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ABSTRACT 
An argument has been made for the development of a “business case” that demonstrates the 
value-added benefits for organizations that are responsive to their employees’ need to balance 
work/life demands. Utilizing human resource accounting methods, the researchers propose an 
integrated framework designed to generate numeric and monetary information detailing how 
organizations plan, acquire, allocate, develop, compensate/reward, conserve/engage, appraise 
human resources and assess firm performance. This framework can be used to create metrics, 
that when aligned with the strategic goals, allow for an evaluation of the financial benefits of 
work/life initiatives to the organization. 

__________ 
 
Work/life initiatives are single or bundled policies, programs, practices and benefits that are 
intentionally designed to alleviate or ameliorate the conflict and tensions in the interface between 
work and life (Arthur & Cook, 2003; Friedman, 1991; Lobel & Kossek, 1996; Perry-Smith & 
Blum, 2000). Within the work/life scholarship domain, colleagues have argued for the existence 
of a “business case” that demonstrates the value-added benefits for organizations that are 
responsive to their employees who are attempting to integrate professional (i.e., work) and 
personal (i.e., family or life) demands (e.g., Friedman; Pitt-Catsouphes & Googins, 2005). The 
development of a “business case” involves numerically demonstrating the economic costs and/or 
benefits of a particular organizational decision and is an important step in ensuring organization-
wide support for work/life initiatives (Galinsky & Johnson, 1998; Halpern & Murphy, 2005; 
Sullivan, 2002). Kossek and Lambert (2005) and Haas (1999) have suggested that organizations 
are more likely to change their structures and implement work/life initiatives if hard evidence of 
the outcomes of the business case and the strategic value of work/life initiatives is demonstrated. 
Phillips (2005) considers the lack of appropriate human capital metrics and the understanding of 
what could be measured as a major barrier to work/life initiative implementation. While 
considered progressive and innovative, work/life initiatives have rarely been measured, 
integrated, or aligned with the strategic business objectives of most organizations (Axel, 1996; 
Christensen, P. M., 1997; Christensen, K. E., 1998; Christensen, R., 2006; Galinsky & Johnson; 
Kearns, 2003). Thus, the purpose of this paper is to provide a holistic framework for creating 
work/life metric tools. A holistic system of work/life metrics can provide objective, credible 
measures (i.e., hard evidence) demonstrating how work/life initiatives create value by adding 
economic and social value to the organization’s business strategy (Kearns; Kossek & Lambert). 
 
Theoretical and Conceptual Frameworks. The theoretical and conceptual frameworks for 
developing metrics is influenced by an interdisciplinary intersection of content from strategic 
human resource management, accounting, finance, economics and social sciences (Cascio, 2000; 
Kossek & Friede, 2006). Although a number of theoretical and conceptual frameworks are 
relevant to the creation of work/life metrics (e.g., signaling theory (Hannon & Milkovich, 1996); 
institutional theory (DiMaggio & Powell, 1983); resource dependency theory (Pfeffer & 
Salancik, 1978), we briefly identify and define the two theoretical influences salient to the 
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development of work/life metrics: (1) strategic human resource management theory and (2) 
human capital theory. In terms of the strategic human resource management framework, human 
resource activities allow organizations to coordinate their human capital across the entire 
employment life cycle (e.g., acquisition, allocation, development, compensation, evaluation and 
conservation) in order to create and sustain a competitive advantage (Mathis & Jackson, 2003). 
Ultimately, strategic human resource management is concerned with maximizing value from 
human capital (Kearns). Metrics provide confirmation that human capital efforts have been 
successfully aligned in meeting the organization’s strategic goals and maximizing the value of 
human capital. In terms of human capital theory, Schultz (1961) and Becker (1993) contend that 
individuals and society reap benefits from financial investments in people. A constant theme in 
human capital is the relationship between the investment made by organizations in their 
employees and the organizations’ ultimate success (Phillips, 2005; Schultz). The main outcome 
from human capital investment is the performance change at the individual level, increased 
productivity, profitability and social consciousness at the organization level (Nafukho, Hairston 
& Brooks, 2004). Metrics provide an appropriate gauge for monitoring those investments over 
time.  
 
Approaches for Measuring Organizational Outcomes. A variety of approaches exist for 
measuring organizational outcomes. Building on the research of Kossek and Grace (1990), Lobel 
and Faught (1996) offered four useful approaches for measuring organizational outcomes that 
they labeled: (1) the human cost approach which focuses on cost-reduction through savings 
associated with reduced costs in labor like retention, tardiness, absenteeism; (2) the human 
investment approach which examines the outcomes influenced by support systems provided by 
the organization to enhance recruitment, employee performance and morale; (3) the stakeholder 
approach which attempts to monitor the gained benefits (e.g., corporate image, improved 
attitudes, satisfaction levels) experienced and reported by internal (e.g., employees, management, 
executives) and external (e.g., customers, shareholders, regulatory agencies) stakeholders; (4) 
and the strategy approach which determines how well work/life initiatives drive the 
organization’s ability to align and move forward with key business initiatives and objectives. A 
number of researchers have examined work/life initiatives using these approaches (e.g., Cascio, 
2000; Konrad & Mangel, 2000; Litchfield, 1999; Mirvis & Graney, 1999). Although not 
typically used in a work/life context, the strategic approach relies upon metrics and has been 
described as a driver of human resource initiatives by Becker, Huselid and Ulrich (2001), 
Huselid, Becker and Beaty (2005), and Lambert (1999), among others.  
 
Creating Metrics: Categories, Computations, Contexts & Clusters. Clearly, metrics are the sine 
qua non of the business world. Conceptually, the process for developing work/life metrics is not 
dissimilar to the development of other human resource metrics (Kane, 1999) and includes 
traditional accounting categories (i.e., volume/quantity, cost, income, time, quality and 
stakeholder reaction), computational methods (i.e., rate, ratio, composition and indices) and an 
almost infinite variety of possibilities for contextually “cutting” or cross-secting the data 
(Flamholtz, 1999; Fitz-enz, 2000; Huselid, Becker & Beaty, 2005; Phillips & Phillips, 2005).  
Based on an extensive review of the work/life literature (e.g. Arthur & Cook, 2003, 2004; 
Christensen & Staines, 1990; Greenhaus, Parasuraman & Collins, 2001; Huselid, Becker & 
Beaty, 2005; Kossek & Friede, 2006; Kossek & Ozeki, 1990; Perry-Smith & Blum, 2000; 
Phillips, 2005; Roehling, Roehling & Moen, 2001), salient clusters of functional activities that 
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are sources of metric data were identified and includes attendance, benefits, compensation, 
organizational and employee culture, leadership and management, customer relations, flexible 
work arrangements, legal issues, health and wellness, recruitment and retention, and 
organizational effectiveness. R. Christensen (2006), Kerns (2003), Pfeffer (1997) have noted the 
actual work/life metrics created and used by an organization should be limited in number, 
difficult to manipulate, relevant to what is being influenced, and customized using the relevant 
categories, computations, contextual cuts, and clusters for creating metrics. Additionally, the 
metrics should be systemic in scope, and strategically aligned with the organization’s business 
plan in order to measure the impact, effectiveness, and efficiency of the work/life initiatives that 
are adopted and implemented. 
 
The Work/Life Human Resource Accounting Model. The Work/Life Human Resources 
Accounting Model (WLHRAM), as shown in Figure 1, allows organizations to customize their 
analysis of work/life initiatives using an integrated system human resource management 
processes that strategically influence the financial success of the enterprise (Christensen, R., 
2006). This is visually demonstrated with work/life initiatives being placed at the center of the 
nine-element model and assumes the availability, awareness, accessibility, affordability, 
utilization and satisfaction of work/life policies, programs, practices and benefits that are 
intentionally designed to facilitate work/life balance (Arthur & Cook, 2003; Friedman, 1991; 
Lobel & Kossek, 1996). The WLHRAM is a modified extension of the human resource 
accounting models of Flamholtz (1999) and Fitz-enz (2000) providing an efficient and effective 
system for describing the transformational processes of converting human resource inputs to 
human capital outputs. One of the primary benefits of the integrated model is that it can be 
customized to an organization’s strategic business goals/objectives. Subsequently, strategic 
planning should occur before the internal processes, with firm performance goals/objectives 
being the driving outcome. Organizations can select the specific internal processes that best 
measure the goals defined during the planning phase. Due to our contention that firm 
performance will ultimately influence strategic planning, a feedback loop exists between firm 
performance and strategic planning. 
 
Strategic Planning is the verbal description of the mental picture or vision of a business strategy 
identifying the driving force(s), or DNA, for what the organization is destined to look like in the 
future (Robert, 2005). Strategic plans help to foresee the future by analyzing current trends, 
threats, opportunities and events that would positively or negatively impact the organization’s 
opportunity for creating excellence and fulfilling the business strategy intended to yield 
sustainable competitive advantage (Baun, 2002; Fitz-enz & Davison, 2002; Robert). The goal of 
HR strategic planning should be to articulate, in concrete terms, how to promote effectiveness, 
efficiency, and impact in the human resource function in supporting the overall business strategy 
(Christensen, R., 2006; Gates, 2004; Kearns, 2003; Kossek & Friede, 2006). 
 
Talent Acquisition is the process of adding value to the organization through the quality of the 
human capital that is acquired (Lockwood, 2005; Sullivan, 2002). Research by Cascio and 
Young (2005) and Fitz-enz and Davison (2002) has suggested that an individual’s desire to 
balance work and family makes recruitment, selection and hiring more difficult. Arthur and 
Cook (2003) have noted that the size and quality of applicant pool for highly skilled laborers will 
be increased due to the adoption of work/family initiatives, and will ultimately provide greater 
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productivity, profits and competitive advantage to the organization. Perry-Smith and Blum 
(2000) suggested that work/life initiatives provide signals to current and prospective employees 
that allow them to make judgments or draw conclusions about the values and philosophies of the 
organization.  
 
Talent Allocation and Citizenship involves management aligning and placing talent into assigned 
jobs in such a way that fully utilizes individual talent capacity (e.g., knowledge, skills, abilities), 
maximizes individual and organizational productivity, and promotes employee citizenship 
behaviors through individual and job satisfaction, all of which provide a greater return for the 
organization (Flamholtz, 1999; Fitz-enz & Davidson, 2000). The criticality of allocation was 
shown in Buckingham and Clifton’s (2001) study which found only 20% of employees felt they 
were working in jobs that utilized their talents. 
 
Talent Development is the strategic development of inherent talents into mature strengths that 
enable employees to maximize their performance potential (Buckingham & Clifton, 2001). Fitz-
enz (2000) maintains that training value goes beyond cost payback, “if you spend time and 
money helping people learn and grow, you make a deposit in their loyalty bank” (p. 99). He 
further suggests that providing training shows employees that the organization cares about not 
just performance, but also about their personal and professional goals. 
 
Talent Compensation, Recognition and Reward includes the pay, promotion and benefits 
(defined as indirect compensation, financial or otherwise, that provides added psychological 
safety, promotes goodwill and rewards employment) that are provided to employees in exchange 
for the work performed (Fitz-enz, 2000; Flamholtz, 1999; Sprague & Cheddie, 2002). Sullivan 
(2002) maintains that employees who perceive inadequate pay and benefits will perform their job 
at as little as 85% of personal capabilities. Wallen (2002) noted that many employers prefer to 
offer lucrative work/life benefits because they are more flexible and more economical to the 
organization than paying above-average salaries/wages. 
 
Talent Appraisal is the “the systematic description of job-relevant strengths and weaknesses 
within and between employees or groups” (Cascio and Aguinis, 2005, p. 82). Galinsky and Bond 
(1998) contend that when work and life are in conflict, negative spillover from home will result 
in diminished job performance and ultimately lower performance evaluations. Similarly, 
Lambert, et al. (1993) found employees who accessed and utilized work/life programs had higher 
performance evaluations than those who didn’t. To maximize employee performance, 
organizations should develop a talent appraisal program that integrates work/life philosophy and 
business goals. 
 
Talent Conservation is the process of maintaining and safeguarding the maximum capacity of 
human capital (Flamholtz, 1999). Major threats to the deterioration of talent conservation that 
have been studied in the work/life field include absenteeism, turnover, tardiness, security, 
distraction, depression, and health-related stress (e.g., Cascio, 2000; Friedman, 1991; Greenhaus, 
Parasuraman, & Collins, 2001; Konrad & Mangel, 2000; Rau & Hyland, 2002; Schaufeli & 
Enzmann, 1998). Affective commitment literature suggests that organizations offering work/life 
initiatives that assist employees in experiencing a positive, bi-directional relationship with the 
organization results in higher engagement and loyalty, lower absenteeism, and fewer intentions 
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to quit or leave the organization voluntarily (Bernthal, 2004; Employee Engagement, 2005; 
Greenhaus & Parasuraman, 1999; Grover & Crooker, 1995; Konrad & Mangel, 2000; Lobel, 
1999; Lobel & Kossek, 1996; Sutton & Noe, 2005).  
 
Finally, an analysis of firm performance involves not only a study of organization’s balance 
sheet in terms of productivity, profits, revenue, share price and market share, but also the firm’s  
reputation and competitive position in the industry (e.g., customer loyalty,  first-mover/ 
innovator). The addition of firm performance in the framework is supported in studies conducted 
by Arthur (2003) and Arthur and Cook (2004), who found significant, positive relationships 
between the announcement of a work/life human resource initiative and share price. 
Additionally, Perry-Smith and Blum (2000) found that organizations with wide-ranging 
work/life initiatives/climate achieve higher levels of organizational performance, market 
performance and profit-sales growth. 
 
Implications for Theory, Research & Practice. It is our assumption that the gateway to the 
creation of sound HR strategies should be theory (e.g., Grandey & Cropanzano, 1999; Kearns, 
2003; Wallston & Armstrong, 2002). Utilizing a strategic human resource management 
framework, we have interwoven a single human resource initiative, like work/life, illustrating 
how it can be holistically integrated into the entire HRM framework to strategically contribute to 
the organization’s business strategy. A holistic and interconnected network of metrics, created 
under the guiding principles described in the WLHRAM, provide a strategic framework for 
gauging “how well” work/life initiatives create value throughout the entire HR system (Kearns; 
Pfeffer, 1997).  
 
In terms of research, we support Kossek (1987) and Kossek and Friede’s (2006) contentions that 
research is beneficial for building the business case for work/life initiatives. In support, we 
believe metrics created using the WLHRAM provides researchers with objective, credible 
measures (i.e., hard evidence) to test hypotheses and isolate key causal processes in order to 
examine where work/life initiatives (alone or in bundles) within the employment life cycle (e.g., 
talent acquisition versus talent development) create value and ultimately contribute to the 
performance level of the organization. Additionally, metrics created from the WLHRAM allow 
for a potential comparison of organizations across stages describing the maturational level of 
work/life implementation and commitment (e.g. Families and Work Institute four-stage 
typology) (Friedman & Johnson, 1996). Utilizing the FWI four-stage typology, future research 
that examines the metric relationships (e.g., talent acquisition costs with firm-level costs) 
described in this paper across these four stages would be a significant strategic contribution in 
making the business case. Each of the four commitment stages in the FWI typology reflects an 
increasing level of investment of organizational resources, which at some threshold reaches 
maximum effectiveness—for employer and employee.  
 
Concerning practice, this paper provides a set of instructional tools for developing organization 
specific metric systems. We contend that these tools have a wide range of application, and are 
therefore not restricted to only work/life initiatives. Instead, the framework espoused in this 
paper can be used for almost any human resource initiative. For example, how do wellness or 
safety programs impact the organization’s business strategy in terms of strategic human resource 
functions? As Kearns (2003) has noted, organizations claiming to possess HR strategies need to 
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be able measure the value contribution of those strategies to the business. Our hope is that 
researchers and scholar/practitioners in the work/life domain will develop and utilize work/life 
metrics to conduct research, document progress, measure accomplishment, secure management 
support and track the efficiency and effectiveness of their work/life initiatives. As practitioners 
are experiencing greater accountability for the financial outcomes of human resource functions, 
as well as a desire to become “leaders” in business, they must learn and use the credible 
measures of business—metrics (Sullivan, 2002). 
 
In conclusion, given their increasing importance, work/life researchers and scholar practitioners 
need expertise to further develop human capital metrics to establish and validate the business 
case for investments being made in work/life initiatives (Arthur & Cook, 2003, 2004). Our 
purpose has been to offer business tools demonstrating how work/life initiatives can be both a 
cost-reduction measure as well as a value-added contributor to the business strategy and firm 
performance. For too long, work/life scholars have attempted to make a business case relying 
upon soft evidence (e.g., anecdotes, inferential speculation). Metric creation systems like the one 
proposed in this paper move the work/life field forward by speaking in the language that 
business understands—return on investment.  
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