. Parkes, L.P. & Langford, P.H. (2008). 
Work–Life balance or work–life 
alignment? A test of the importance 
of work–life balance for employee 
engagement and intention to stay in 
organisations. Journal of Management 
& Organization, 267–284. 

5. Hammer, L.B., Neal, M.B., Newsom, 
J.T., Brockwood, K.J., & Colton, 
C.L. (2005). A longitudinal study of 
the effects of dual-earner couples’ 
utilization of family-Friendly workplace 
supports on work and family 
outcomes.” Journal Of Applied 
Psychology, 90 (4), 799–810. 

6. Matos, K. & Galinsky, E. (2011). Workplace 
Flexibility in the United States: A 
Status Report — Families and Work 
Institute.
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Beyond the identification of which benefits/policies are offered in organizations 

today, this study also examines the outcomes of those benefit/policy offerings. 

Offering benefits does indeed lead to many positive organizational and 

employee outcomes (e.g., Diversity of Talent, Attraction of High-Potentials, 

Employee Referrals, and Job Satisfaction). 

Figure 3. Impact Made on 
Positive Outcomes Rated  

by HR Leaders (N=134).

Additionally, by offering these benefits/policies, (see Figure 4) it can lead to 

the decrease in many negative organizational and employee outcomes (e.g., 

Absenteeism, Turnover, Business Expenses, Management Stress, and  

Employee Stress).

However, one potential negative impact of work-life policies is added stress on 

management. Results from this research show that managers are not adequately 

trained to be able to effectively manage benefits or properly handle the work-

life demands of their employees. Participants reported that offering work-life 

benefits and policies had a 57% reduction in employees’ stress levels and a 32% 

reduction in managers’ stress levels (see Figure 4). In addition, 46% of participants 

Fig. 3 displays the percentage of respondents who indicated that there was a change on the 
outcomes of job satisfaction, talent diversity, attraction of high-potential, and employee referrals 
because of offering of family-friendly or work-life benefits/policies. The question asked if there was 
an increased impact, no impact, a decreased impact, or an option if they do not measure the impact. 
Figure 3 filtered out responses from organizations who do not measure those outcomes. 

1%

Diversity of Talent

Attraction of  
High-Potentials

Employee Referrals

Job Satisfaction
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54%46%

40%59%
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DecreasedIncreased No Impact
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disagree with this statement from the survey: “My organization effectively trains 

supervisors and managers on how to deal with employees’ work and family 

needs.” This gap provides a real opportunity for Human Resources Management 

professionals to better train and support managers when implementing work-life 

benefits and policies. Management needs and expectations must be a consideration 

before implementation and a management training plan should be constructed.

Figure 4. Impact Made on 
Negative Outcomes  

Rated by HR Leaders  
(N=134).

0 20 40 60 80 100

Absenteeism

Turnover

Business Expense

Management Stress

Employee Stress

Fig. 4 displays the percentage of respondents who indicated that there was a change on the 
outcomes of absenteeism, turnover, business expenses, management and employee stress levels 
because of offering of family-friendly or work-life benefits/policies. The question asked if there was 
an increased impact, no impact, a decreased impact, or an option if they do not measure the impact. 
Figure 4 filtered out responses from organizations who do not measure those outcomes.
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38%57%

64%20%

32%43%25%

57%31%12%

2%

DecreasedIncreased No Impact

Lines of communication 
between employees and 
management need to be 
open as a best practice 
for implementing 
flexibility. It’s important 
to let employees know 
that flexibility is a benefit, 
and one that we want 
to continue to offer, 
but work/life balance 
is something individual 
that employees need to 
determine. “Balance” 
is different for each 
employee. It’s important 
for employees to create 
a balance and use 
flexibility so they can 
better manage non-
work commitments but 
not at the cost of the 
organization or the role.

—Jennifer Langone  
Senior Manager of 
Human Resources 

Services at Lego

16%

5%
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The Decision to Offer Work-Life Benefits and Policies 
Most often benefits are implemented because it is part of an organization’s 

brand. Survey respondents reported that the number one reason for offering 

these benefits is that it is part of the organization’s values and mission (37%). 

Surprisingly, only 14% responded that benefits are how they compete for top 

talent as respondents reported increased attraction of high-potentials because of 

their benefit/policy offerings (see Figure 3). 

Figure 5. What is the Number 
One Reason for Offering 
Family-Friendly Benefits/

Policies at Your Organization? 
(N=132)

Figure 5 shows the percentage of respondents who offered their number one reason for offering 
work-life benefits/policies at their organization. The majority of responses concerned offerings as part 
of the values and mission of the organization. This question was only asked to individuals who are in 
Human Resources Director positions or above.  

The reasoning behind offering work-life or family-friendly benefits/policies is 

changing. 

“Companies need to look at offering work-life and family benefits and 
policies less like an activity and more like an integrated approach to 
talent management. In the past, companies saw it as a cost or as a menu 
of activities that they provided to their employees. Now more and more 
companies look at these offerings as part of their culture. For example, if we 
believe in the health and wellness of our employees, how are we exhibiting 
that belief in all of our work environments from the workstations to the food 
provided in the cafeteria? How are we looking at benefit and policy offerings 
as a way of life for the organization?” 

—Wei-Li Chong EVP, Human Resources at Knowledge Universe, U.S.

Again, company values play a large role in the decision to offer benefits. Sixty-

five percent of respondents cited that company values and culture are factors for 

consideration prior to offering the benefit.  

37%

26%

14%

11%

7%

5%

It is part of the  
organization’s values 
and mission.

It meets the needs 
of the employees.

It is part of the  
business strategy.

It is how we compete 
for top talent.

I do not know.

Other
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Percentage Factor

71% Direction from leadership

65% Company values/culture

62% Cost of the offering

47% Employee survey results

43% Industry benchmarks

38% Exit interviews

32% Local market factors

25% Candidate feedback

8% I do not know

6% Others

Feedback and needs of employees are important consideration factors, as 

indicated below by Natalie Jackson, Associate of Work-Life Programs at Booz 

Allen Hamilton. 

“We do a good amount of research before we implement any program. How 
does the program fit within our organization? We do our due diligence to 
understand what our employees need, we use survey data, focus groups, and 
research market trends. We look at utilization data of existing programs and 
ways to enhance that even further.” 

—Natalie Jackson Associate, Work-Life Programs, Booz Allen Hamilton

Work Flexibility Policies Are Prevalent and Important 
for Organizational Attraction and Retention 
Work flexibility for employees, meaning working from home, changing hours, 

etc., was rated as the most popular benefit available at organizations today. In 

fact, 63% of employers now allow employees to work at home on an occasional 

basis; this percentage is up from 34% in 2005.7 

In addition to being the most popular benefit offered, Work Flexibility was also 

the most important rated policy to have an impact on organizational attraction 

and retention. Working from home occasionally and changing work start and 

stop times occasionally were the only work-life policies that showed statistically 

significant differences between attraction and retention, and both were rated as 

more important for retention. As displayed in Figures 6 and 7, most policies and 

benefits are effective at both attraction and retention. 

Table 1. Which Factors Are 
Taken Into Account When 

Benefits/Policies Were  
Created at Your Organization?  

(Select all that apply).

7. Matos, K. & Galinsky, E. (2012). 
National Study of Employers — Families 
and Work Institute.
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Figure 6. Attraction and 
Retention Comparison of 

Rated Importance  
of Offered Policies.

Figure 6 displays the percentage of respondents who rated the policy as important or very important 
for their attraction to their organization and for their retention. It is important to note respondents 
only rated the importance of the offering if it was available at their organization, thus sample sizes for 
each offering vary. 
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24%
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We pick up ideas from 
conferences, from 
our strategic outside 
partners to make 
sure we understand 
what is available and 
what is cutting-edge 
and what will be 
perceived favorably. 
We want to make sure 
we are a competitive 
employer. We develop 
a 3-year strategy that 
continuously gets 
refined and gets shared 
with managers all the 
way up the line. Then 
if it makes sense, we 
implement.

—Ann E. Burke 
Executive Director, 

Benefits Boehringer 
Ingelheim USA Corp.
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A Supportive Work-Life Organizational Culture  
is Critical 
It is not enough to just offer the benefits, a work-life culture of support needs 

to be fostered by the organization and perceived by the employee in order 

to truly make an impact on positive work outcomes such as job satisfaction, 

engagement, work-life stress, and less turnover. This research found that it is 

not enough to offer the benefit or policy; employees need to perceive that it is 

acceptable and encouraged to utilize the benefit. For example, an organization 

offers employees the option to work from home, but they rarely do so for fear of 

missing important meetings or being perceived as a slacker. 

Figure 7 displays the percentage of respondents who rated the policy as important or very important 
for their attraction to their organization and for their retention. It is important to note respondents 
only rated the importance of the offering if it was available at their organization, thus sample sizes for 
each offering vary. 

Figure 7. Attraction and 
Retention Comparison of 

Rated Importance of  
Offered Benefits.

51%

45%

49%
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26%

27%
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20%
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18%

25%

6%

19%

17%

6%

5%

5%

Important/Very Important in RetainingImportant/Very Important in Attracting

The perceptions of the 
support are really what 
drive employees’ work 
attitudes. If you have 
policies but don’t have 
a supportive climate 
then the policies will 
be useless. The climate 
matters more.

—Wendy J. Casper, 
Ph.D. Associate 

Professor of 
Organizational Behavior 

and Human Resource 
Management, University 

of Texas at Arlington, 
Department of 

Management
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In order to better understand the current state of work-life offerings and support, 

we split organizations by low and high number of offerings and low and high 

Organizational Work-Life Support. Only 29% of respondents are Integrators—

those who are part of an organization with both a high number of benefit 

offerings and a high culture of work-life support.

Low Organizational 
Work-Life Support

High Organizational  
Work-Life Support

High Benefit/Policy Offerings
Culture of  

Discouragement  
15.6%

Integrator  
28.5%

Low Benefit/Policy Offerings
Separator  

39.6%

Workplace of  
Good Intentions  

16.3%

Integrator: Organizations that offer many benefits/policies for their 

employees that help them manage work and personal time, as well as foster 

a culture that allows employees to make use of the benefits and perceive the 

organization as supportive of their personal demands.

Separator: Organizations that have low work-life offerings and employees 

perceive them as being unsupportive, or in conflict of, their personal demands.

Culture of Discouragement: Organizations that offer many work-life benefits/

policies, yet employees perceive them as being unsupportive and most likely 

do not make use of the offerings.

Workplace of Good Intentions: Organizations with low numbers of work-life 

offerings, but employees perceive the organization as being supportive of 

their personal demands. 

59% of Integrators 
responded that it’s part  
of organizational values 
and mission to offer 
benefits compared to  
22% of Separators

Table 2. Respondents’ 
Organization Work-Life 
Classification (N=288).
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Figure 8. Respondents’ 
Organization Work-Life 

Classification by Employee 
Outcomes (N=288). 
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Supportive Culture

Work-Life Separator: 
Low Offerings/Low  
Supportive Culture

Figure 8 displays the average rating on a seven-point scale for organizations that fall within each 
of the four categories. Organizations who offer the most benefits and foster a supportive work-life 
culture are most likely to see higher job satisfaction, engagement, and lack of turnover and see lower 
stress in their employees. 
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Being a work-life Integrator versus a Separator has a bigger impact on positive 

employee outcomes. There are statistically significant differences between 

workplaces that are Integrators and Separators on work-life stress, engagement, 

job satisfaction, and turnover intentions. Organizations that are Integrators have 

the most positive employee outcomes. 

Having a high work-life support culture is more important than a high number 

of offerings when it comes to these outcomes. There are statistically significant 

differences between organizations that foster a Culture of Discouragement 
versus Good Intentions on work-life stress, engagement, job satisfaction, 

and turnover intentions. Figure 8 displays respondents’ organization work-life 

classification by the employee outcomes mentioned above.
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Beyond Flexibility Policies: The Impact of  
Family-Friendly Benefits 

As flexibility policies become more commonplace in business today, 

organizations must find other ways to differentiate and compete for top 

talent and also meet the family demands of their employees. Of course, not 

all employees have children or increasing family responsibilities. Of those 

organizations that offer family-friendly benefits, most human resources leaders 

rated them as effective for attracting and retaining their workforce. Figure 9 

displays results filtered by respondents who are in Human Resources Director 

positions or above.

0 20 40 60 80 1000% 20% 40% 60% 80% 100%

Figure 9 displays ratings from respondents who are in human resource director positions and above and 
indicated that they measure attraction and retention of their workforce. There were 78 people who could 
answer this question based on their title but they only answered it if it was offered at their organization. 
For example, only 8 of the 78 were able to rate back-up elder care.

Child care on-site

On-site fitness centers

Back-up, emergency  
elder care

Back-up, emergency  
child care

Paid family leave

Meal preparation and 
delivery for employees

Health and wellness  
subsidies

Child care subsidies  
and/or discounts

Figure 9. Human Resource 
Directors or Above Ratings 

of Effectiveness of Available 
Benefits on Attracting and 

Retaining Employees.

Important/Very Important in RetainingImportant/Very Important in Attracting

82%

91%

80%

78%

63%

100%

58%

89%

57%

72%

56%

59%

41%

50%

20%

60%
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Meal preparation and 
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On-site fitness centers
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Figure 10 displays the rated importance of benefits NOT offered at employees’ organization. The 
sample size for each benefit differs because respondents only rated it if their current employer did 
not offer it. Health and wellness subsidies were rated as the most important potential benefit. 

Figure 10. Rated Importance 
of Potential Benefit Offerings 

NOT Offered at the 
Respondent’s Organization. 

Since the number of organizations that offer benefits like on-site child care 

are lower than those offering flexible work arrangements, the survey asked 

respondents to rate the importance of benefits of those NOT offered at their 

organization. Health and wellness subsidies are rated the most important, while 

meal preparation was rated as least important. 

Statistically significant differences emerged between rated importance and age 

of the respondent. Older employees placed higher importance on back-up elder 

care while younger employees valued paid family leave, back-up child care, child 

care subsidies, and on-site child care. This finding makes sense, thinking of the 

lifecycle of an employee, child care is more important to employees early on in 

their career. 

Very Important  
or Important

Neither Important  
nor Unimportant

Unimportant or 
 Very Unimportant

17% 45% 38%

17% 33% 50%

20% 34% 46%

22% 40% 38%

23% 34% 43%

26% 30% 44%

51% 34% 15%

53% 28% 19%

58% 31% 11%

It was a big decision 
and very costly for our 
management to put in 
an on-site child care, 
but our employees 
who have used the 
on-site child care are 
very loyal. They will 
remain because of that 
center. To see that your 
employer also values 
your child, that is very 
important.

—Katherine Reed, 
Northrop Grumman 
Aerospace Systems, 

Employee Services 
Manager in Space Park
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The Failure to Calculate ROI of Benefit Offerings
Most of the survey respondents (84%) will continue to offer benefits/policies. 

For those organizations that do plan to cut back on these offerings, cost was the 

most cited reason for doing so. Implementation and utilization costs are often 

cited as a major consideration factor for offering benefits or policies (see Table 1). 

However most organizations do not measure outcomes of benefits or know that 

family-friendly benefits pay for themselves.8 Citing costs as a limitation to benefit 

implementation without knowing how to measure outcomes or understanding 

where your costs lie is a missed opportunity to actually demonstrate and 

determine ROI.

Percentage Item

56% We do not measure outcomes or ROI

31% Metrics including turnover, performance reviews

29% Utilization rates

29% Health care costs

28% Employee surveys or focus groups

22% Implementation costs

11% C-Suite review of outcomes

8%
Measured the visibility or branding of our organization as a 

family-friendly workplace

2% Other

This research found that most organizations do not measure the attraction or 

retention of their workforce (47%), nor do they measure the ROI of work-life 

benefits (56%). The research found that organizations who measure attraction 

and retention are better at predicting talent needs and retaining top performers. 

Statistically significant differences emerged between those who measure and 

those who do not. See the “Learning From the Experts” section in this report to 

learn best practices for ROI and outcomes measurement. 

8. Bloom, N., Kretschmer, T., & Van 
Reenen, J. (2011). Are family-friendly 
workplace practices a valuable firm 
resource? Strategic Management 
Journal, 32 (4), 343–367.

You need support from  
top management to  
implement a benefit. It  
is a heavy lift; it is not  
something you can just 
roll out. There is a lot 
of tracking, managing, 
reinforcing, and 
ongoing dialogue. 

—Alison Banks-Moore, 
Chief Diversity Officer, 

EO/AA, WorkLife 
Initiatives at Horizon 

Healthcare Services, Inc.

Table 3. What Does Your 
Organization Use to Measure 

the Outcomes or ROI of its 
Benefits/Policies?  

(Select All That Apply.)
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Learning from the Experts: Best Practices on Benefit/
Policy Implementation and Measurement  
For this study, researchers conducted several interviews with subject-matter-experts 

on the topic of work-life benefits and policies, best practices for implementation, 

measurement of return on investment (ROI), and employee and organizational 

outcomes. The following list will be helpful for business leaders and human 

resources professionals to consider before implementing work-life benefits or 

policies. It can also be used as a guide for benefit evaluation and measurement. 

Conduct a Needs Analysis of Your Employees

•	Conduct surveys and/or focus groups with all your employees to 

understand their needs and values towards work-life benefits.

•	Look at offerings by competitor organizations and industry benchmarks.

•	Be inclusive of all your employees. All employees have demands on their 

lives outside of work even if they do not have children.  

Offer a Benefit or Policy that is Sustainable

•	Think long and hard prior to implementation about the sustainability 

of the work-life offerings. Will it be something your organization can 

support in the long-term? Negative impacts such as turnover or decreased 

engagement may arise if the offering is receded.   

Pilot Test Programs

•	Offer the benefit or policy to employees at one work location as a starting 

point for organization-wide implementation. This serves as a great way to 

test the offering and estimate costs. 

•	Pilot a test of new benefit or policy implementation with a group 

of employees who will provide honest, valid feedback as a learning 

experience for Human Resources, managers and employees. 

Communicate the Available Offerings

•	Communicate the offering on the intranet, internet and through 

information sessions for your employees. A benefit or policy can only be 

utilized and enjoyed if your employees know about it. 

•	Ensure that recruiters and hiring managers are aware of the details 

surrounding the new offerings. Encourage them to communicate these 

benefits and policies to all applicants and new hires. 

When an organization 
is thinking of offering 
a benefit, you need to 
think long and hard on 
the up-sides and down-
sides because if you 
have to take the benefit 
away, things are going to 
be worse than before the 
benefit was ever there.

 —Matthew Grawitch, 
Ph.D Organizational 

Psychologist, Associate 
Dean of Academic 

Development at the 
School for Professional 

Studies at Saint Louis 
University
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•	Be transparent with all stakeholders about the costs and expectations of 

the offering. 

•	Communicate benefits equitably across corporate and remote locations 

throughout the year.  Employees may not focus on the benefit until they 

run into a situation which they need the support; ensuring benefits are top 

of mind is important.

Provide Employees and Managers with Support

•	Create and foster a culture of promoting benefit use to maximize utilization.

•	Communicate expectations of how best to use the offered benefits to  

your employees.

•	Offer employees training on how to best maximize the benefit. In many 

cases, it may not be enough to give an employee the option to work 

from home without training on how to best manage their time. Not all 

employees are self-directed and excel at time management. 

•	Train managers on the details and expectations of the benefits and  

policy offerings.

Measure and Evaluate the Benefits and Policies

•	Construct a plan to measure outcomes of the offering before it is 

implemented. The only way to measure the impact made is to measure 

the outcomes you want to target before and after implementation. 

(For example, if you want to see the impact of back-up elder care on 

absenteeism, measure absenteeism pre-implementation and measure 

again after an appropriate period has passed.)

•	Collaborate with others in your organization who routinely work with data, 

such as those in finance or R&D. 

•	Work with business leaders to identify their most important metrics, 

and then actually use those metrics. Search for industry benchmarks to 

understand how the measured outcomes fare against others. 

•	Seek out qualitative data. Interviews with employees about their 

experiences are a valuable way to gather feedback. 

•	Make ongoing improvements to the offerings based on the data collected, 

if needed.

Before we implement 
anything, we get 
feedback from the 
employees. Is it a 
benefit they value? Is it 
something employees 
want? We measure 
this through surveys 
or focus groups. We 
then take the proposed 
benefit to executive 
leadership and they 
sign off on the program 
based on the cost 
and estimated ROI in 
terms of employee 
satisfaction. 

—Brenda Mullins  
2nd Vice President,  
Diversity Officer at  

Aflac USA Corp
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Conclusions from the Research
HCI and Knowledge Universe, U.S. gathered data from over 400 North American 

organizations ranging from less than 100 to more than 20,000 employees about 

their work-life benefit/policy offerings. The research revealed insights useful for 

business leaders and human resources practitioners to understand the reasons 

for and application of work-life benefit/policy implementation. 

It was no surprise that work flexibility (i.e., remote work on an occasional basis) 

was the most commonly offered work-life policy. Not only are those policies low-

cost, they are also the most desired by employees and have the biggest impact 

on attraction and retention. As most companies now offer some form of work 

flexibility, this has become table stakes. In order to attract and retain top talent 

companies are finding offerings pro-family benefits are a key way to differentiate 

their company from their competitors.

The data showed that age is a factor in what benefits are important and is based 

on stage of life. Younger employees placed a higher importance on back-up 

child care, on-site child care, and child care subsidies over older employees who 

tended to value elder care more. 

Most work-life benefits/policies have an impact on both attraction to the 

organization and talent retention. This is good news for employers who spend 

once for the benefit and get double the impact. 

Human Resources  practitioners need to be laser focused on the culture 

surrounding the organization’s work-life benefits/policies. Perceptions of a 

supportive work-life culture are even more important than offering lots of 

benefits while still maintaining an unsupportive work-life culture. 

While cost of the work-life benefit/policy tended to be a major factor in 

determining whether to implement in a given organization, most organizations 

do not actually measure the impact of those offerings. If organizations are 

interested in implementing work-life benefits they need to have a detailed plan 

for implementing the program, for measuring the ROI, and for training managers 

and employees to manage the benefits. Cost would not be as much of an issue if 

the ROI can be shown to bring positive impact and return to the company.

Organizations that are work-life Integrators versus Separators enjoy many 

positive employee outcomes, such as higher job satisfaction and engagement. 

Future research can measure Integrator and Separator organization’s profit and 

revenue to see the impact made on business outcomes. Tying benefits/policies 

to business metrics would gather more support from leaders, lead to more 

benefits and positive employee outcomes. 

We collect data on our 
programs, because this 
provides the opportunity 
to demonstrate a 
return on investment. 
We need to show up 
to the table with data 
to explain the value of 
what we are delivering 
to both HR leaders and 
other decision makers. 
In order to do this 
most effectively, you 
need to collaborate 
with the data people 
in your organization. 
The challenge is that 
collecting the correct 
data takes time. As 
part of your project 
and program plan, you 
need to reserve time to 
collect and analyze the 
data. You need to help 
the teams that work on 
these programs within 
your organization to 
understand how the data 
will ultimately help you 
accomplish your goals.

—Phyllis Stewart Pires, 
Director of  

Worklife Strategy  
at Stanford University
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Appendix A: About the Research Partners
Knowledge Universe, U.S. 
Knowledge Universe® believes that the power of education changes lives. 

Every day more than 300,000 children across the globe take their first steps, 

learn to read and prepare for school through our early childhood and school-

age programs in a nurturing and safe environment. The Knowledge Universe 

— United States family of companies includes KinderCare® Learning Centers, 

CCLC®, Champions®, Cambridge Schools™, Knowledge Beginnings®, and 

The Grove School® where more than 31,000 people help children discover 

books, music, science, sports, cooking, and language in a nurturing and safe 

environment. To learn more, visit us online at http://www.kueducation.com/
us and on Twitter. Outside the US, Knowledge Universe, U.S. affiliates include 

Busy Bees, Pat’s School House, Learning Vision, Brighton Montessori, Odyssey 

and The Children’s House.  Knowledge Universe, U.S. serves both community 

families as well as corporations across all sectors to provide child care and family 

care solutions, offering services through well-recognized institutions in early 

childhood, primary, secondary, and higher education.

Human Capital Institute (HCI) 
HCI is the global association for strategic talent management and new economy 

leadership, and a clearinghouse for best practices and new ideas. Our network 

of expert practitioners, Fortune 1000 and Global 2000 corporations, government 

agencies, global consultants and business schools contribute a stream of 

constantly evolving information, the best of which is organized, analyzed and 

shared with members through HCI communities, research, education and events. 

For more information, please visit www.hci.org.
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Appendix B: Respondent Demographics
 

Female

Male

Prefer Not To Say

Gender (N=286)

Age Range (N=283)

74%

24%

74%

5%

16%

37%

31%

10%

20–29

30–39

40–49

50–59

60–69

Children (N=283)

66%
34%

Yes

No
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12%

43%

45%

Age Range of Children (N=283)

Level of Seniority (N=285)

Functional Responsibility (N=285)

Baby — 3 years old and under

Young

Adult — Over 18 years old

32%

26%
9%

14%

4%

9%
3%

4%

C-Level (CEO, CHRO, CIO, etc...)

Exec. Vice President/Senior VP

Vice President

Director

Manager

Analyst

Team Member

Other

Executive Management

Human Resources/Recruiting

Marketing & Sales

Finance/Accounting

Research and Development

Operations

Legal

Other

4%

73%

8%

11%

1%
1%

1%

1%
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Number of Employees (N=282)

Revenue for Organization (N=228)

Government

Business/Professional Services

Health Care

Financial Services/ 

Real Estate/ Insurance Other

Chemicals/Energy/Utilities

Auto/Industrial/Manufacturing

Higher Education

Food & Beverage/ 

Consumer Goods

Non-Profit

Aerospace & Defense

Retail

Telecommunications

Bio/Pharmaceuticals/Life Sciences

Education

IT Hardware/Software

Construction

Media & Entertainment/ 

Travel/Leisure

Travel

Industry (N=285)

15%

2%

14%

12%

11% 8%
6%

4%
4%

4%
4%

3%
3%

3%

2%
2%

1%

1%
1%

Less than 100

101–499

500–999

1,000–2,499

2,500–4,999

5,000–7,499

7,500–9,999

10,000–19,999

More than 20,000

17%

16%

6%

11% 12%

5%

10%

20%

3%

25

Less than $10 million

$10–$50 million

$50–$100 million

$101–$500 million

$501–$999 million

$1–$4.9 billion

$5–$9.9 billion

$10–14.9 billion

$15–$29.9 billion

$30–$40 billion

N/A — Government or Non-profit
18%

15%

7%

17%

8%

14%

5%

9%

1%
2%

3%
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