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Rob Hulls MP,
Minister for Industrial Relations

Balancing work and family responsibility is a great challenge not just for

individual empl@)ees but alsoforgovernment and local communities.

Many families are finding it increasingly difficult to secure a living wage, adequate predictable family
time (including shared holiday time) and workplace flexibilities to meet particular needs.

The challenge to balance responsibilities is as much about caring for young children and older
dependants as it is about being able to perform much needed voluntary work, such as coaching
local sporting clubs or working for the Country Fire Authority.

The Victorian Government believes that balancing work and family responsibilities makes good
commercial sense for business. Cooperative workplaces are happier, productive workplaces.

That is why the Government has developed this best practice manual of model clauses and agreements
to guide employers and employees in developing better work and family balance. The first of its kind in

Australia, it sets out the legislative framework and outlines the steps to be taken in making the workplace
more family friendly.

The manual builds on the Victorian Government’s commitment to working families over the past
eight years.

Through the Government’s Action Agenda for Work and Family Balance, we have developed a

series of programs and grants that have generated better work practices. We have also developed
guidelines for quality part-time work and for employee choice rostering as part of our Better Work
and Family Balance Program and commissioned groundbreaking research into work and family
issues in regional Victoria. This has identified the importance of community obligations to the work
and family debate.

But the challenge we face is to make the balance more achievable at the workplace level. This manual
is a key step towards moving this conversation from rhetoric to reality in Victorian workplaces.
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Introduction

The aim of this manual is to assist employees and employers to work together
to improve the balance between work and family in their workplaces.

The manual includes information on relevant legislation, examples of strategies
and policies, as well as a step-by-step guide to implementation. Examples of
clauses that have been written to be easily adapted to suit the needs of individual
workplaces are also included.

In order to provide readers with practical examples of how other organisations
have implemented better work and family balance strategies, the manual
also includes selected organisational case studies with contact details for
further information.

Industrial Relations Victoria acknowledges the contribution of Julie Kun in the
development of this manual.

Using this manual will help you work together to make your workplace more
family friendly.




Chapter 1.
Work and Family Balance
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Using research and practical examE)Ies this chapter sets out why it is important to

improve the balance between work responsibilities and family life. It also includes d
information on the means to ensure that everyone in the workplace can access the

available supports and provisions to assist the balance between work and family.




Chapter 1.

Work and Family Balance

What is work and family
balance?

A balance between work and family responsibilities
occurs when a person’s need to meet family
commitments is accepted and respected in
the workplace.

Helping people achieve a balance between their
family needs and their work commitments supports

productive workers as well as committed family people.

All people in the workplace, whether they are
employers or employees, will need to balance their
work with their family responsibilities at some time in
their working lives.

While some might have responsibilities for children,
others might also care for ageing parents, partners
or other family members who require ongoing or
temporary assistance.

One of the most common starting points towards
ensuring the balance between work and family
becomes a reality for all is by documenting family
friendly provisions in an agreement or a policy.

Family friendly provisions could include paid parental
leave, flexible working hours or telecommuting.
Further information about these provisions is
contained in this manual.

Work and family balance:
fairness for all staff
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Provisions to assist with the balance between work
and family must be available to everyone in the
workplace. However, not all people in the workplace
will need to or wish to access these provisions.

Provisions to assist the balance between work and
family reduce the barriers that may prevent people from
entering and remaining in the workforce. They enable
people with caring and family responsibilities to have
equitable opportunities to progress in their career in

the same way as those without these responsibilities.

Work and family balance provisions contribute
to equality in the workplace by recognising that
some workers have caring responsibilities. They
enable those workers to have fair access to
workplace opportunities.




Chapter 1.

Work and Family Balance

Why is work and family
balance relevant to all
working Australians?

While women still take major responsibility for the care of
young children, achieving a balance between work and
family responsibilities is also important for men.

Family responsibilities not only include caring for children,
but also meeting the needs of other family members such
as spouses (partners), siblings, parents and grandchildren.

The Australian workforce of the 21st century is very different
from that of fifty years ago. No longer does a household
typically consist of one full-time worker, usually a male,
and another adult, usually a woman, who is not in the paid
workforce and has prime responsibility for the household,
including care of children and other dependants such as
ageing parents.

Many changes have also occurred in the past 20 years,

including:

> In 1985, 45.6 percent of mothers with dependent children
were employed compared to 60.4 percent in 2003.*

> |n 1981, 51.1 percent of couples with children had one
person working full-time, in 2000 this percentage has
fallen to 30.5 percent.?

> Coupled families with both parents employed either
full-time or part-time had increased from 41.5 percent
in 1981 to 56.4 percent in 2000.3

There are now many more sole parent families in Australia.
This growth in the number of households headed by sole
parents increases the probability that many workers will have
either sole or primary carer responsibilities.

=

> Between 1976 and 1996 the number of sole parent
families increased more than threefold.*

> |n 2001, one-parent families represented 21 percent
of all families with dependent children.®

Along with more women entering the workforce there have

also been major cultural changes. Becoming a father today
will often mean wanting to have a more active involvement

in the day-to-day care and responsibility for the children.

And many men are now saying that while they want to work
they also want to take an active role in their family.

In one survey of 1000 Australian fathers, more than half
believed that the major barriers to being involved as fathers
were related to their participation in paid work; in particular,
workload or commitments, time pressures and the need to
earn an income. Sixty-eight percent of respondents also felt
they did not spend enough time with their children and 53
percent felt that their paid work and family lives interfered
with each other.®

And as it becomes more and more culturally acceptable
for men to provide daily care for their children, many more
men will request to have their family needs considered in
the workplace.

Those who are required to care for relatives who may have a
disability, are unwell or frail may also find it difficult to balance
their work with their family responsibilities.

> There are more than 322,000 Victorians with a severe or
profound disability (who) are assisted by family members.
Carers are of all ages but are most likely to be between
35 and 54.7

HREOC (2005), “Striking the balance: women, men, work and family” discussion paper, p 14.

2 Source derived from A Burbidge and P Sheehan (2001), “The polarisation of families” in J Borland, B Gregory, P Sheehan (eds), Work Rich and Work Poor: Inequality
and Economic Change in Australia, Centre for Strategic Economic Studies, Victoria University, Melbourne, p 128.

w

Source derived from A Burbidge and P Sheehan (2001), “The polarisation of families” in J Borland, B Gregory, P Sheehan (eds), Work Rich and Work Poor: Inequality

and Economic Change in Australia, Centre for Strategic Economic Studies, Victoria University, Melbourne, p 128.
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disability relating to ageing.

ABS (2002), Census of Population and Housing: Selected Social and Housing Characteristics, Australia 2001, Catalogue No.2015.0.

ABS (2002), Census of Population and Housing: Selected Social and Housing Characteristics, Australia 2001, Catalogue No.2015.0.

HREOC (2005), “Striking the balance: women, men, work and family” discussion paper, p 54.

Carers Victoria, “Carers in Victoria — the facts”, information in quote sourced by Carers Victoria from 2004 Australian Bureau of Statistics. These statistics also include



And with the ageing of the Australian population,
more workers are required to care for aged relatives.
In many circumstances, workers will be caring for
dependent children as well as ageing parents.

> Declining birth rates coupled with increased
longevity mean that Australia’s population growth
is slowing and the population is ageing. Within
10 years, Australians aged over 65 will account
for 14 percent of our total population.®

The reality is that more and more workers will need
time away from paid work to care for family members
who are aged or have a disability. These needs must
be recognised in workplace planning.

The composition of the typical family and the
expectations on individual family members are not all
that is changing in Australia. Many studies of Australian
population trends predict that the current skills shortage
will be exacerbated by the ageing population.

> Australia’s working population usually grows by
an average of around 166,000 people every year.
But trends already in place will see the working
age population grow by just 190,000 for the entire
decade of the 2020s — a tenth of the current pace.®

To attract and retain staff, workplaces need policies
that recognise the needs of modern families.

Organisations wanting to attract and retain the best
possible staff must allow for a balance between work
and family responsibilities.

Family friendly provisions
in the workplace
— a recipe for success

What do people with family
responsibilities need?

Professor Barbara Pocock identifies seven
needs of workers with family responsibilities:
a living wage, with some predictability and
security and the opportunity to live free of
financial stress;

- security of employment, which is vital to
family formation;

- adequate, predictable and common family time;

- flexible working conditions that allow workers to
deal with unexpected or predictable family needs,
including the opportunity to change working time
(ie to part-time work];

- the avoidance of excessive working hours;

- adequate paid and unpaid leave to deal with
personal and family sickness, birth, early

parenting, death and other times of intensive
family care or incident;

- quality, accessible, affordable childcare.
Pocock, B (2005), “The Impact of the Workplace Relations

Amendment (Work Choices) Bill 2005”, November 2005, p 8.
For the full paper go to www.irv.vic.gov.au.

Assisting the balance between work and family
responsibilities benefits an organisation in many ways.

Implementing family friendly provisions:

> s a cost-effective means of retaining skilled staff
and attracting new employees — thus reducing
turnover costs for the organisation.

> assists in gaining recognition as an employer
of choice within an organisation’s industry.

> increases the number of people returning to work
after parental leave.

> demonstrates to staff that they are valued, which is
a positive influence on staff morale and productivity.

> increases staff loyalty and support.

> maintains and improves service delivery by ensuring
highly skilled employees are recruited and retained.

> improves overall efficiency through the benefit
of retaining staff who have had an opportunity to
obtain an institutional memory, industry knowledge,
networks and contacts.

For more information on how to determine the cost
effectiveness of your organisation implementing family
friendly provisions, see Chapter 3.

8 Business Victoria (2006), “Work and family in Victoria — family and the Victorian workforce”,
at www.business.vic.gov.au/BUSVIC.3866846/STANDARD//PC_60623.html.

9 Access Economics (2005), “Workforce participation in Victoria”, p 26.

[5]
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Can our workplace afford
not to be family friendly?

Anyone raising the issue of family friendly provisions may
well be asked by staff and management if their workplace
can afford to be family friendly.

Many industries in Victoria have or will in future face skills
shortages. These organisations must do everything they
can to attract and retain staff.

When considering the costs of implementing family friendly
provisions, organisations must also consider the costs of
people leaving the organisation because of the lack of
such provisions.

To help assess replacement costs when a staff member
leaves, a costing grid has been included on page 20 of
this manual. This grid was originally formulated by Drake
Employment Services and may need some minor adjustments
in order to make it relevant to your workplace or industry.

Many family friendly provisions, such as a keep-in-touch
program for people when they are on parental or extended
leave, have very little cost to the organisation. Ensuring that
breast-feeding women have a clean and secure place to
express milk is another example that will have little cost
impact but may make the difference between retaining and
losing a valuable staff member.

By looking at what has occurred in the past, it is possible to
predict what will happen in the future. An example of how
organisations can estimate and plan for the taking of
parental leave is included below:

Why is it necessary to
document family friendly
provisions?

Estimating the cost of paid
parental leave

Between 2003 and 2005, an organisation had two staff
members go on parental leave - an average of 1 per year.
If it is agreed that there was nothing exceptional in the
2003-2005 figures, the following formula can be used
to anticipate the ongoing cost of 14 weeks of paid
parental leave.

In order to work out the costing, determine the average
wage of an employee in the organisation.
For this example, it is $850.00 per week.

1 employee X 14 weeks X $850 = $11,900

Anticipated costs of paid parental leave to the organisation
$11,900

Once your organisation has an accurate estimate of the
anticipated costs and savings associated with family friendly
provisions, it will be better placed to determine if it can afford
their introduction.

[6]

Documenting family friendly provisions enables
employers and employees to have a clear understanding
of the provisions that are available within an
organisation and how these can be accessed.

Some organisations, particularly those with few workers,
might not consider it important to document the family
friendly provisions that are available to workers.

However, with no documentation, confusion and tension can
occur because it will be unclear what the provisions are and
how people can access them.

[t might also be more difficult for managers to work out what
it is they can legitimately provide to assist workers with
family responsibilities.

New management and employees won’t know what family
friendly provisions are available unless these are documented.

Documenting provisions means that both employers
and employees are aware of their respective responsibilities
and obligations.

The most common way to document family friendly provisions
is by including them in an enterprise agreement or in a policy
and procedures manual.

The advantages of documenting family friendly policies include:
> all employees are aware of what is available.

> employees are able to forward plan based on the family
friendly provisions they know they are able to access.

> managers throughout the organisation are able to assess
eligibility for provisions using the same criteria.

> management is aware of practices occurring within the
organisation and can budget appropriately.

> staff are better able to understand why some applications
to access family friendly provisions are accepted while
others are rejected.

> there is a documented process for considering a request
and decisions can be made with transparency leading to
less conflict if a request for a provision is not granted.

> there is fairness and equity across the entire organisation.

> managers are aware of their legal responsibilities
and liabilities.



The provisions and policies that are available to assist
workers balance their work and family responsibilities
can be made available to all staff in either print
format or electronically through an organisation’s
intranet or shared network folders.

If an organisation has staff members who are unable
to access a computer, policies could be displayed on
noticeboards or in a staff or lunch room.

This manual is intended to make the task of
documenting the provisions more manageable.

How to document

work and family balance
provisions: agreement or
a policy and procedures

manual?

The Dandenong Division of
General Practice experience

The Dandenong Division of General Practice
provides support services and information to
doctors and staff working in some 86 medical
centres in the local area. The Division employs
23 staff to provide a mix of services to general
practices including health support, finance,
information technology and administration.

Several years ago, Division staff felt it was the right
time to encourage general practices to look at what
they were doing, and what could be done, to enable
doctors and practice support staff to better balance
work and family responsibilities.

However, they also realised that they needed to

look at what was happening in their own workplace.

The first step in achieving this aim was to set up
a working group.

The working group developed a survey for all
Division staff to complete which asked them what
they thought family friendly workplaces were, and
what could be done to become such a workplace.
The survey, which was done by anonymous email,
returned a 70 per cent response rate.

The survey confirmed that the Division was family
friendly - employees were able to work flexible
hours or from home, to take time off in lieu and
take carer’s leave.

But these practices were not necessarily established
in policies or procedures and staff members were
concerned that if management changed, their
informal entitlements might also change.

“Our family friendly practices, which were there
before, are now part of the culture. They are now
in policies and procedures manuals and any future
changes to working conditions have to be tested
against the family friendly provisos”, says Program
Coordinator Kate Russo. “This has given a lot of
employees the confidence that these things won’t
change in the future”.

Extract from the Dandenong Division of General Practice case

study ‘Helping to formalise family friendly doctor’s surgeries.’
To view the full case study, go to www.irv.vic.gov.au

[7]

Family friendly provisions and procedures are most
effectively and efficiently negotiated through a
collective agreement. And the most comprehensive
way to document family friendly provisions is to insert
a clause into a collective agreement. This method
ensures all staff are operating under the same family
friendly provisions. A policy can then be developed
to set out how the provisions will be administered.

Another option is to detail the provisions in a policy
and procedures manual.

Some organisations advise staff of a provision by memo
or email. This method has drawbacks as memos may
get lost, emails may be deleted and the information
regarding the provision may get lost over time.
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Chapter 1.
Work and Family Balance

|nse rtl ng fam | |y friend |y The clauses might also include a brief overview of why the
provisions into a collective
agreement

provision is important to the workplace.

Below is an example of a clause for paid parental leave.

Paid parental leave for non-casual staff

Paid maternity leave of 13 weeks is available to staff members
with 12 months continuous service at the date of going on
parental leave.

10 days paid partner leave is available to staff members
with 12 months continuous service at the date of going
on partner’s leave.

Paid adoption leave of up to 12 weeks is available to staff
members with 12 months continuous service on the date
of taking adoption leave.

Collective agreements make provisions available for all
eligible staff. This means everyone is operating within the
same provisions and implementation is easier for both
managers and staff.

A period of paid leave may also be available for staff
members who are granted long-term foster care or a
permanent care order of a child or children.

Staff wishing to appeal a decision may utilise processes

A collective agreement is a legal document that cannot be ) ; . .
as outlined in the dispute resolution clause.

amended while it remains in force over a specified duration,

for example, 12 months or up to five years. All agreements
will specify the start date for the operation of the agreement
and expiration date. The agreement will also specify how
and if the agreement can be altered.

Most agreements cannot be altered during the life of the
agreement unless there is consent from both the employer
and employees. Workplace policy and procedures on the
other hand can be changed by management at any time
with or without negotiation.

Usually about six months prior to the expiration of a collective
agreement, negotiations start for a new collective agreement.
This is the best time to start negotiating for specific clauses to
be inserted into a collective agreement or for existing clauses
to be modified to ensure they are more family friendly.

While the agreement is being negotiated, it should also be
sighted by all staff, thus ensuring they know the family friendly
clauses it includes.

Clauses in agreements usually include information on:
> the nature of the provision, for example, annual leave.
> eligibility criteria.

> what an eligible worker is entitled to, for example, 20 days
annual leave for full-time staff, pro rata for part-time staff.

> an appeals process.

[8]



Inserting family friendly
provisions into a policy
and procedures manual
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Policy and procedures manuals often include matters

not covered in agreements, for example, how to I—
evacuate the building in case of an emergency.
The policy and procedures manual will also outline the
administration of provisions in an award or agreement,
for example, where the application forms for long
service leave are located.

While some of the information in a policy or procedure
might repeat information in the agreement or award
clause, it cannot contradict information contained |—
in a collective agreement or award. For example,

if the agreement states that all staff are eligible for an
entitlement, the policy or procedure may not state that
only full-time staff are eligible for the entitlement.

Policies and procedures should include:
> the aim or purpose of the provision.

> the nature of the provision.

> eligibility criteria.
> what an eligible worker is entitled to.

> the application process including who has
decision-making responsibility.

> who or what department will administer the
application of the provision.

> an appeal process.

> the date when the provision and its associated
procedures will be reviewed.

While policies and procedures can be altered with
management discretion, management may not alter
aspects that are specified in an award or agreement.
And while policies and procedures can be altered at
the instigation of workers, management must

approve any change.

For more information on reviewing and assessing
clauses and policy and procedures, see Chapter 6.

[9]



Chapter 02:
- The Leglslanve Framework

This chapter sets out the legislative framework which underpins work and family
provisions and policies. While the focus here is on industrial legislation, anti discrimination
legislation is also important to consider. w—

Both the Equal Opportunity Act 1995 (Vic) and the Sex Discrimination Act 1984 (Cth)
protect employees from certain types of discrimination in the workplace.
For example, it is against the law to discriminate on the basis of gender, age,
pregnancy, disability, parental or carer status. For more information on state and
federal anti-discrimination legislation, see Appendix 3.

.,."




Chapter 2:
The Legislative Framework

CHAPTER 2

WorkChoices legislation Agreement making

and WorkChoices

In most workplaces, the introduction of work and family
balance provisions such as paid maternity leave occurs
as a result of negotiations at the workplace.

To achieve the best outcome in a negotiation it is
important for both employers and employees to
understand their rights and obligations. For this
reason, a good understanding of the Workplace
Relations Act 1996 (Cth) including the WorkChoices
amendments, is necessary.

This section provides a brief overview of the impact

of the WorkChoices amendments on awards and In 2005, the outcome of the Family Provisions Test
agreements. However, the legislation is complex Case heard by the Australian Industrial Relations
and it is highly recommended that you obtain further Commission (AIRC) entitled workers to a number of
explanations and information from your union, “rights to request”, including the right to request an
employer or employer association. additional 52 weeks unpaid parental leave and the
right to request part-time work until the child is of

school age. These provisions were designed to be
inserted into awards.

However with the WorkChoices changes to the
Workplace Relations Act 1996 (Cth), the majority of
these provisions and any other family friendly provisions
will now need to be negotiated.

The Australian Fair Pay and Conditions Standard

(AFPCS) at March 2006 prescribes legislative minimum

standards for (non-casual) staff. In summary these are:

> four weeks annual leave, two of which, subject to
certain conditions being met, can be paid out at
the request of the employee.

> 52 weeks unpaid parental leave after 12 months
of continuous service.

> 10 days personal leave per year (includes sick and

carer’s leave).

> 38 hour ordinary hours per week averaged over
52 weeks.

> minimum pay rates set or adjusted by the
Australian Fair Pay and Conditions Commission.

The Workplace Relations Act 1996 (Cth) provides
for several different types of negotiated agreements
between an employer and employee. These include
union collective agreements, non-union collective
agreements, Australian workplace agreements,
greenfields agreements and multiple business
agreements.

Under the Workplace Relations Act 1996 (Cth) the
following award conditions are termed as preserved
award entitlements: annual leave, personal /carer’s

[11]



Chapter 2:

The Legislative Framework

leave, parental leave (including maternity and adoption
leave), long service leave, notice of termination, jury service
and superannuation. Preserved award entitlements are
retained in awards if they are deemed to be more generous
than the Australian Fair Pay and Condition Standard.

It is therefore very important to remember that by signing an
agreement workers may terminate the conditions that they
were entitled to under their award. This may mean they lose
family friendly provisions such as sick leave or carer’s leave
entitlements that are over and above the Australian Fair Pay
and Conditions Standard (AFPCS).

Many workplaces will have agreements containing
entitlements in excess of these minimum standards.

All new agreements made from 27 March 2006 will

also include protected award conditions. Protected
conditions include:

a) public holidays

b) rest breaks (including meal breaks)

c) incentive-based payments and bonuses
d) monetary allowances

e) penalty rates

f) shift and overtime loadings

g) annual leave loading

h) outworker conditions.

= = 2 2

Protected conditions are taken to be included in an
agreement unless expressly altered by the agreement (and
only if an award was applicable to employees at the time of
making the agreement. Therefore these conditions are only
protected for the first agreement made under WokChoices).

For workers paid under $75,000 a year, if an agreement
removes any protected conditions, the agreement must
meet a “fairness test” which requires the agreement to
include “fair compensation” for the removal of those
conditions. The Workplace Authority (formerly the Office
of the Employment Advocate) will determine whether an
agreement meets the fairness test and what amounts to
fair compensation.

It is very important that employees do not trade away
protected conditions unless they believe that the agreement
provides equal or better value in return.

Protected conditions are taken to be included in an
agreement unless expressly altered by the agreement (and
only if an award was applicable to employees at the time of
making the agreement. Therefore these conditions are only

protected for the first agreement made under WorkChoices).

It is therefore very important that employees do not trade
away these conditions.

One way to prevent trading away conditions is for workers
to be aware of the value of the protected award conditions
prior to signing a collective agreement. However workers may
feel under an obligation to accept an individual contract or
Australian Workplace Agreement (AWA) that contains little or
no provisions to assist the balance between work and family.

The award system and
WorkChoices

An award is a whole document and, while many clauses can
be read alone, some are required to be read in conjunction
with other clauses. You should always check that in
interpreting a single clause, you have not ignored another
clause which may affect your interpretation. Indeed you may
also need to look at the award in conjunction with a certified
agreement or legislation.

An award is a legally binding document setting out the
minimum terms and conditions of employment for both
employees and employers who are party to the particular
award. It covers matters such as public holidays, sick leave
and overtime. Some conditions in awards may not be legally
enforceable as a result of the WorkChoices amendments.

* Source: Australian Government Award Review Task Force (2006), Final Report on Rationalisation of Wage and Classification Structures, July 2006,

Appendix (i), p 168, see ww.fairpay.gov.au/fairpay/publications/.

[12]



Different industries have different awards. For example,
police have one award and construction workers
another. All awards are different. One award could
include a clause for a family friendly provision such as
purchased leave or carer’s leave and another award
will not have that particular entitlement.

Some workers in Victoria are covered by an award and
an agreement. This is possible when a worker has a
workplace agreement which refers to an award. It is
important that if a worker is covered by an agreement
that they read their agreement to see if there is a clause
outlining any link between the agreement and an award.
If so, they need to determine the relationship between
the agreement and the award.

If the agreement is linked to an award, a worker may
be entitled to family friendly provisions in their award
as well as those listed in the agreement. A clause that
does specify the agreement’s relationship with an
award or awards often looks very similar to this
clause adapted from the Greater Bendigo City
Council Enterprise Agreement (2003).

Relationship to awards and other agreements
4.1 This Agreement shall be read and interpreted
wholly in conjunction with the following Awards:
—  The Victorian Local Authorities Award 2001,
or successor Award

—  The Nurses (Victorian Health Services) Award
2000, or successor Award

4.2 In the event of any inconsistency between any
of the Awards listed above and this Agreement,
the Agreement shall prevail to the extent of the

inconsistency.

Adapted from the Greater Bendigo City Council Enterprise
Agreement 2005.

The WorkChoices amendments are highly complex
and there has been much debate regarding their
impact on the status of award provisions. In some
cases, clauses in awards have become unenforceable,
meaning workers under that award are no longer
entitled to receive the provision.

Even when a clause has been deemed to be
unenforceable, employers may still choose to abide
by it in order to optimise the balance between work
and family. For example in the Social and Community
Services Award, the right for a worker to request
annual leave in single days is no longer enforceable,
but many workplaces in the Social and Community
Sector retain the condition because it provides
flexibility to both the employer and employee.

To find out if there is an award that applies in
_your workplace, ask your employer, call your
union, the ACTU helpline on 1300 362 223,
or contact the Workplace Rights Information
Line on 1300 882 64.8. Employers should

contact their employer association.
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Many workers in Victoria may not have seen their
award and, as a result, could be missing out on the
family friendly conditions to which they are entitled.
To view a current and up-to-date copy of your award,
call your union or visit www.wagenet.gov.au or
www.airc.gov.au.

Workers not covered by an award will still be entitled
to some family friendly provisions through the AFPCS
(see page 11 for current list of standards) and other
legislated requirements such as long service leave
and anti-discrimination.

Below is a list of work and family balance matters that

are often part of an award.

> Anti-discrimination: specifies that workers and
organisations bound by the award are subject to
state and federal anti-discrimination acts. For more
information on anti- discrimination legislation,
see Appendix 3.

> Part-time employment: specifies the range of hours
and entitlement arrangements for part-time workers.

> Annual leave: specifies the number of days leave
workers are eligible to access and the eligibility
criteria to access annual leave.

> Personal leave: may incorporate sick and carer’s
leave. The clause will specify length of time that
can be taken and the eligibility criteria.

> Sick leave: specifies the number of days available
and eligibility criteria for accessing leave.

> Carer’s leave: specifies the number of days
available and eligibility criteria for accessing leave.

> Parental leave: often incorporates maternal and
paternity leave.

> Maternity leave: specifies the length of time and pay
if any, (12 months unpaid is mandatory by law after
12 months of continuous service for a hon-casual
employee), eligibility criteria, process for applying
for leave, will also cover OH&S aspects regarding
working while pregnant such as transfer of duties
and processes and entitlements regarding returning
to work after maternity leave.

> Paternity leave: specifies the number of days paid
and unpaid and eligibility criteria for accessing leave.

> Adoption leave: specifies the number of days paid
and unpaid and eligibility criteria for accessing leave.

> Bereavement leave: specifies the eligibility criteria
and number of days leave a worker can take after
the death of a relative.

Further information
Australian Industrial Relations Commission
www.airc.gov.au

Australian Council of Trade Unions (ACTU)
www.actu.asn.au/work_rights

Jobwatch www.job-watch.org.au

Workplace Authority (formerly the Office of the
Employment Advocate) www.oea.gov.au

Victorian Workplace Rights Advocate
www.workplacerights.vic.gov.au

To access the Workplace Relations Act 1996,
go to www.austlii.edu.au.
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Chapter 03: How to Méke the
Workplace More Family Friendly

This chapter is designed to provide easy to understand information to use in
introducing and implementing provisions to assist the balance between work and
family. Information is set out in a series of eight steps. Employees, employers unions
and employer organisations should consider putting these eight steps into practice.




Chapter 3: How to Make the
Workplace More Family Friendly

Step 1. Gain support for
making the organisation
family friendly

The greater the extent that staff and
management support the introduction

of work and family balance strategies,

the easier it will be to implement any strategies.

Seeking to make the workplace more family friendly will
require support from key people within the organisation.
These key people could include staff, management,
union delegates as well as the chief executive officer.

In order to gain their approval and support, give some

thought to the following questions:

> What are the potential benefits of a better balance
between work and family from both a staff and
management perspective? A well thought out
rationale that shows benefits for both staff and
management is a great way to enlist people’s
support. For more information refer to (see page 5)
“Family friendly provisions in the workplace
— a recipe for success”.

> Who will be most likely to “champion” work and
family balance in the workplace? Champions
are people who will openly advocate for the
implementation of a strategy to assist the
balance between work and family. Champions
can be anyone within an organisation — a chief
executive officer, manager, a staff member or
anyone who has the ability to work with others
and communicate effectively.

> Who will be responsible for the family friendly project
and what resources will be required? The key
decision makers and potential champions will want
to know who is going to be responsible for seeing
this project through and how much time and money
will be required.

> How will you establish which family friendly
provisions might be required? For example,
will staff complete a survey or attend meetings
to speak about what they might need to achieve
a better balance between work and family?

> How long will all this take? You will need to
develop a suggested timeline for the process,
including time taken to implement the outcomes.

> What additional assistance and resources do
you think might be required to implement the
family friendly changes? For example, do you
think that more flexible hours will meet people’s
needs or would an employee assistance
program be of benefit? (More on employee
assistance programs in Chapter 4.) While you
might consider estimating potential costs, as
well as potential cost savings at this point, you
will not know exactly what these might be until
you ask staff members what they might require
to assist with their family responsibilities.

> What potential barriers are there and how wiill
you address these? Try to define how you might
tackle any potential barriers as early as possible.
For example, how will you overcome the possibility
that staff might have unrealistic expectations
regarding what can or will be delivered to assist
with the balance between work and family
responsibilities?

How to overcome
potential barriers

Consider potential barriers early. With forethought
and planning, most barriers can be overcome by:
- Ensuring consistency in the implementation
of provisions and strategies across the
organisation.

- Documenting provisions in a procedures
manual or preferably, as clauses in a
collective agreement.

- Providing information to all staff with the
authority to approve family friendly provisions
so that they are aware of the organisation’s
expectations and the processes to be followed
regarding assessing eligibility.

- Communicating information about family friendly
provisions to all staff.

- Keeping staff informed of available provisions,
eligibility criteria and how, when and to whom
applications should be made.

- Ensuring the family friendly provisions remain
relevant over time.

- Considering at the outset how family friendly
provisions will be regularly reviewed to
determine if they are meeting identified needs.
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Step 2:
Establish a reference group

Step 3:
Take stock

The ideal reference group is broad based and includes
representatives from the key decision makers and champions
as well as people who will ensure that the family friendly
provisions are supported and implemented.

The reference group might be made up of volunteers through
a self-selection process or people could be nominated to
represent key groups within the organisation. Or you might
consider a mix of interested volunteers and representatives.

Whichever way people are selected for the reference group,
the best outcome will be a representative reference group
which not only coordinates the project but also acts as an
information channel to and from the broader organisation.

Once your reference group has been established, it will
take on collective responsibility for the Work and Family
Balance project.

To ensure the reference group meets its agreed objectives,
there will need to be a chair who will act as a driver for the
project. There will also need to be clearly defined terms of
reference and a realistic time frame.

A representative reference group will help you
gather relevant information and disseminate it
effectively. It will also help when you come to

implementing provisions.

[16]

Your organisation may have more family friendly
provisions than you think. Find out exactly what your
organisation has in order to determine the gaps.

To assess your organisational needs and those of staff,
as well as the changes to be made to meet these needs,
the reference group will first need to take stock of what
already exists in the organisation.

Most organisations already have some form of family friendly
provisions and many have an organisational culture that is
supportive of family friendly provisions. However, in some
organisations there might not be a lot of accurate information
about the available provisions and staff might make
assumptions based on hearsay about their entitlements.

If your organisation is party to an award, an agreement or both,
these documents will help the reference group identify exactly
what family friendly entitlements are available. And if your
organisation has a policy and procedures manual, it will also be
important to note the family friendly provisions detailed in this.

The time and process needed to take stock will differ
according to the size and operations of the organisation.
Questions the reference group could ask when taking
stock include:
> What family friendly provisions already exist within

the organisation?

> How formal are these provisions, for example, are they
documented in a collective agreement or policy manual
or are they at the discretion of individual managers with
no criteria for access?

> What is the take up rate of these family friendly
provisions?



Step 4:
Assess the culture
of your organisation

Step 5:

Find out what staff might
need to assist them to
balance work and family

A family friendly culture is one that allows employees
to openly discuss their family responsibilities and
needs. It enables employers and employees to come
up with creative solutions in order to meet both
organisational and individual needs.

The checklist below will help you assess the family
friendliness of the culture within your organisation.

Checklist for a family
friendly workplace

V' Are there consultative processes in place that
enable staff to talk collectively and individually
about organisational and employee needs?

v Do staff, managers and the chief executive
officer react positively when family friendly
issues are raised?

v’ Do staff members and the organisation judge
the professional worth of staff members by the
quality of their work rather than the number
of hours they work each day?

v Is it acknowledged that staff members have roles
and responsibilities outside the workplace?

v’ Does the organisation and its staff recognise and
embrace staff diversity?

V' Are staff members with family responsibilities
seen as part of the ‘regular’ workplace?

v’ Are staff members who use family friendly
provisions, such as parental leave or part-time
work, treated in a similar manner to other staff
when accessing organisational opportunities,
including staff development, training and
promotion?

V' Are staff members encouraged to talk about
their family at work?

v’ Are family friendly provisions available within
the organisation and is everyone made aware
of how they can access these provisions?

v’ Are family friendly provisions documented and
is the application process clear to all staff?

When it comes to implementing a strategy
to improve the balance between work and
family, having a workplace with a family
friendly culture is more than half the battle.
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Find out what people want. There is no use
spending time and effort implementing policies
and procedures that no one wants or is going to
use. Asking what employees want demonstrates
that you take their opinion seriously.

If your organisation already has an inclusive culture,
then it is most likely that there is an established process
in place for management to talk with staff about what
they may require to assist with balancing work and
family. This process will also be used by staff to raise
issues relating to family friendly provisions.

Asking all employees to complete a written

survey about work and family needs can be a

comprehensive way to assess what staff members .
want and need. It is important to get a really good

survey response. And to achieve this, staff need to

feel secure that individual information will be kept

confidential and that any information that is provided

will be taken seriously. It is also important that the

survey is easy to access, complete and submit.

Appendix 4 of this manual includes a sample work
and family survey that can be used or adapted to
your organisation’s specific needs.

Information on work and family needs can also be
sought through individual or group discussions with
staff members. The conversation regarding work and
family balance could also begin with a general
discussion in a staff meeting.

The information collection process presents an
opportunity for the reference group to engage all staff
and management and to enlist their support. In order to
get an accurate reflection of what is required, it will be
important to ensure staff feel safe in responding frankly.

Important steps to take:

> Ensure that people know how the information
that they supply will be used and who will have
access to it.

> Ensure that people providing information feel that
their opinion is valued.

> Be inclusive — everyone within the organisation
should have an opportunity to give their opinion.

> Provide feedback to the entire organisation regarding
results of the information gathering process.

> Ensure that you don’t create a false expectation
that all ideas will be implemented.

> Ensure that you do not dismiss ideas automatically.

> Provide a realistic timeframe for when changes are
likely to occur.

> Ensure that any information individuals provide
about their family responsibilities is confidential.



Chapter 3: How to Make the
Workplace More Family Friendly

The Probuild Constructions Story

Probuild Constructions was established in 1987.

The company has been involved in such major projects
as the new Grandstand at Flemington Racecourse,
the Victoria Gardens Shopping Centre and Toyota's
Corporate Headquarters in Port Melbourne.

In May 2005, Probuild successfully applied for a Victorian
Government Better Work and Family Balance grant.
The company wanted to investigate work/family balance
at Probuild and develop a program that would work for
both the employees and the company.

A working group made up of staff, union and management
representatives was established to oversee a survey of
all staff and the development of initiatives as part of a
work/family balance program.

The survey, distributed to all 150 employees in Victoria,

was designed to:

- gather information about the work, family and life
pressures currently impacting on them and their families

- assess initiatives already in place to assist staff to
manage these pressures

- identify new initiatives that would have the greatest
impact on staff satisfaction.

To gain a picture about the impact working at Probuild
was having on families, a separate survey was also
prepared and circulated to the partners of all employees.

The response to the surveys was very good, with a

57 per cent return rate from employees and some 60
surveys (from approximately 85 distributed) returned by
their partners. Overall, employees reported that they were
happy working for Probuild but that the constant pressure
and long hours made it very difficult to successfully
combine work and family. Several responded that the long
hours - particularly working Saturdays - were having an
adverse impact on their personal relationships.

And the response from employees’ partners was even
stronger. They reported that the long hours and workload
meant that they had to take almost full responsibility for
day to day household management and family care, even
though many were also engaged in paid work.

Probuild decided that the response from partners required
further discussion so invitations to take part in a focus
group were sent home via payslips. Sixteen female partners
took part in the focus group. This led to recognition that the
company’s work/family balance strategy needed to include:
- flexibility for different employees and their families

to make choices that suited them best, with

acknowledgement of the differing needs of salary

and hourly rate employees

- reassurance that taking up work/family balance options
would not undermine anyone’s employment or position
with Probuild

- a commitment to reducing the number of Saturdays
people are required to work.

Working from all the information gathered by the survey
and the focus groups, the working group met regularly
to move the Probuild project to its next steps.

A work/family policy was developed based on five guiding

principles:

- All initiatives must be of mutual benefit to the individual
and company.

- Achieving better work and life balance is a team effort
involving individuals and managers.

- There is not one solution that will meet everyone’s needs.
- Hard work can be done flexibly.

- Good communications are fundamental to success.

All employees and their partners were invited to attend
a major launch where they received an information pack
outlining how the company intended to develop a better
work and family culture. The pack contained a booklet to
provide practical information for staff and their partners
so they could assess their own needs and then set and
achieve goals to bring about better work/life balance.

Following a launch, specific action plans were developed
to address key issues. An intensive training, development
and coaching program was instigated for managers and
performance review processes were changed to ensure
that every individual's work and family needs are
documented. For Director of Probuild, Ted Yencken,

the new work/ family balance program is a key element
in Probuild’s ability to retain and attract employees.
Extract taken from the Probuild Constructions case study ‘Better work

and family balance — moving to a more family friendly construction
industry’, To view the full case study, go to www.irv.vic.gov.au
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Step G:
Interpret the information

Step 7:
Develop a strategy
for implementation

Make sure the reference group allows time
for the information that has been gathered
to be interpreted and understood.

The reference group will now have lots of information
about what staff might need to assist them to balance
their work and family responsibilities and about the
additional family friendly provisions or strategies that
may be required.

This information will need to be collated and analysed
to identify preferred options for further investigation.

The French’s Laundry and
Dry Cleaners experience

When staff members at French’s Laundry and

Dry Cleaners in Healesville were asked what the
company could do to help their work and family
lives, they asked for information and training about
personal issues such as how to balance their own
finances, health and wellbeing, rather than how the
workplace might change to be more family friendly.

A training program was then developed based on
the survey results and consideration was given to
ensuring that these sessions were delivered using

different styles of presentation, venues and content.

Sessions in the Community module included
presentations on work and family balance and the
ways in which employees could access local
community services and learn more about how they
could be better involved in the greater community.

The results of the efforts to improve the working
lives of the French’s employees are clear to see -
the average period of employment has risen from
five to nine years; sick leave is down 10 per cent
and local community members now regularly
approach French’s for employment.

Extract from the French’s Laundry and Dry Cleaners
case study ‘Better work and family balance, — not just
a question of hours.” To view the full case study, go to
WWW.irv.vic.gov.au
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Using the information that has been gathered
the reference group can now work out the steps
for implementing the additional support options
and identify any additional resources that may
be required.

For example, will a recommendation for improved
access to job share need to be included in an
agreement or in a policy manual? (For more information
about where family friendly provisions can be
documented, see Chapter 1)

The reference group now has all the information
required to prepare a report outlining a strategy for
improving the family friendliness of the organisation.
This report is most effective when presented

to management and given to all staff who have
been consulted.

The report should include information about the benefits
of implementing particular provisions as well as the
costs of not providing a more family friendly workplace.

For more information about potential costs, see the
information set out in the following table.

Be clear about what is being recommended
and be thorough when developing a strategy

for implementation.



Chapter 3: How to Make the

Workplace More Fam

Friendly

Cost of Replacing an Employee

Hiring for a position paying: $45,000 per annum $23 per hour $0.38 per minute
Reports to position paying: $55,000 per annum $28 per hour $0.47 per minute

Cost
Recruiting
1 paid advertising 3 Inserts @ $800 per insert $2,400
2 prepare ad 2 hours @ $28.00 per hour $56
3 amend P.D 2 hours @ $28.00 per hour $56
4 review budget 2 hours @ $28.00 per hour $56
Screening process
5 review all 30 resumes @ 10 minutes per resume $141
6 short list 10 reviews @ 0.25 hours per review $71
7 enquiries 10 call backs @ 15 minutes per call back $71
Interviewing
8 interview 5 candidates 3 staff 3 hours per candidate $423
9 second interview 2 candidates 3 staff 3 hours per candidate $169
10 review and decision 2 reviews 3 staff 1.5 hours per review $85
11 admin work 30 letters and phone calls @ 0.25 hours per candidate $212
Orientation
12 meeting other staff 10 hours $282
13 preparing orientation schedule 2 hours $56
14 review protocols and processes 40 hours $920
15 become familiarised with IT 20 hours $460
Equipping /Administration
16 business cards $65 $65
17 equipment $300 $300
Training
18 training 3 Seminars @ $200 per seminar $600
19 site visits 6 hours $138
20 ongoing coaching 30 hours $846
TOTAL A $7,407
Lack of production on job
21 down time while learning $80 hours $2,240
22 coaching 40 hours $1,128
23 management down time 40 hours $1,128
TOTAL B $4,496
Cost of staff leaving
24 leaving staff members work hand over 40 hours $1,128
25 loss of institutional knowledge and networks $4,000 $4,000
26 loss of morale with other staff $2,000
TOTAL C $5,128.21
GRAND COST OF TURNOVER PER PERSON $17,031
GRAND COST OF TURNOVER PER PERSON AS % OF ANNUAL SALARY 38%
GRAND COST OF ANNUAL TURNOVER BASED ON 10 PEOPLE $170,312

This grid was originally formulated by Drake Employment Services.
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Step 8:

Review and evaluate

the effectiveness of the
family friendly provisions

As time goes on, both staff and organisational needs
change. This means that the family friendly provisions
need to be regularly reviewed.

With the ongoing involvement of the reference group,
regularly review and update the family friendly provisions
to ensure they remain current, fresh and relevant to staff
and organisational needs.

This could be done in a timeframe that suits
your organisation.

For more information on reviewing work and family
balance strategies, see Chapter 6.

The Media Equation Experience

Communication and design business Media
Equation received funding from the Victorian
Government’s Better Work and Family Grants
Program to investigate how their small company
could implement better work and family conditions
for their 12 staff.

As an outcome of the investigation Media Equation
worked collaboratively to document a framework
for flexible work arrangements.

Managing Director Rus Littleson says tha