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ABSTRACT. Over the past number of years there has been considerable focus on the integration of Employee Assistance and Work Life programmes in the United States.  A national survey conducted by EAPA, EASNA, and AWLP found there is a trend towards the integration of Employee Assistance and Work Life.
Many US providers and multi-national companies will seek to extend their EAP’s and Work Life Programmes globally.  It is sometimes assumed that the EAP’s and Work Life models that operate in the US will transfer but this is often not the case.  There is a cultural dimension to EAP’s and Work Life Programmes that is often overlooked.
The European Union ( EU ) is involved in the greatest example of integration in recent history and an understanding of the EU and its legal system will assist those providing their services.

In the EU, EAP’s did not follow the same growth pattern as in the US.  Professionals in European Countries working with business such as Psychologists, Social workers, and Counsellors did not recognise the need for EAP’s as, in their view, programmes to deal with personal problems in the workplace already existed.

The concept of Work Life is widely known and accepted in many European Countries, however there is little evidence of research specifically on the integration of EAP’s and Work life programmes.

This article will look at one EU Country, Ireland and outline the history and development of EAP’s and Work Life and present case studies of Irish Companies
who have developed Work Life Programmes.  

Maurice Quinlan holds a Diploma in Social Science, and is Director of the EAP Institute in Ireland.  He introduced the broad-brush concept of Employee Assistance to Europe in 1980 and directed the first Work Life Conference “Balancing Work, Family and Self” in Dublin in September 1993.  He has a strong personal commitment to the principle and practice of work life balance. 
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Introduction

Employee Assistance Programmes
Employee Assistance Programmes (EAP’s) and Work Life Programmes have developed and evolved in separate directions in Ireland. The first Occupational Alcoholism Programme (OAP) in Ireland was developed in 1973 by The Electricity Supply Board (ESB), Ireland’s National Power Company.  This was an internal programme serviced by a new grade of professional Staff Services Officers.  The second stage of EAP development was by US multinationals who influenced their Irish divisions in establishing internal EAP’s provided by Occupational Health Nurses. The third stage was the development of internal EAP’s in all government departments provided by Welfare and Employee Assistance Officers.
In the early 80’s external EAP providers in the United Kingdom extended contracts into Ireland. The original providers included ICAS, PPC, ACCOR Services The Validum Group, and Dovedale Counselling. A recent development has been the growth of Irish EAP providers. Major Irish based health insurers VHI and BUPA

(UK Subsidiary) and many other regional providers are now providing services to a developing market. 

In May of 2001 a chapter of the Employee Assistance Professionals Association (EAPA) was established in Ireland as one of the largest outside of the US. There are existing Chapters in the United Kingdom, and Greece. A new chapter is forming in Finland and individual EA Professionals are providing services in many other European countries such as the Netherlands and Spain.
.    

Work Life
The concept of Work Life Balance is not new to Irish business. In 1990 a group of spouses with partners who were members of the Irish Management Institute (IMI) presented a case study at the annual EAP conference in Waterford Ireland and told delegates how they formed a Spouse Support Group to examine the impact on the family of absent partners.  The Employment Equality Agency (now the Equality Authority) introduced a report in1996 (Fisher 1996) on Family Friendly Initiatives in the Workplace.  This report defined Family Friendly Initiatives as flexible working, leave arrangements, work breaks, and other initiatives including childcare support and EAP’s. 
Equal opportunities were now a major issue and the absence of childcare facilities were seen as a barrier to females developing their careers at work.  The Government and the  EU  established and funded the Equal Opportunities Childcare Programme 2000-2006 with total funding of €436.7 million. Since April 2000 €227.2 million has been committed to supporting 52.000 childcare places through grant assistance including 26,000 newly created childcare places.
The Irish economy was expanding at a 10% annual growth rate in the late 1990’s and labour shortages became a serious factor in Irish Business.  Employers sought to retain skilled workers by becoming employers of choice and offered work life balance programmes as an incentive. 

The Programme for Prosperity and Fairness (A Social Partnership Agreement which includes Government, Employers and Social Partners) established a National Frame work Committee for Family Friendly Policies.  In the same programme it was agreed that there would be development and expansion of child care facilities and financial incentives were available to provide:- 

· Capital grants for community based child care facilities. 

· Grants towards staffing costs for community based child care services. 
· Training supports. 

· Local childcare networks. 

· A capital grant scheme for independent child care service providers.  

 Social Partnership, EAP’s, and Work Life 
In 1987 economic growth was very low in Ireland and the government established a social partnership approach to managing the economy.  The main partners included the government, employers, trade unions, farmers, the community and voluntary sectors.  In return for pay moderation and a no strike clause the government and unions agreed a partnership approach, giving the unions the opportunity to discuss health care, education, and housing as part of national wage agreements.  Local partnership groups were established at enterprise level and influenced the setting up of EAP’s and work life programmes.  Negotiation on a new national agreement the Programme for Prosperity and Fairness was formally launched in November 1999 and resulted in the development of a National Framework Committee for the development of family friendly policies at the level of enterprise. A budget of 1.9 million Euro was allocated for this purpose. The objective of this agreement was to support and facilitate the development of family friendly policies which were designed to:-

· Enhance the opportunity to reconcile work and family life. 

· Contribute to the effective and efficient operation of the enterprise.
The European Union, Ireland, and the United States

Ireland held the rotating six month Presidency of the E U in 2004 and 10

new member states from the former eastern block countries joined the existing 15  member states in Dublin on the1st of May 2004 to bring the total EU population to 450 million.  The goal of the EU is to be the world’s largest economy by 2010 and applicant members such as Romania, Bulgaria, Macedonia, Turkey, and Croatia will increase the population to approximately 650 million.  This will create one of the largest global trading blocks.  The E U is engaged in a process called harmonisation of standards, currencies and laws. The EU issues directives which is the most important legislative instrument used by the Union.  Its purpose is to create a uniform or whole EU approach to an issue such as  Labour Law while still respecting the traditions and needs of member states.  In other words directives harmonise the law across the EU and iron out inconsistencies so that as far as possible the same conditions exist for all citizens in all member states.  With those directives the EU has a strong a powerful influence on all its members.  The EU employment guidelines in 1999 detailed the importance of designing, implementing and promoting family friendly policies. 

There is a strong influence on Ireland as a member state from the EU and another from the United States from Foreign Direct Investment (FDI).  Ireland is the number one location in Europe for health care and pharmaceutical companies such as Abbot, Boston Scientific, and Johnson and Johnson.  It also has a key information and communications technology investment from companies such as Intel, Dell, and IBM.  It is one of the most successful economies in Europe with a total working population of 1.7 million and with the second highest GDP after Luxemburg at €25,100 per capita. Current growth rate stands at 4.2%, inflation at 2% and unemployment at 4.5%.According to the Trans- Atlantic Business Dialogue in 2003 U.S. companies invested 2.5 times more in Ireland than they did in China. The vision for the future is that Ireland will develop from an industrial economy to a knowledge based economy and that all new business parks will include a family friendly resource centre for childcare.
 Evolution of Employee Assistance Programmes
Welfare services were provided in the 1950’s by major Irish organisations such as Guinness (now Diagio) who had a designated medical centre for its employees and dependants.  Social Workers were also employed in what was described as “from the womb to the tomb” services.  Many Government departments also employed Welfare Officers.
Following the economic boom of the 1960’s Irish business was experiencing excessive levels of absenteeism which was identified as having been caused by excessive drinking described as the “the Monday morning syndrome”.  There was concern by the Irish Congress of Trade Unions (ICTU) for its members and in 1972 at their Annual conference the following motion was proposed:-
“Recognising that alcoholism in Ireland is an increasing social problem, that it has a serious cause of loss of work hours in industry and potential source of industrial strive, conference instructs the Executive Council to enter into early negotiations with the Federated Union of Employers (FUE) with a view to establish agreed principles and procedures in the treatment of workers who are victims.”  

In 1969 the Electricity Supply Board (ESB) Ireland’s National Power Company were reeling from a bruising recommendation of the Fogarty ( Fogarty 1969 ) report which was strongly critical of its management style.  One of the recommendations contained in that report was that personnel specialists should be appointed.  In 1973 the ESB introduced a programme to deal with alcohol related problems for their entire

workforce. This initiative had the full support of the trade unions and is recognised as the first programme of its kind in Europe and provided a model for other semi - state and public bodies.
 In the early 1980 US multi nationals introduced broadbrush EAP’s into their Irish and European divisions but by 1985 there was a decline in companies introducing programmes.  As the recession deepened there was a major focus in business on reducing numbers and employee welfare was afforded a low priority.  The Health Safety & Welfare Work Act   was enacted in 1989 in Ireland. The initial focus of the 

Act was on workplace physical hazards but later it embraced areas such as work stress, critical incident stress, violence, and work place bullying. 
This Act established that employers have a duty of care to protect employee health from all work-related stress. The act is currently being reviewed and the Health, Safety and Welfare at Work Bill 2004 proposes that employee drug testing would be introduced for those under the influence of an intoxicant (defined as alcohol and drugs).  

By 1993 the welfare officers in the government departments established the Association of Welfare and Employee Assistance Counsellors (AWEAC) and in May 2000 a decision was taken to establish a chapter of the Employee Assistance Professional Association (EAPA).  This was formally established in May of 2001.  In May 2002 a group of seven EA Professionals in Ireland undertook the advisement process to prepare for the CEAPI exam.  Another Irish group formed and three were successful in 2003.   

The current driving forces in EAP development include Employer’s Duty of Care for work stress, critical incident stress, violence at work, workplace bullying, harassment, and sexual harassment.  Emerging issues include Employee Drug Testing, Work Life Balance and Certification of EA Professionals.
Development of Work Life Programmes in Ireland 

The Programme for Prosperity and Fairness (National agreement) and the Irish National Development Plan developed the concept of partnership with the social partners.  This was the sixth in a series of National agreements and is credited with Ireland’s phenomenal growth rate of 10% GNP in the years 1997 to 2002.  Partnership Groups exist in many companies and provide a forum for discussion and development of mutually acceptable programmes such as Work Life
The National Framework Committee for the development of Family Friendly Policies which was established under the programme for Prosperity and Fairness organised a series of National seminars to promote the development of Family Friendly working
arrangements in the workplace.  The Framework Committee members included the Irish Business and Employer’s Confederation (IBEC), the Irish Congress of Trade Unions (ICTU), and the Equality Authority.  Funded by the committee, IBEC developed a new work life balance training module and organised a national roundtable on work life which took place in November 2002.  A new guideline and toolkit for trade unions on family friendly working /work life balance was designed by ICTU and this group also provided training for a three day training course which is being delivered to union members. 

The Equality Authority introduced the first family friendly workplace day on Thursday 1st March 2001.  Workplaces were encouraged to have activities to mark that day and it is now an annual event. The Authority also funded consultants to assist business in establishing Work Life Programmes.  The National Framework committee also commissioned research on flexible working “Off the Treadmill – Achieving Work/Life Balance” (Drew 2003) and surveyed 912 employers in the public and private sectors. The survey also examined longer hours and overtime and found that longer working was common for 86% of Senior Managers and Professionals, 61% of Junior Managers and Professionals, 30% of other non – manual workers, and 30% of manual workers.
The survey also found benefits of flexible working for employers as employee satisfaction, recruitment, retention, improved productivity, reduced turnover and improved reputation.  More than half of all organisations surveyed saw positive benefits. The survey also found that the most common childcare arrangement is provided by a relative followed by after school or child minder.  Average child care costs were €128 per child per week.  
According to the survey the patterns and trends and demand for work life balance will continue.  This will be influenced by the following: heterogeneity of the work force, diversity of working time, economic conditions, demographic change, information communication technology, and public verses private sector adoption of Work Life.
“Family Friendly” Employment Legislation.
Irish Employers are obliged to comply with five main employment laws which impact on work life balance. Failure to do so may lead to employees to seek redress with the enforcement agencies such as the Equality Authority.  

The laws are as follows;
· Maternity Protection Act 1994

· Adoptive Leave Act 1995

· Organisation of Working Time Act 1997

· Parental Leave 1998 Act ( Including Force Majeure)

· Carers Leave Act 2001

Pending Legislation includes;
· Maternity Protection ( Amendment) Bill

· Adoptive Leave( Amendment) Bill

· Working Group on Parental Leave (National Framework Committee)
The following is a brief summary of the legislation;
Maternity Protection Act 1994:  This Act as amended, entitles a pregnant employee who commences maternity leave at any on or after 8th March 2001 to 18 consecutive weeks maternity leave.

Adoptive Leave Act 1995: An adopting mother or a sole male adopter who is in employment is entitled to: 

a. A minimum of 14 consecutive weeks of adoptive leave from work beginning on the day of placement of the child.

b. Up to 8 weeks additional adoptive leave. 

Organisation of Working Time Act, 1997: this implemented the EU Working Time Directive into Irish law. As from April 1999 all full-time employees are entitled to 20
Days paid annual leave. The act also contains a list of nine public holidays for which an employee is entitled (in addition to annual leave) to receive a paid day of leave. The Act also imposes an average maximum 48-hour working week.  The normal averaging period is four months, but this can be extended up to 12 months by collective agreement in certain circumstances.  The Act also imposes provisions in relation to weekly, and daily, rest periods, Sunday working and night working.

Parental Leave Act, 1998: The Parental Leave Act 1998 gives effect to an EU Directive on parental leave (96/34/EC) and came into operation on 3rd December, 1998.  The Act has two main purposes:-

a. To provide for a new entitlement for men and women to avail of unpaid leave from employment to enable them to take care of their young children.

The Act provides for the manner in which parental leave may be taken – either as a continuous block of 14 weeks or, with agreement of the employer broken up over a period of time. The employment rights of the employee are protected while s/he is on parental leave and the employee has the rights to return to work after such an absence. 

b. To provide for limited paid leave (force majeure leave) to enable employees to deal with family emergencies resulting from injury or illness of a family member. 

The Act provides that employees are entitled to force majeure leave provided it does not exceed 3 days in any 12 consecutive months, or 5 days in any 36 consecutive months.

Carer’s Leave Act 2001: The Carer’s Leave Act 2001 came into operation on 2nd July 2001.   The main purpose of the act is to provide for a new entitlement for an employee to avail of unpaid leave from his/her employment to enable him/her to personally provide full-time care and attention for a person who is in need of such care. The period of leave to which an employee is entitled is subject to a maximum of 65 weeks in respect of any one care recipient (hereafter referred to as a “relevant person”).  The minimum statutory entitlement is 13 weeks. *
The remainder of the article will examine two case studies to demonstrate the practical implementation of the partnership approach to work/life programmes. The first will outline a case study by a private manufacturing company and the second a consortium approach by six commercial semi- state government organisations. 
.  
Case Study 1    Anderson Ireland – Partnership Approach to Work Life
Introduction 

Anderson an Austrian company manufacturing high quality fashion and solid silver jewellery established a subsidiary in Ireland.  The operation is now in existence over 25 years and a total of 250 staff are currently employed, 72% female and 28% male.  The company is unionised and negotiation rights are vested in one union SIPTU.

The company has a good history of industrial relations and both management and union have attempted to resolve any differences in a non-confrontational way.  The culture is informal and an open door policy exists to all members of management.  A joint union communications forum has been in existence over a number of years and   planted the seed for a partnership approach.
*Fuller explanation of the relevant legislation can be viewed on www.entemp.i

Anderson Ireland had existing Work Life Initiatives such as child care, elder care, and compliance with statutory requirements.  The focus on Work Life development now was to introduce flexible working hours.  The first stage was identifying the needs of the company and employees and to select suitable arrangements.  Best practice was researched and a set of proposals were generated and offered, briefing sessions were then conducted with all employees and served as a useful purpose in ascertaining the reactions of people to the initiative.  Concern was expressed by those who did not wish to change their existing arrangement and they were assured by stressing that access to the programme was voluntary.  In the event that the flexible hours were not suitable then employees could opt out.

Business Case for Work/Life Balance     

Anderson identified the following goals as part of their business case.

· Achieve a high degree of flexibility in responding to marketing demands. 
· Retain trained and contented workers in a tightening labour market.

· Prevent increased costs and  develop realistic and practical programmes
Extending Flexible Working   
Questionnaires that were returned as a result of a briefing session were summarised and employees expressed interest in the following areas 

· Shorter week – interest was mainly in a four day week 

· Shorter days – considerable interest but diversity as to the most suitable hours 

· Additional time off  at own expense including one day, one week and periods of one to three months 

Programme Initiative
The programme was introduced on a six month trial basis on November 6th 2001 with an agreement that it would be reviewed at the end of six months. From a total workforce of 250, 72% female and 28% male, the following flexible working was introduced on the 20th May 2002. A total of 69 employees availed of the flexible working, 66 females and 3 Males.  
	Initiative
	Total
	Male
	Female

	
	
	
	

	Shorter days
	31
	1
	30

	Shorter week
	24
	0
	24

	Condensed week
	10
	2
	8

	Job sharing
	4
	0
	4

	
	
	
	

	Total
	69
	3
	66


Case Study 2 Consortium Approach to Work Life Development
Work Life Balance Network (WLBN) is a project funded under the European Union Equal Community Initiative Programme.  The aim of the Network is to explore Work Life Balance (WLB) policies and promote models of good practice in constituent organisations which are currently facing a period of significant change. 
Constituent members of the consortium are drawn from the Civil Service (Office of the Civil Service and Local Appointments Commissioners), The Semi-States (An Post, Dublin Bus and Irish Rail), a Municipal Authority (Dublin City Council), one private company (Eircom) and the social partners Irish Business Employers Confederation (IBEC) and Irish Congress of Trade Unions (ICTU).  There is a total employee population of 30,000 in the six member companies.  The project is funded by both the European Union and the Irish Government and with €1million each and is three years in operation.
The development stage which commenced in 2001 lasted for a period of six months.  This was followed in 2002 by the implementation phase.  Currently the project is in the middle stage and is focused on creating structures is the six member companies.  The project is also establishing Work Life Balance Partnership groups with 10 to 15 members in each company, research and planning the business case, and the creation of a diagnostic pack and CD Rom.      
As the WLBN project progresses and products are developed, the level of activity and (to a lesser extent) the impact of the project overall is more easily quantified. The following is a summary of some of the key statistics gathered from an analysis of the data and information recorded between May 2002 and May 2004. 

· Number of organisations requesting and receiving information: Approx. 171
 

· Range of organisations included private, public/semi-state, community and voluntary and professional/membership organisations, employing between 1 and over 20,000 employees

· Total indirect beneficiaries  - i.e., potentially benefiting from contact/information provided - (conservative estimate): 150,000-200,000

· The range of dissemination activities included launch of the Diagnostic Tool, radio interviews, stand at Equal Helix Event; IBEC Retail, IT and Banking Roundtable, and Executive Breakfast Briefing; NWHB Event; Shop Stewards’ Training; ‘Best Places to Work’ Conference; NCPP Consultation Seminar on the Workplace of the Future; the National Framework Committee on Work Life Balance; and seven radio interviews
· Approximately 700 hard copies of the Diagnostic Tool (Manual and/or CD ROM) were distributed to the following groups ; IBEC Round Tables and Management Breakfast Briefing, ICTU Women’s Talent Bank Seminar, ICTU Women’s Conference, ‘Ireland’s Great Places to Work’ Conference, ‘Tipping the Scales’ EU Presidency Conference (Letterkenny), EQUAL national and North-South events, and the EQUAL European Thematic Group (workshops on ‘Reconciliation and Desegregation’ and ‘Gender Mainstreaming’).
· Approximately WLBN 5,500 key rings and 55 bags distributed.
· Website hits: 670 in total, 95 for Diagnostic Tool.
· Articles in the Irish Times, the Irish Independent, the Irish Examiner, and IRN.

· Approximately 100 hours (14 days) spent on dissemination activities at central project level.
Training of Consortium Members
An analysis of data gathered to mid-June 2004 shows that the situation regarding the training of managers, indoor and outdoor staff in consortium member organisations, in terms of approximate hours, can be summarised as follows:

	

	


       Female 
          Male
 
Total


	Lower Management

212

65

277

Middle Management

716

302

1,018

Senior Management

147

212

359

Other Management

181

491

672  

Sub-Total Management
1,256

1,070

2,326
(55%)

Indoor Staff


315

278

593
Outdoor Staff


8

88

96



	Sub-Total Staff

323

366

689
(16%)

	

	Union Representative
442

427

869

	Union Official

9

163

172

	Union Shop Steward

- 

158

158

	Sub-Total Union

451

748

1,199
(29%)

	GRAND TOTAL

2,030 (48%) 
2,184 (52%) 
4,214
(100%)


Closing comments
This article set out to outline the different approach to EAP’s and Work Life in Europe as compared with the US by looking at the experience of one E U member state. In the past the US version of EAP’s was imported and similar questions have been asked in Europe regarding the development of EAP’S as a commodity and the misrepresentation as employee counselling. The effectiveness of EAP,s  in becoming an management tool for preventing, identifying and resolving poor performance caused by personal or external employee issues is also under question.
There are two types of Work Life services now being developed, the first is a commodity model and the second is an indigenous or home grown programme. In Ireland the latter is funded by the Government and supported by business and the Trades Unions. The intention is to integrate Work Life Programmes into the main stream of organisations rather than just providing an external commodity service.

The background to the Social Partnership approach to Work Life Development and the two case studies have demonstrated the unique approach to work life development in Ireland and there is an opportunity for global EA Professionals to learn from that experience.

The Employee Assistance Professional Association (EAPA) has developed a strategic plan for global development and this will present many challenges and opportunities to those who wish to work in a European setting. Cultural literacy will be a key skill required to understand the many different cultures, approaches, and employment laws. 
Adapting the Certified Employee Assistance Professional International (CEAP I) Credential to include those employment laws will ensure that those who provide services will meet all of the requirements.    

Employers and trade unions in Ireland are providing training on work life balance and this concerted effort of the government and social partners will develop programmes in all public sectors. The take up in private companies will be much slower. At the conference “Taking stock and looking to the future of Work Life Balance” held in Dublin in November 2003 John Fitzgerald of the Economic and Social Research Unit ( ESRI ) outlined forecasts on the changing Irish demographics.  These will include an ageing population and a decreasing birth rate that will cause serious labour and skills shortages in the future. As Ireland moves to knowledge based economy some labour shortages will be met by immigrant workers. Organisations may also see the value in working with the work life balance of their human capital as a key to operating a successful business.      
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� (e.g., personal, ‘phone or e mail/Web contact with ETS personnel, including EQUAL HELIX Event, 


   launch of Diagnostic, IBEC Roundtables, NWHB Event, Shop Stewards’’ Training, ‘Best Places to 


   Work’ Conference, etc.).


� Based on the number of employees in the organisations that requested information from ETS and that   


  gave details of their organisation size; also includes people trained (e.g., Shop Stewards’ Training Course on WLB)
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