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-Executive Summary

- This project examined the experiences of managers of telecommuters to ascer-
tain what changes, if any, had occurred in their managerial behaviors over a range of
processes. Twelve managers of telecommuters were interviewed in depth by means of
a semi-structured question format. The content of the interviews was analyzed using
QSR NUD*IST, software designed to assist in qualitative data analysis. Results indi-
cated that few changes were obtained since most managers were supervising tele-
commuters who used the work arrangement part-time. Major findings include the fact
that many companies do not track the number of telecommuters and even where they
do, there isa great deal of mformal or casual telecommutrng -

While the mtervrewed managers saw little differences in thelr way of managing
~ telecommuters and non-telecommuters, they did rely on performance indicators as the
way of appraising productivity. ‘Some talked about the premium put on organizational
skills - their own and their telecommutmg employees'. Moreover, these managers were
- comfortable using e-mail-as a means of communicating with all employees in addition to
: ,usrng phones and face-to-face interactions. The one area of concern to them regarding
their telecommuting employees was the |mpact of long-term, full time telecommutrng on
career advancement :

' 'Teamwork contrnued even with some employees telecommuting. This was pos-
sible because of the part-time nature of telecommuting and the flexibility enabled by
phone cenferences. Since team members were often' geographically dispersed any-
way, telecommuting was not seen as a disruption. The managers sampled also often
had their own managers working in different geographical locations so they were ac-
customed to not belng in close proxmlty to their colleagues '

These managers whp were supportive of telecommutlng work: arrangements
characterized their own management style as flexible, trusting of their employees, and
wanting to provide work environments that were conducive to accomplishing the work.
In the cases of some of their employees this meant telecommutrng ’

’ A number of recommendatrons were made

1. To assess the readmess of your orgamzatron for telecommuting, conduct an-audit to
find out how much casual telecommutmg already exrsts Your organlzatron may be
further ahead than you think. .

2. Communrcatlon Assess the extent to which your organlzatron is usrng e-mail, phone
- conferences and other asynchronous forms of communication. The: greater variety in
telecommumcatron modalrtres used, the more the orgamzatlon can adapt to telecom-
muting. : :



3. Part-tlme telecon uting does notiappear to present much need for change in man-

- agement style or rfn rocess. Reassure managers regarding the limited requirements
for change. The fact that these managers perceived virtually no change in their be-
haviors toward pal’t—tlme telecommuters in comparison to non-telecommuters sug-
gests that future studles should focus on full time telecommuting arrangements. This
pro;ect will continue to add managers to the database already developed

4. Management assessment of emplo_yee performance needs to be based on out-
comes. Most orginizations are already using formal appraisal systems and these
need to be revie ed Chances are that, in fact, the current performance appraisal
- form will work. In this study, even where managers were supervising fuII-tlme tele-
commuters, their current performance appraisal form worked.

l
- 5. Where full time t lecommutmg is contemplated managers and employees need to
go through a “lear ning curve” as they adjust to a new working arrangement. Both
should be prepar li to give added effort in communication while “the manager” ’

~ adapts to not hav ng the employeel readily available. Both need to go through some

onenta’uon to tele ommuting |ssues There are several sources and WEB sites that

are ‘helpful in glVl g guidelines for successful telecommutmg programs

6. Equity. The problem here deals W|th opportunltles for promotlon while telecommuting
- full time for an extended duration. While there may be some positions available, in

~ most large organi tions this currently does not seem to be a viable alternative. Ca-

reer counseling s puld alert employees to maintain visibility. If long-term, full-time

- telecommuting is | job requrrement for an employee, the employee needs to be .
counseled about vamlﬁcatlons for career progress. One alternative is to seek an or-
‘ganization that is %omfortable with telecommutmg as a full-time work arrangement. As
an example, the (JJ:EO of ohe of the organizations sampled liked telecommuting.

Such an organiza lon would accommodate someone who has needs for long-term,

full-time telecomi iutlng

7. Selection. Currently, telecommutlng is available at a professronal level in the organi-
zations sampled, but not to hourly workers. Those wishing to telecommute can select -
it as an option bu most organlzatrons are not promoting it. This lack of promotion
may give the impression that it is a second class work arrangement. If an organiza-
tion gives the option, then it shouldlpubllcrze the option as an alternative work ar-
rangement throug its Human Resource Department or other logical functional area.

8. Teamwork. Th|s ay of assigning tasks is dlsrupted less by telecommutlng than one
might think. Teaf llvork with telecommuting places a priority on organizational skills
and attention to t e details so that partncrpants in teleconferences have available all |

° materials that one \'Nould normally have available at a meeting. With e-mail and fax,
this should present little difficulty beyond that of getting material out before the meet-.
ing begins (as opposed to bringing material to a meeting). Coordination for a tele-
conference requires efforts similar to coordinating times for a face-to-face meeting.




The additional element to deal with is the technology of the phone conference. o
Communication in between can be handled by e-mail. With distribution lists, e-mail is
often a better manager of communlcatlon than the team leader who may forget to
relay messages to everyone, may delay in relaymg messages or may distort or relay

incomplete messages.
3

. Moving towards remote management. An interesting and unexpected trend dis-
cerned in this project is the move toward remote management regardless of tele-
* commuting or non-telecommuting. That is, work is becoming distributed over geo-
graphical areas and managers are more and more likely to be based at locations that
are apart from their subordinates. This portends a change so that managers, in gen-
eral, will need the same skill set and style found among managers of telecommuters.
Those skills place a priority on organization, communication over a variety of modali-
- ties, an ability to set specific and unambiguous goals with employees, and the capac-
lty to build trust of subordinates based on thelr perfonnance '



~ Table of Contents

vi

Introduction and Background............. et eeteet e eeeeteete et eseeneaneeteatensresaeesennensseessennenesnerenrens 1
Scope of Telecommuting in the United States .................. prerreesiveionaioe e eeneeeaanes 3
Defining Tglecq‘rpmuting:........_..._..E..;.................‘ ...................... Vivsesessesneaneestaseeseransanes 5
Costs and Beneflts' to Implementing a Telecommuting Program..............ccccceeue.. 6

Productivity......... SRR BTSRRI eereeenenes et et 6
AbSENteeiSM aNd RELENHON L..............rveeeeeieeereeereeseeesereesesseeseee ORI (
Emplo'yeei%;fety and Health........c..coveeverstiivnnereenecnninnes et ere s 8

Disaster Miit gation............. reberereeresaneeesesnnees eever e ra——— SO . . I
Envi,ronmen‘ial BENEMS ....ovohieeeeeieiretee sttt .8
Costs of Telec rpmuting;....’........-.; ................................... teerreeate e eie e e e e s aesaaes 9
Managerial Issues....................... feerernrereseerereneresstenenneees LRSS
Research Problem,J ............. N RO TR
Managerial Co trol and Performance Appraisal.........c.cc.oueeeeeneenssivenseennnnenenennis 11
Research | sues of Managerial Control....................... B LS
Performance AppPraisal..............hveveriienii s 14
Research | lsUes' Concerning Performance Appraisal...........ccccceevueeeeiiieenenne 16
Managerial PIanning..............ccccuivvieeiiccici e 15
Research | sues Regarding Planning......... bsseentenstsnstassansnssaes e 16
Communication and COOrdiNAtIoN ..........c..vevueerineemnecinienenicrseriiieniseineninnen 16
Research ‘l %ues Concerning Communication and Coordination.................. 17
EMPIOYEE EQUILY ...cecvvveeeeeeeeeeeheeeieebeeeseeeeeee e eeseesssseseseenas st erebns 18
Work Distri 1ut|on ............................................................... 18

Employee Selection ...t 18

Research | %ue_s Concerning Equity ................... rrrteeeeeereriee e ————————raageateees 18
Socialization and TEAMWONK.......lueveeeerecreseeeesstesaesessesassesaessssessssessssssssssssnsansneans 19
Research Issues Regarding ESociaIization and TeamworK ..........cccoeeuvernnnnne 19

Summary of ResSearch QUESHONS............c.cc.recueureucurerneeeneereesriseeesieseesessecsnenens 20

| , o |
Method U T TP 22
The Structured Interview Schedule......... eeteraeeteeeresteteteeeset et eae s eneeretenseseeresans 22
The Sample of INEIVIEWEES..........c..vvuuiieriiie i 23
The Organizations........................ leeteesteesantasseesesenesssseseansersansasaresssnessstenasneresasanans 23
Procedure........ U SRS eeeenretennnannnarenrared . 24
Results ... . ! .......................... rseeenane e sn e R .26
Telecommuting l%asics Y rrseussensasnsestansest s s e s e e et s e st se e e e s bt ses 30
Managerial Con TOI and Performance Appraisal.............ccocovnrininiiicennniinnnnn. 33
- How managers of telecommuters gather information pertaining to their work ...... 33
/ How is prodt | ivity measured for telecommuters? Does this differ in any way o

from NON-tEleCOMMULETS? ........overerereiereniensneeesisesenenss e ———— S 34
Managerial Planning.......... RS eeeeersrsreressesneseresinnesesasansens S veererenes . 38
Goal Setting and FEEADACK. ...........cveureereererinriierrsseesessrsssaeseissesassessessensenens 38



Change in Management SEYIE vvverviierreeeesnreeseeeeens s ettt 39

~ Management Style ............cceeenee. eereeee e e eeae e e nrenbeenaean ST eeerenae 40
Communication and Coordination.................cecce.... etteeeere et e e et aeannanes 41
What types of media are used to communicate general organizational
information such as memos and reports’? ceeeeeeeeeeeeeenean deeeerseensanasessaniene e 41
EQUILY oot SUURTR 45
How are assignments made among telecommuters and non- telecommuters? ... 45
Does telecorpmutmg in any way affect promotion and/or compensation? .... 46
- Does telecommuting in any way affect allocation of informal rewards? Y 4
How are telecommuters selected?............... eererreensbanennans ereriarereeerens reeereeeenennn 48
Teamwork ................... .....48
How has telecommuting affected teamwork?....................... e ————— 48
How do members of the team communlcate when telecommuters are o
participants?......... veentsesresiasiaastansaisasspitsssanssansinnastansrassienhnnsanssnnnsasessasnrtanannanabe .49
What types of conflicts tend to occur and how are they resolved? ............... 49
- How does telecommuting affect the support team members give each other ....... 50
Other research questlons ......... e r e FTRR i ———————— 51
o . . . - ’ . ‘ : . (
Dls_cusswn  rresseesissseeseasetissaeserisesennneseanns ST s 53
Summary and Recommendations eereererreereaeereens e nempzemsoeneies et e 59
- Recommendations....................... S O retesansaesresasane 60
REfEIENCES .....vcoveveeeveeveereeereeeeensseeesses e sssssensosion ettt 63
Selected Telecommutmg WEB Sltes...’.‘. ....... SOTR SOUUUUPUUURR iereeesessaessnessasaben 67
- Appendix it ...... eeeeeeeessieenen R ».,....‘...A-D
)
vii



Table of Tables and Figures
Table 1: US telecdrnmuters asJa pérqent Of WOTKfOrCe......cooueiiiiiiiciiii i, 4
Table 2: Descriptidn of the Sample of Interviewees ...............ccoceviiriiineiiiiniinineenne. 24
Table 3: Descriptiqn of Organizations ............................................................................ 24
Figure 1: Major Code and Sub-code Categorfes eeere ettt e et es et eeease s eeraseee e eenees 27
Figure 2: Code and Sub-code Categories for Management Issues......cccceeveneeiiecnnnnnnn. 28;
Figure 3: Code and 1Sub-codie Categ; fies for Commiunication and Teamwork \29
- Table 4: Number of TeIeéorhfmuters in Unit or Division of the Manager Interviewed..... 31
Table 5: Frequency of _Telecommutinb .......................................................................... 31
Table 6: Areas of 'l;'e‘ecommuting anq Noh-telécommuting ........................................... 32
-~ Table 7: Org‘anizaticmai U/ﬁit Responéible fdr“Coor'dinating Telecorﬁmuting ................. 32
Table 8: Frequenc)j? of Coding of Cf:mmunication Media by Inierview .......................... 33
. Tablg 9: Text Unit§ Coded for Type of Productivity Meaéure eeeeeeeeeeeeeeee oo eeenenenes 36 |
Table 10: Frequency of Coding for Pé‘rformance Apﬁraisal ........................................... 37
Table 11: Frequency‘ of Coding for Probléms Managing .Télecommuters ...................... 40
Taple 12: Matrix of, Coding Frequencifes fbr Communicati,on Media......cccccceceuernnennnen. 41
\ Table 13: Frequenc;:y othodiné for Cgmmunication Issues in Teamwork 43
Table 14: Frequen¢)( of Coding for Fgeling Included or Excluded.................cciue.e 45
Ta\ble 15: Frequenﬁ;y of Coding for Promo.tional Opportu'nitieé ...................................... 47
Table 16: Frequené)r of Coding for Orgahizatiqn Sup‘port ............................................. 51
viii




\

Moving Telecommuting Forward: An Examination of Organizational Variables

Introductioﬁ and Background

The traffic congestion challenge presented to transportafion syé?em managers
haé spurred ideas of substituting telecorﬁmunications for transportation (Kugelmass,
1995, Seam.en, 1997). Early research focused more on fransportation issues‘than on
social issues, With éxcéptidns such as étudies by Hiltz and Turoff (1978). Reports from
officials (AASHTO, 1988) point out that incréasingtcapacity is not an option for meeting
future transportation demands. Growing considérations concerning g:?nergy use, traffic
congestion, and air <juélity mitigate égainst such gxpahsion.z Moreover, transportation
consumes 63% of all petroleum in the United States aﬁd the US continﬁes to fély on oil
imports to mgaet petroleum needs (Goﬁliaé & Pendalaj 1991). This‘has obvious eco-
non;fc avnd fo‘reign‘ relations im‘pliéatibns. -

vCo;'ltinued reliance on thé automobile portends problems with air quality since a
subsfantial chunk of air pollutants come from ’automobile exhausts (Séamen, 1997).
The impact was noted in 1987, when the»EnvifonmentaI Protection Agency; found 107
metropolitan areas in the U.S. in violation of health standards for carbon monoxide and
ozone emijssions (G(\)u‘lias & Eendéla, 1991). | -

'One consequénce"of this health hazard was the passagé of thé Clean Air ;l\ct
Amendments of 1990. This act ‘r'e-’quired orga‘nizations \&ith 100 or more evmployees to
develop ways to reduce the use of automobiles for travel to and from work. Typical
commute alternatives incldde ridesharing, vanpodling, public transit, telecommuting, or

alternative work schedules. The interest in telecommuting can be seen in New Jersey
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‘company surveys such as those at A T.& T., where 61% of employees sampled pre-

" ferred telecommutlrl

g to the other alternatives and Educational Testing Service, where

18% of the professional staff are already telecommutlng (Cunnle 1995). Transportation

|

2020 the New Jer

speaks to the nee

While the Cl

y Statewide Long Range Transportatlon Plan (March, 1995)

Jto work with busmesses on rncentives for telecommuting.

e‘an Air Act Amendments have been amended to remove penalties

for employers that do not meet targets of employee trip reduction, interest in telecom-

muting continues ]to grow and the affected areas are still required to meet federal stan- \‘

- dards for clean air.
social, and econorr
tions that make tele

modems at home,
and growth of inter
The social p

creasing elntrancei
cluding more worke
- The econom

omy. Unlike manuf.

ice does not demar

'l'he continued interest stems from a number of forces; technical,

C

c. The technical push comes from the advances in telecommunica-

ommuting all the mOre easier. lncreased availability of PCs and

t—:

et providers all make telecommuting more feasible.

rsonal use of the internet, growth of intranets in the work place, 'A

sh stems from changmg demographlcs of the workforce with in-

of women, demands for more ﬂexibility in work-time, as well as in-

=rs with d‘lsabilltles ln the workforce

r’c push comes from the change of manufacturing to a service econ-
cturlng where the worker has to be onsite, the serwce sector serv-

d work be done in a fixed Iocatron. Moreover, corporate America is

eyeing other produr‘tlwty gains to bel realized from telecommuting while public pollcy

planners are Iookln

g at alternatives to burlding more highways.




Scdpé of Telecommuting in the United States

Trends in telecommuting provided by‘variousisurveys’ highlight the deﬁnitionél
problenﬁ of whois a telecommuter‘(Handy & Mokhtarian, 1996). Handy and Mokhtarian
(1996) cite the Annual Link Surv‘ey of home workers as being the most reliable indica-
‘tor. Table 1 denotes that the increase in total telecommutérs grew 1.;67-fold from 1990
to 1992 . Buta Iargerjump occurs in the qonventional wo‘rkforce}w’he:re_the inérease‘
leaps five-fold. Other dafa (Pratt, 1993), based on the Naﬁbnal Longitudinél Survey of
the Bureau of Labor Statistics, tell us that the number working:a‘t hqme/(including home
based businesses) increésed f;om 3.6 million in 1985 to over 5.6 million in 1991. |

-Westfall-(1‘99‘7) reports thét é 1995 natibnél,vtelephonvév survery“résul'ted in an es-
tirqate of 8.1 millidn or about 6.6 péréeht of the working population working oﬁe ormore
da’&s per month from home. A more-recént te‘l;:apho.n’e» survey byFihd/SV}P'(1 997)
shows a drafnétic. increase to ‘1‘1 .1 million teleébmmuteré. Given the incréase in the
total wquforce to about 136.5 million in 1997, this represents 8.1 percent ,of the civilian
workfor;e. | | o |

| Early predictions, howéver‘, remain ;»mvat‘tained noW;_ In théif vision of the first

edition of Netwbrk.Nation, Hlltz énd'T uroff (1978) foresaw a CQQntry whose organiza-

tions would be using conjputerized conferencing in the mi,df-_1_9903, on a widespread ba-

sis. They projected the usé of c_o‘mputerivzeq conferenc:’ing to be similar to that of the
telephone. Their preface to the revised edition (1993) noted ‘their‘ over-optimism at the
speed which such communication would be adopted. ' Conversely, Westfall (1997) citing

Alvin Toffler's 1980 projectidn'g in his bo"quThe‘ Third WaV_e noted a prediction of 10 to




20 percenf of the w

1998 findings by Fl

‘Table 1. US telecom

rorkforceworkingiout their homes in the next 20 to 30 years. The

ND/SVP suggesﬁ Toffler's prediction is still within reach.

muters as a percent of workforce

Millions of workers

Annual Growth

0 !

o 1990 1991 1 02 90-91  91-92
- Type 1: » . :
~ Conventional employees - i ’ : _
non-moonlighters ‘ . 044 141, 2.36 220.5% 67.4%
~ Type 2: S
Conventional emplowe’es - . :
“moonlighters ' 163 | 1.88 1.83 229% = 22.9%
_— |
Type3 ‘ o 1
Contract based employees 1.95 ; 2.22 2.36 3.8% 6.3%
Total homeworkers 392 551 655 40.6% 18.9%
Total US. workforce  ~122.70 |_123.80 125 40 “09% __ 1.3%
; » Percent of workforce Annual Growth .
B 1990 ‘}' 1991 1992,' ) 90-91 91-92
Type 1 | 0.36% - r 1.44% -1.88% ". 217.6% 65.2%
Type 1 + Type 2 1.61% 266%  3.34% 65.6% 25.7%

Source Link Resources.

Despite theigr

alized potential. For
that telecommutiné
* issues such as orgar

- analyzes the low dpr

Inc., 1992

owth of telecommuting, other reports continue to focus on its unre-

exarrrple, a report of the National Research Council (1995) noted

will be limited in érowth without effectively dealing with management

\iZationaI s»ocielifz-ation and “remote_ ‘s’uper\iision”. ‘Westfall (1'997) '

nand from a perepective,that holds that employees are evaluated

rrlore on behavior frlan output. However, the behavioral base for evaluation is not con-




~ducive to telecommuting since managers are deprived of direct observation. He also
notes that telecommuting as an alternative work arrangement has not been institution-

alized and lacks a certain legitimacy for wo}k that is conferred 4upon performance in the .

office. That is, workers who telecommute may be stigmatized as “slacking off".

A
N

~ Another article which tries to understand the low demand for telecommuting is
Paul Gray’s (1997) analysis from an ‘integrated workplace strategy.” Gray argues 'that‘
(busine5ses ‘have wrongly apn\roachevd‘telecommuting from a supply side;'supply the ar-
rangement and it will ne utilized. To illustrate his contention, he uses California’s expe-
‘rience in the early 1990's when that state provided »t‘elework centers for businesses. |
Despite low ‘rental -_incentives, these centers were undérutilizéd. This, Gray posits, was
because organizations did not understand how tele'commuting-ﬁt into their bnsiness
plans or s,trategy. When organizations view telecommuting as é way to accomplish |
strategic goals, implémentatio'n has a greater chance of success. This assumes that
needed resources are made available to employees avnd that training in the use of in-
fnrmation technoloéies\is “mandatory, continuous, and universal”. -
Defining Telecommuting - | | |

~ Mokhtarian (1991) and other early enviéiongré (e.g.. H.ilf‘z‘& Turoff,} 1978) as- ‘v
sumeg! thatvtelecommutérswonld ne full-time ernployeeé and WOrk'from home. Hiltz and
Turoff also anticipated that fhe use of telecornmuting via computerized conferencing
would become applicable to many p_rovfessions'besides computer programrners and;
data-enfry personnel. More recently, however, 'Mokhtérian (1996) informs us that tele-
commuters are not neCessarily cvovm‘puter users (fax and tellephlcme qualify). By far,

) .
most workers telecommute part tirne, one or two days per week, and telecommuting

5



from a telecenter lsl Iso feasible. Fogr. the purposes of this research proj,ect, those who

own businesses and

.This project u
the pivotal factor is s
work-site. Reduclhg
nitlon, obtaining ac?:c|
fact (demonstrated ir
on an informal basrs.

Costs and Beneﬂts

~In his descrlp

ti

conduct their business entirely from the home are excluded

ses a transportatlon-centered def nltlon for telecommutrng where

ubstltutlng trips to work with a home-based or telecenter based -

travel to the workplace is the defi ining element. Even with this defi-

Jrate nu:mbers of telecommuters is elusive. This stems from the

1 the survey mtervrews) that many compames allow telecommuting

but simply do not track the numbers.
, .
to lmplementlng a-Telecommutlng Program
ion of benefits, Kugelmass (1995) details productivity, retention,

eter mltrgatlon and environmental benefits of telecommutlng

employee safety, dl

- Productiviy. . lNhile
~ and m the literature
ity gains. Most data
vide some examples

Aetna Life and CaSl

companies, such ag

port productivity ga’fi

objective measures of productlwty prove elusrve in the workplace

several pieces of research polnt to subjectrve mdlces of productiv-

avarlable are anecdotal and/or subjectrve Kugelmass does pro-
l

of concrete galns at compames such as Control Data corporation,

jalty, and lntematlonal Computer lerted a Bl'ltlsh company. Other

BM, AT&T, Georgla Power and Lrght, (Boyd, 1996), and ETS re-

sbut do not citelspeciﬁc data. The difficulty seems to stem from

lack of good baSelihe data agalnst whrch to make comparlsons

One area that

i

estate costs when te

alized approximately

percent per site by er

is easrly documented is the savings that come from reduced real

ecommutmg is |mplemented Cheatem (1996) noted that IBM re- - -
|
$40 million saved by reducing its U.S. real estate costs 40 to 60

l
nploylng virtual office and hotelling pro;ects. Accrocco and ,Smrth' ‘




(1996) reporting on a case study of implementing a virtual office at NCR, indicated a
saving of 20%”in}actual space over the standard dfﬁce. ‘ N

The reasons offered for inc‘:‘reased productivity typicaliy deal with feWer distrac-
tion‘s, greater concentration, and in some instanceé increased working hours. Kugel-
mass argues that given the cognitive ‘natur.e of knowledge work, the ofﬁce is an inimical
, spac‘e.v The ordinary office 'Qeneﬁts of easy and fast commuriication‘ are -antithetical to
the demands of work which require attentioﬁ, reasoning, and t}hivnking through. The
~ quick access to co-workers, phone calls, quick questions, ‘spontaneous meetings aqd
-other interruptions distréct workers from the flow of thought that‘is e;_ssential' to the task
_athand. Time is lost h'ot oh’ly in the “off -task” activities created by the disruption ‘bu‘t /
also in start-up time vgeﬁing back to “\)vhere-you;were”. |
Absenteeism and Retention; ‘The absenteeism cost to businesses in the U.S. has
béen_ estfmated to be $30 billi.on a Q/e‘ar (Schultz & Schuitz, 1994). Hours lost to ab-
vsenc.‘e from work has doubled in the last ten years (Kugelmass, 1996,); Whatever re-
~ duces absenteeism enhances broductivityr and telecommuﬁng has demonstrably re-
duced absenteeism. A;sesément of teleébhmuting projécts in California indiqate"ap-
proximately v25%"»less in sick time for te‘lecomrﬁuting »empioyegs compared with
non-telecdmmutefs. These numbers of course have to be tempered by the fact that
' .telecoﬁ'mmuters"are special}i'y selected for good organizétion’a_i,ski‘lls.

Estimates for e}xe'cmivve relocation range vfrom ‘$25,000, to $50,000 per move
(Kugelmass, 1996). .Since, telécommuting reduces the need fdr reloéétion, savings can
be attained by eliminafingrélbcaﬁon costs. Moreover, productivity losses can be

avoided when experienced emplog(ees are retained through telecommuting.
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Employee Safety

fewer accidents |n t

1d Health. Data available on this issue derive from estimates of -

he workplace anid fewer tra\fﬁc accidents. Kugelmass (1996) cites a

report from Arthur D. Little Associates which estimates that if 12 percent of the work

force telecommuted,

traffic accidents ann

jams and congestic

]|

there would be: 1.6 million fewer accidents at work and 1,000 fewer

ually. Compared with workers who do not experience daily traffic

gestion were found

formance on a prog

1, workers who drive to work under conditions of high traffic con-

to have increased blood pressure and decreased behavioral per-

>ti reading tasks. Ign addition, their self-reports of moods indicated

significantly more hclstlhty and anxrety (Schaeffer Street, Singer & Baum, 1988). Tele-

commuting is one w

Disaster Mitigatio
1993 and the bllzza
time from work due

work could continu’e

ay to reduce these stress effects

|Reports,followinb both the California earthquakes in 1990 and

rft in theiNortheast in 1996 show that telecommutmg mltigated lost

ﬂo natural dlsasters. When employees were unable to travel to work,

-using telecommunications from alternate locations, usually home.

Environmental Benef ts. The obvrous benef iciary of reduced traffic flow is air quality im-

provement and redt‘iced energy usage Studies conducted by the U.S. Department of

Energy (1994) proiieut that reduced triansportatrOn use will result in reductions in emis-

sions that contnbutl i 0 poor air quality and possibly climate change as well as reduced

needs for highway ¢
ble for- carbon dioxuc
carbon monoxide sh

benefits over the ne

anamty expansnon Since vehicle emissions are primarily responsi-

e, th‘_eseaemissrons should be directly reduced. Hydrocarbon and

ould also be reduced though indirectly. Projections indicate modest

xt decade. If teiecommuting were to “catch on”, it has the potential




to miiigate the negative effects of urban trefﬁc congestion and improve conditions for
those still on the road. |
Costs of Telecommufing
Not all»jobs\and not all employees work well frem a remote Iocatioh. ‘This means
that not all employees are equal candidates for telecommuting. The "potential'difﬁculties
- this mivght cause will be discussed later but inequity in treatment perceived by employ-
\ .ees stands as a cost to the organization if it impacts negatively upOn perforfnance.'
Other costs to the organization to be discussed include: is_olationrof teIecOmmuters, :
diminution of organizational IpYalty, a reduced sense of corporate culture, and the
added effort required of both-employee and supervisor to make the telecommuting ar-
rangement‘succeed. ‘ - ‘ | { 3
- While or,ganizatidns can realize cost saving by instituting telecommuting pro-
grams, there are real costs attached to‘teleeommutin‘g thet need to be un\de”,rstood and
then factored in. BeS|des the ObVIOUS costs for equipment and perhaps phone lines, the
orgamzatlon should consider technlcal support staff to assist employees at least initially
with technical problems they may encounter in using the PC on- Ime
Managenal Issues
Afrequently mentioned barrier to successful implementation of telecommuting
pfogramming is that of management resistahce or lack of employer support. Chaudron
(1995) and Kugelmass (1996), citing Jack Nilies (1986), delineate the requisite qualities
of managers for successful telecommuting p'rogrems. Cheudron writes of moving from
the "ma'hagement of attendanee" to the "management of performance.” Nilles fdentiﬁes

the need for managers to focus on work activity and performance. Both authors identify




R bijneed to swrtch from

cal,re_search Irteratur

,’ 1 the n.eed for effect ve cOmm.unication

work arrangement

o scnptlons for effecti ve management i

“sion a-nd actlvrty'

So whlle the},tr

- ;performance of the.orgamzatlon and

o f- manager and teleconuter (Rernsch

b (Rodenck & Jelley, 1
: :-of telecommutmg (K

e .Etezadl co_nﬁrm;the

. ‘>to'tele'commuting; du’_e substantlally to

a "feuda\l" Ieader

I|fa & Etezadl

elref extant that

: Nllles also hrghllghts trust Kugelmass notes that these are pre-

lteractlon between manager and subordrnates is |mportant |n the

’\\

o : ‘,tlonshlp, relatrvely Tttte emplncal attentlon has been glven to the relatlonshlp between ,: ‘

e seems‘ to focus only on thelr perceptlon of telecommutlng =

92) Other empmcal research deals wuth employees perceptlons 2

1997 Splllman & Markham 1997) Klahfa and

the dlff culty of monltonng workers performance

10

Wit'h workers and ‘planning‘for:‘the te’I’ecommuting S

ngeneral Hlltz and Turoff (1978) dISCUSS the e

to one that |s partlcrpatlve facmtatmg group cohe-,’i\

telecommutmg changes the nature of thls rela- ‘_ 3

1995) The attentlon to managers in the emplrl- o B

managenal control emerges as a percelved barnerf SRR

L
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Research Problem
Given the paucity of research that relates td the managing of telécommuters, the
present research éeeks to fill some of that void through,probing-the knowledge gained
by the experience of managérs of telecommutlers. Through semi-structuréd interviews
of these managers, we hopé to discern specific 'cha.ngés in their practices and behav-
iors in regard to*~telecom’rnuters. Those managerial practices targeted for examination
| are: (1) managerial contrbl and performance appraisal, (2) managerial plannirig (3)
Communication gnd coordination, (4) employee equity and ()] socialization and team-
work. S |
Managerial Control and Performance Appraisal
| Managers’ resistance to telecommuting, according to Kugelmass, stems froml
their apprehensions about not béing able to observe directly:what their emplbyees are
doing. ‘Given thé naturé of hu_rnan_ capabilities, visual evidence often dominates our
perceptual experiences (Posner, Nissin,; & Klein, 1976). That is, managers lzely on direct
observation of employges as'a way of gaining information about .employee performance
in/the workplace., However, Feldman (1 98‘i) notes théf supervisors ,gatrier information
about their employees in an "informationally noisy environrhent". By this he meains that
supervisors have many duties; consequently, information which they obtain by direct
observation is fragmented, restricted to an incomplete sét of job activities, and minimal.

( . . '
Thus, a good deal of information also comes from indirect sources even within the

workplace.
Murphy and Cleveland (1991) report that, in prgctice, extensive direct observa-

tion of employees is relatively rare in most organizations. As reasons, they mention: (1)

11



the demands on supervisors' tirne, (2} the fact that strbordinates often work at distances
- from their supervisors which .makes di\rect observation diﬁ' cult, and (3) the }fact} that
| many jobs are combosed of unobservable mental actrvrtles When managers do ob-
serve their:employeies it is frequentlv for a specific purpose whrch in itself can distort
the information obtarned Indeed, when employees are aware of being observed thelr
performance often sh fts from what is typlcal to maxrmal

As noted muc:h of the mformatrpn that supervisors gather about their subordi-

i , . '
nates is from mdrr_e,ct sources. Managers hear complaints about employees as well as

‘praise. Managers read reports and make inferences about employee characteristics

based on the qualitv and timeliness of%the reports.
; . I _ : »

Getting inforrna}tion about employees from different modalities affects the quality

and the richness of ir-tormation thatis transmitted. In'their review of literature compar-

i
I

ing performance apprausals based on varyrng modes of information, Murphy and

Cleveland (1991) ide tify only one d|rect study by Maler and Thurber (1968) Rather
surprisingly, that studL, which compared audro and wrrtten records of mtervrews with |
direct observation, indicated that lndlrect observatron (wrrtten and audio records) re-
‘sulted in greater appirarsal accuracy than drrect observatlon

|

‘More recentiy%, using a IfaboratorQy simulation, Kulik and Ambrose (1993)<corn- .

pared visual observat J)n with compute;rized performance monitoring (CPM). CPM,

(e

through continuous ri ording and repdrting of computer-driven activity, can provide su-

- pervisors with informz tion about 'attendance' work s'peed ‘work completed and errors.
Typically, CPM is limjr d to quantifi able performance and managers will need to rely on

other sources for infdu mation relevant to Iess quantrt‘ iable dimensrons In their research

i
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Kulik and Ambrose manipulated the information subjects received about a secretary‘so
that received CPM date (words typed per minute) was either consistent or inconsietent
with visual data (videotapes b_f the secre{ary at work). Their fesults indicated that posi-
tive visual information triggered more automatic pfogessing of informatien than did
negative visual information. - Slower proceesing times and more eCCurate recall of in-
formation in the negative}visual il}jform‘ation condition suggest t}-hat-’more attention was
~ being paid to poor peffoﬁnance. Moreover, in a follow-up study, information gained
visually resulted in more hegative ratings than that gained via CPM.

These findings suggeet, that visual information is more influential in determining
/ evaluations than C/PM data. This could well reflect the experimental design which gave
CPM dvata only about typing performaﬁce but visual data was prdvided for a range of
secretarial behaviors. ‘Nonetheless, Kulik and Ambrose's resuits run contrary to em- |
ployee concerns about ueing CPM. Grant (1988) documents employee fears that su- |
pervisors Will emphasize the readily obtained and documentable euentitative aspects. of
work over the qualitative facets. )

The literature on obseration of‘eﬁ\ployees points to managers ueing both visual

and non—.visuel sources of informatien to keep informed of employee work progrese and
to make judgments about employee“pefformance. Hvowever, ﬂndings by Kulik and Am-
‘brose (1993) s;ggest that managers continue to put more credence in the information
- received via direct observation of employees rather than from*indirect sources.

‘Managing telecommufers deprives managers of the ability to keep an eye on |
workers and thus deprivee them of their visual source of infomiation. This work ar-

rangement suggests that managers will need to shift their information source about

13



employees to nonj—v
work output.

f

isually based inf1c>rmation such as audio-and written reports and

Research Issues o

]

1. How do manage

2. How is productiv

~
[ 4
H

. |
non-telecommuters

Performance Appraisal. Performa

~ evaluate and influen
.

Westfall (1997) note

commuting diminishe

Performance

image of the telecon

worthy, reliable in wc

tive,‘able to separate

Managerial Conjtrol
s of telecommufers gather information pertaining to their work?

ty measured for?telecomm/uters? Does this differ in any way from

1

4 J

nce appraisal is a process used by managem
N

ce (i.e. control) fhe employee in the workplace. As previously cited,

entto

d that appraisal ;is typically based on direct observation and tele-
eS oppo;rtunitiés 1for direct observation.

appraisal also p%resents another situation for inequity. Suppose the
imuter is markec§i by characteristics of being well-organized, trust-

! 1
ork and attendance, able to work independently, flexible, coopera-

2 home and family life from work schedule, problem-solver, takes |

ihitiative, has thorough knowledge oﬁjob, and is .self-disciplined. These traits were

taken from the TeIeJcommuting Implémentation Manual of the Midwést Institute of Tele-

commuting Educa"tio

n -(1994) and ar? promulgated in the workshops that they run.

Such traits make the telecommuter better than the typical employee and closer to the

ideal employee. Ifr
|

. .
ers, then we can e

M

D

anagers select telecommuters from among the superior perform-

X
|

ect that their peﬁormance appraisals will benefit from being placed

in the category o "t[
Situational fa

|
more salient. If the

est employee."

ctors also affect ﬁhe appraisal process and make certain features

person being appraised is the only telecommuter in the group, theri

|
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behavior which is irrelevent to telecommuting may be attributed to the telecommuting
status. Given that the work-away-from-the-job-site allows for fewer interruptions, su-
perviscrs may judge some tasks es easier to complete tﬁan |f done at the work-site.
Working alone could easily make the category of independent worker more salient re-
gardless of the accuracy of that judgment. On the other hand, it could decrease the sa-
liency of a team-player. These issues heed to be clarified as rhore employees}engage“
in telecommuting. To the extent that telecommuters are selected from amohg the best
employees, they couldv derive advantage from their managers’ benefit-of-doubt. This

~-

element should be monitored.

Research Issues Ccncerning Performance
1..Has telecommuting affected the performance appraisal/ process?
2. Is the current eppraisal process appropriate for telecommuters?
Managerial Planning | |

~ A basic managerial function is that of planning. Given that success in telecom-
muting programs depends, in part, on management practices thet'supcort it, then man-
agement practices will need sorﬁé change. Planning is one function thet will need en-
hanced emphasis regarding work assignments; coordination of work tasks and commu-
nication with employees about wcrk progress and problems. . Planning often involves
two aspects of work: goal setting and its companion piece, feedback, to evaluate goal
accomplishment. The ability of managers to change has often been linked to their
style. Previously (page 17); it was reported that a participativ}evsfyle of rhanagement is
more congenial to a telework arrangement t‘han that characterized by “command and

N

control.”
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1 ;
Research Issues Regarding; Planning‘

il

1. How does telecommutlng affect the way goals are set for employees?

2. How doestelecommutlng affect the way feedback is glven to employees?

-3. How has telecommutnng affected the techniques of management? /

4. How do managers of telecommuters characterize'fheir managerial style?
Communication alLd Coordinatiom | |

Essentlal to success in telecommutlng is good communication between manag-
ers and employees ;Gabarrro (1 990)1 has identified that mature relationships not only

use more modes of commun‘icatiOn (yerbal and non-verbal) but also can more easily

substitute one for another. An element of successful telecommuting relationships may

be the comfort invs%b stituting e-mail and telephone communications for face-to-face

discussions.

Interestinglj, Reinsch (1995) found that the quality of the relationship between

managers and telecommuters was cdrvilinear. That is, the relationship was judged to

be significantly podrer during monthsf7-12 than prev‘ious‘ly and poorer than in relation-
. l | - - \
ships lasting 13 or more months. This suggests that particular attention needs to be

paid to the quality and quantity of communication between manager and telecommuter

as the relationship matures. . : )

The employe s’ commuvnication of work progress is only half of the equation:

managerial commu1 ication with employe’es is the othercomponent A disadvantage
frequently mentlone |s the feehng that telecommuters are left out of office communica-
tions (e.g. Kugelmass 1995 Relnsch 1995). So while employees have to deal with

J

their managers nee s to be mformed of work progress, in turn, managers should be

}



sensitive to telecommuters’ needs. Nilles (1997) posits that where telecommuting pro-
grams are successful, both telecommuters and their non-telecommuting counterparts
become more effective commyniéators. This occurs becaus}e both groups learn to use
e-mail and other asynchronous (i.e., not real-timé) fo_rm’s of communication as well as
video and phone conferences.

There is a major advantage to this. Reliance on face to‘ face communication in
an organization can mean that some members are included and some are not. But
general distribution»via e-mail and other telecommuniéation technologies extends the

‘boundaries of the physical space and has the effect Qf §;tching all employees.

Informal communication in organizations is particula‘rly important in'sbcialization
and maintenaﬁce of organizational culfure. Tradifiianallyi it occurs on an ad-hoc basis
and between workers in close physical proximity. Neverthéless, a comparison of re-
mote workers with traditional workers yielded no difference in satisfaction with ability to
get help from co-workers, social opportunities or ability to .keep up with office politics
and gossip (Fritz, Nar_asimhan,.& Rhee, 1996).

So while énecdotél evidence tends to reinforcé the ideas that telecommuters do
suffer from feelings of isolation, the empirical evidence sUggests that telecommuters are
not suffering in a great way.. However, Fritz, Narasimhan, & Rhee (1996) deriVed their
data from those telecommuting part-time.

Research Issues Concerning Communication and Coordination

1. What forms of media are used to communicate general organizational information

such as memos and reports? /

2. In what ways is informal communication affected by telecommuting?
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3. What is the leve)

and non-telecomm

Employee Equity ¢

The importance of be

theory of work motiva

of satisfaction wiﬁh the quality of communication with telecommuters.

uters?

ing treated fairl)} by the organization is the underpinning of a majof

tion, as well as procedural justice policies in workplace. To the

. extent that telecom‘fmuting opens the bossibility of eXperiencing a sense of inequity,

then management ne

. | |
_as being sources of

ir

eds to be sensitﬁve to its implementation. Three areas stand out

nequity perceptiéns: work distribution and selection of workers for

telecommuting. Perfo

gerial control, also s

|

Work Distribution. O

~ ditional tasks on t,hés
State Energy Office s
colleagues valued th
put-upon.
Employee Selectior;.
- commute. In some?
categories wh’ere thLe
ers who telecommu'fee
|

- |
rangements would re

for non-professional \

Research Issues Cor

1. How are work assi

lands as a
)f concern here is
é days that telecommuters work

‘tud

' |
. |

{

|
s

rmance appraisal; previously discussed under the rubric of mana-

potentﬁal source of perceived inequity.

'the fact the non-telecommuters may acquire ad-

from home. The Washington

y (Heifetz, 1 QQO) reported véried worker reaction to this. Some

e‘ﬂincreased respbnsibility from assuming tasks while others felt

\

Kugelmass (1 995) discusses inequitable opportunities to tele-
\ ‘

rganizations telecéommuting may be limited to professional job

e already is a ngd deal of autonomy. In contrast, clerical work-

may be subject to computer performance monitoring. These ar-

ult in more discretion over time for professional workers and less

|

workers.

icerning Equi

g‘nments‘made among telecommuters and non-telecommuters?

|
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2. Does telecommuting ‘in any way affect promotion end/or compensation?
3. Does telecommuting in any way affect allocation of informal rewards?
- 4. How are teiecommuters -selected?
Socia’lization & Teamwork» |
The issue of isolation and diminution of a stron‘gvc0rpora‘te_ cuitune among tele-
- commuters seems not to have materialized among part-time tel_ecommliters (Kugel-
.mass, 1995). Full-time telecommuters may be more susceptible to this prObI'ent but
more evidence is needed. The issue is not telecommuting, per se, but rather communi-
cation. Fer -example,'institUt‘ing. a virtual office at NCR_necesSiteted some need for
. worker socieiization (Accrocc;:ok & Smith, 1996). To deal with‘ the need to socialize work-
ers during‘ the initial employment phase, telecommuting may be unavailable to workers
for the first six months of employment. This would allow initiation into the cbrpo;ate
o : ( ' S
culture and perrhit _assessment as to the suitability of the individual for telecornmuting.
The idea of telecommuting and teamwork -would»seern} at first to be contradictory. -
If teamwork requires task interdependence, continual adjustment, end accessibility of
‘colleagues to complete prejects, then havi»ng‘r'nembets of the teamrdispeijsed would
detract from team _effectiveness. Nillee (1997) argues that as'orgenizations are be-
coming more dispe'rsed, info.rmatipn technologies permit many kinds of work to become
location independent.
Research Issuee Regarding Seeialization and Teamwork
1. Do organizations use eome‘, introductory beriod to socialize new employees before

allowing them to telecommute?
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2. How has telecorrén

.3. How do members

muting affected teamwork?

of the team communicate when telecommuters are participants?

—

4. What types of conﬂicts tend to oCcUr and how are they resolved?

5. How does telecommutmg affect the support team members give each other?

- Summary of Resea

s

r<|=h Questions

A. Structural Issuesz'bgardlng Telec&mmuting

1. How formal |s the tel:ecommtjting program?

2. How many

telecommute? Hojw frequently?

3. What unit is responsible for coordinating telecommuting arrangements?

4. Which units employee telecommutets?
|

B. Managerial Contrbl and Performancie Appraisal

1. How do men agers of telecorrtmuters gather information pertaining to their

work?

2. How s prod qctivity measureq for telecommuters? Does this differ in any way

\
|

from non tel commuters

3. Has telecon'lmutmg affected the performance appreisal process?

4, Is the curre!

rltl apprais;el process appropriate for telecommuters?

Research Issues Reg rding M‘anageriel Planning.

1. How does t
2. How does

3. How has tel

|
Iecommuting affect the way goals are set for employees?

] | |
Iéeommuting affe;ct the way feedback is given to employees?

Ieé:ommuting _affected the way yeu manage?

4. How do you characterize youﬁ managerial style?
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Research Issues Concerning Communication and Coordination -
1. What types of medfe are used to communicate general organizational infor-.
mation such as merﬁos and reports? |
2. In'what ways is informal communication affecfed by telecommuting?
3. What is fhe level pf satisfaction _witI; the quality of comrﬁunication with tele-
commuters and non-telecommuters?
Research Issues Concerning Equity
1. How are assignments made among telecomr;1uters and non-telecommuters?
2. Does telecommuting in any way affect promotion and/or compensation?
‘3. Does telecommuting in any way affect‘allocation of informal re;/va'rds?
.4. How are telecommuters selected?
Research Issues Regarding Socialization and Teamwork
1. AHow has telecommuting affected teamwork?
- 2. How do members of the team communicate when telecommuters are partici-
pants? |
3. What types of conﬂicts teﬁd to occur and how are they resolved?
4. How does telecommuting affect tﬁe support team members give each other?

\

5. How does telecommuting affect the suppdrt team members give each other?

21



The techniqpe
view of managers. :
Common organizafit
naires that are wide
1972) developed by
ceme from re,views%c ‘

questions were incI}u

New Jersey in a pre»/

y use

f telecommuting

|
|

~Method |

employed in thi?s study to gather data is that of a structured inter-

The structured interview schedule was developed from two sources.

onal variables included were derived from organizational question-

d such as trj.le Survey of brganizations (Taylor & Bowers,

|

?‘he Institute for éuwey Research. The second source of questions

and relevant management literature. In addition,

ded that stemmed from interviews conducted of TMA personnel in

AN

ious study. (Rotter, 1998)

The Structured Interview Schedule

The interview
and for reasonablene
ingly. Major segmer\t
1. Organizational info

etc.)

Lchedule (see Abpendix) was pre-tested for clarity of questions

)

ss of length of the interview (about one hour) and revised accord-
i ,
s of the:schedule are:

rmation (type oﬂorganization and/or business unit, location, size,

2. Telecommuting information (numbers of telecommdters, their job titles, number of -

days telecommutﬁr1g)

\
3. Organizational stru

cal issues pertainin

etc.)

cture for teleconﬁmuting (unit responsible for coordinating, techni-}'_

9 to telecommuting such as agreements, insurance, equipment,

4. Managerial issue}s (control, commupication, equity, & teamwork).

The majority' of the Frite'wiew time was% devoted to managerial issues.

/
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The Sample of Interviewees

The data consis’;s of tWeNe interr 2ws done withvv ﬁiahagers »ef’telecomrﬁuters or
employees Who were instrumenta.l in develqping organizatioriél policy on teleco‘mmut-v
ing. Table 2 preserits descriptive inforrr\\atiorn about the interviewees. Of the twelve in-
terviewees, seven were women and five were men. The average job tenure in their
preysent ma_nage'rial pe_sition ]Wasv4l.3 years although most of those in‘terviewed vhad
» been with the current company sig»n‘iﬁcantly» longer.
The vOrg‘anizations |

~All organizations, exeept- one, have offices in}‘Newvaersey. The one Yexcep‘vtion
was a Minneepolis organizafien. Table 3 presents(‘info’rmatio'r»i ‘v}bn the organizations:
The .organizations' .feﬂecf seven differen’t,sectors of the United Statee economy and all
Y‘were national |n scope. Half of the interviews (six) ceme from the telecorrimunications. |
sectdr’ which ’ut.i‘IiZes telecofnn)uting both formally and ».informally mqre“ frequently than -

- the other sectors reflected in the interviews in the:Sample'. Of the six interviews in tele-

- communications, five came from one company; although difference areas of the com-

\

pany were included. Four of the five interviewed came from the Business Markets Divi-
sion. Within the division, thfee were involved with _buSihess analysis applications and
one in pricing support. The fifth was a sales manager. All were'ih different New Jersey

" locations.
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~ Table 2. Description lO(f the Sample of intferviewees

’ Gender o
 Average Job Tenure

~ Job Titles

Table 3. Description of Organizations

Feméles =7, Males =5

4.3 y:ears

- Human Resources Manager

- Staff %Manager

Product Manager

Sales Manager . »
Director of Systems Integration
District Manager

District Manager

District Manager

Human Resource Director
Global Director of Marketing
Director of Administration
Projeé:t Manager *

Sector

Telecommunication
Company A
Company B

y

Industrial 'Printing i
Insurance & Financé
Technology (Softwa%e)

v Pharmaceutical ‘
Iétetail )
Fold Manufacturing i
|

Procedure

All interviews% were conducted 5y the principal investigator, either on-site or by
. | |

 telephone. Intervie ;

’

_ attribution and that r

eleven of twelve grainted tac’pin;g of the %intervi_éw. The interviewer also took notes durihg

—dof - -

Scop

International
International
|

! 4

| Natioﬁal

International

C N'atior§1al

National -
nal

Intern:ational

Natiorélal'

ees were as_sureéi that their individual responSgs would not be for

éults would be gr%ouped. All were asked permission for taping and :




the interview. Each interview lasted between 45 minutes and 90 minutes. Typically an

interview would 'Iast about 60 minutes.
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All interviews

A review of the liter,

Results
were transcri_bec@ and coded with QSR NUD-IST software (1997).

ature pertaining tc’? the use of QSR NUD-IST reveals it is used most

freqUentIy in analyfsis of clinical data %(e.g. Davis & Davis, 1997). Another area where it

has been used is é(
transcribed} intewié
text for cbding by
coded using eitheﬁ

w
l
\

of the interview in ¢

 within the intervie

tions. The coding tl

- were then subjectec

~ sponses in various
|

“asking of questions

This prograh

|

en
|

\
|

ucation (e.g., Rouse & Dick, 1994).

N

assists in qualitative data analysis when the data to be entered are

s. The res_earchjer decides what becomes a meaningful section of

tering hard returns into the document. Then each text unit can be

‘researcher crea

mbination with the pattern of responses given to interview ques-

|
I

ted code or using the program to uncover themes
This research &éed coding categories determined by the structure
0

ée is presented |n Figures 1-3. Using these codes, the interviews

1 to content analyjsisf. QSR- NUD-IST also provides counts of re-

1

‘ategorie‘s thus ehabling frequency analysis and further permits the

or generating chnts of intersecting codes.
. o :
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Parameter

Figure 1

Major Code and Sub Code Categories

Both

" Problem
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o Figure 3 : Code and Subcode Categories for Communication & Teamwork -




| Telecommuting éBa

Tables 4 th%r:)
| 'Ycommuting at t’heéc
twelve interviewed r
. or company | That ‘

Ay

© commuting p‘rogra,m_

though there was s

of industrial sectors b

established any sys
Table 5 reve

a‘rg

I

those that had a |

Most had employees who telecommt

The job titles or area

~ were sales and malr

like developers, proje

} unllkely to have tel

of the status contmL
~end. However, the;

- professionals also n

_ing. Units responsib

‘often a technical di

e

reported handled tt

ugh 7 illustrate some basic information about the extent of tele-

S

ys

‘ rj
eco
IIm and finance

sics i

mpanie‘s of the various interviewees. As seen in Table 4 five of the

| |
ported \no formal telecommutrng program wrthm their busuness unit
the telecommunlcatron company did |ndeed have a formal tele-

y

but in several sectlons of the company |t was not utlllzed even

tematlc telecomm'uting. Telecommuting was preSent ina variety

ut the food manufactering company had the least and had not'

matlc program. ) | |
Is that very few orgamzatlons had full time telecommuters except
e sales \contrngent The sales unrts tended to be vrrtual offi ice.

ited anywhere from one to three days per week.

S where telecommuters could more frequently be found (Table 6)

ketlng management customer support and more technical job trtles | |

ct managers, progra‘mmers, and appllcatlon tralners. Job areas
mmuters were clerical staff and unionized personnel at one end
rofessionals and R & D professionals at the other

terviewee from

ted that they are flagrant users of informal or casual telecommut-

e for coprd-inatintg telecommuting varied widely (Table 7)., .Most/'
1

vision was responsrble but often the unit to which the telecommuter

srtuatron _

30

a company that employed a large number of R&D



~ |Table 4.,Number of Telecommuters in Unif»br‘Di\‘(isi'on of the Manageralnt,erviewed -

O_rg\danization‘ o - Eormally Telecommutin ,.,I.nformalll i Telecomhjutin
Telecommunication | | i ‘
Company A - v 4,600 - 15,000 (approx.) ’
Company B o - . :
Unit 1 ' 0 © 1214 ,
h Unit2 o 4 0 - 3regularly, 19 occasionally
. Unit3 oL 0 -2-3 regularly, 18 occasion-
Unit4 : 8 : ally '
Units 1 ) - 30 :
A E I ~ Not known
Industrial Printing RS 30 75-100
: 'Insurance&Finance ' -k : 50 700 (approx.) |
Technology (Software) 0 o812
' Pharmaceutical R BT Notknown '. Not known
Retal 16 Notknown
Food Manufacturing S 0 2
*Organization-wide ST —
i |Tablé 5. »’Frequency of Telécommu@
Organlzatlo : ‘ S S Number of days
| Telecommumcatlon oo - R
‘Company A* - 2-3 Days, Satellite office for sales
~CompanyB RN
Unit1 =~~~ 1-2Days
Unit2 =~~~ 1Day
Unit3 ~  1Day S
Unit4 - - 50% full time, 50% part time
, Un|t5 RERE -2 Days , S
Industrlal Prlntlng T “Full time for virtual oﬁ' ice workers
'Insurance&Flnance . 1Day ) S
Techn‘ology (Software)- ‘ Virtually full tlme (reportacouple of days a
} : R SR monthtoanoffce R -
Pharmaceutical =~  1Day | ;
Retail GRS - 3Days
Food Manufacturing -~ Full tlme
*Organization-wide - '
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| .
| |

’ ~

B ~ Table 6. Areas of Telecommuting and Non-}felecommutihg |

Te_le’commut'ih'c_Job Areas o i Nonv-'l_'el_‘ecomm»utian‘JOb Areas. |

I.Dev.elo'pers: IR Sec:l’oqc;i Ie\iel‘,vmaha‘gers:- 1
| . Sales,ahd sales-nﬁé ‘age'm‘ent}.' . | o Fihanqéi |
| ‘:Ma}rke’tirzi‘g"ma:nage ‘ent. - '_ : o R&D | .
Aécouﬁt Representatives | o vlTech;r)i%:a‘-l_?l‘.lppbr}t |
Customer Sl.vlpvbont‘v o Callvcejht_ér‘ persqn_nel '
Project Managers| | » | ; Servuce re‘pr‘eseh_'tati\(eé;'-‘

Technical types 1o ' J Clerical staff

Application trainers T : Méndfacturing

Programmers “ Unionized personnel

Table 7.»Orgénizativon | Unit Responsible for COOrdin'ati:nj" Telecommuting

Corporate. Human RéSourqes (only for cdlle(;tion of informa‘tioh)v

‘Connectivity Divisio\nl

‘ ' ’ : T . ;
Information Systemsi - R (

CIO Organization
Management Information Sysféms

Local Business Unit | | |




B Managenal Control and Performance Appralsal

How managers of telecommuters gather mformatlon pertalnlng to their work. work

L
A review of codlng for the vanous modes of corr/lmumcatlon used by managers

show that they,mostrfrequently use e-mail followed by phone calls. Table 8 illustrates

freq‘ue’ney of coding of comrnunjicati‘on media by interview.

Table 8 Frequency of Codlng of Commumcatlon Medla by Interwew /

AT Commumcatlon Medla

Vo

. f OrganiZatioa- o »F_‘acento Face - Phone. . E-mail  Fax ‘P_hZOne,Conf. Vldeo Co’n»f:v a P’agersv- ”

TequpmrhUniCatidns o | | R o
 CompamyA . e o ‘. . 0."

"'"coﬁipaﬁys_‘ - 5 - 4 - 0 1 N o S

‘vU“M- 0 1 1 | 0 0 0 : 0

i‘Ur\itz"" s I 4" 7 o s % SRR ' _,2vv

,' Uﬁii4- 8 , 3 »s-ﬁ . .;“1. 3 L ‘ o 0 '

< Umt5 5 14w 00 0 a2
.Iﬁdu%ﬁaIPﬁﬁﬁhg | 3 o w 2 e 6 0
Insurande&Finanoe‘ o \ '0 | 5 ‘ 6 - 0 2 .; : 0 0
Technology(soﬂware)‘ o . 1 1 " 1 o 0o : 3 0 - 4
Pharmaoeutlcal | 1" ‘ S ; | 5 0 0 o 0 \‘ 0
 Rewl - 0 s 1 o o 0
',".roodManufacturihg o 5 8 6 _ 1 S 10

Total S ® s 8 6 % 2 8
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| 7“:5 »and 'for.the transr

taln |mmed|ate fe

o K that goal achleverr

" Aperusal

Supplred to

: '_ Irne frequently twc

N commumcatron

|nd|cated that phome conferences were one of the ways that employees at remote Ioca— '

iy _;,;tlons could stlll func

of

)

S

issron of lt' Ies Phones are |mportant in managers bemg able to ob- . -

back tol questron‘s;\ .

lecommuters were: computers pnnters and at Ieast one phone

= : supervrsrng part-time telecommuters there was ample opportunrty for face-to-face o

|ve of the managers reported use of phone conferences They also -

L o
tron asateam

/

o How |s__productrvml

 telecommuters? |||

Table 9 rev

~ Inall instances th

o :mUters reported"tt

contract and sales}

o '-What is notable a

'satrsfactron is bern

;,appra)isal;,'c;ommer

"Well'~certain
‘metrics est

jie

b
Al

~ These managers

: pllshed core perf

se managers of telecommuters who also managed non-telecom-

7

'-work accuracy, cost efﬁcrency, and |n one mstance pubhcatlons
' |

o not on work grocegs There were a few mentlons |n the area of sales that customer SRR

factored |n In three mstances there are no entrees in the table

B
ld not elaborate ln productrvrty measurement beyond performance.» R
rts follow regardlng productrvrty measurement |

ly meetlng the obrectlves of one s jOb domg weII agalnst the L

onnance in a glven posrtlon

34

the rnterwew Iogs mdrcates that e-marl functlons both for messages =

Irnes one for vlrce the other for data Slnce most managers were

measured for telecommuters‘7 Does thrs dlffer in an }wa‘ from non-_' o

ews codllng frequencres for techmques of productlwty measurement s

iat productrvrty measurement was srmllar for both The table reveals ko

|ent was rnentloned most frequently, followed by work trmellness e

ut all oﬂ these measures is that they focus on work outcomes and i




They are all working on a very defined set of objectrves ‘We really don't
‘micromanage. Where | care what thay are doing on an annual basis, it is
“more like here's your annual objectives. Get them done, if you get them
done in July, you can have the rest of the year off for all | care. If you
want to get ahead for next year, and we all do, then keep plugging away.

~lam a proponent of it, strongly recommend that managers shift from the
mind-set of looking at how many hours someone puts in compared to
- what they produce at home. So | because you know as well as | do L
- someone could work twelve hours a day, but if someone else is more ef-
- ficient they might work eight hours a day and produce a Iot more. So /
like to focus on results » , -

Basrcally we were told and we have to wnte a paper that's our objectlve, /'
on what we are gomg to do. We review it halfway through the year to

see if it is ok and then the performance is based on how weII you have
completed those objectrves

: Consrdenng the fact that we are a knowledge communlty, it is do we ful-
fill our clients' requests for whatever that may- ‘be, are we reachable, do
_we deliver what we say we are going to deliver, do we meet our objec-
tives, do we exceed them. Those are the measures we focus on. In
October we did a self assessment on how do you feel as far as produc-
tlvlty goes. Do you think you are more productive when you're telecom-
muting, with a scale. Everyone felt that they were much more produc-
-tive, but again this kind of thing is hard to measure when you are notina
factory type situation. But as far as meeting and exceedlng the objec-
_ tives, that is a little more measurable, people do have deliverables in
" various jobs-commltments do they meet their commitments on time. I
. would say telecommutlng aids meetlng the commltments on time.

There is overlap between these the issues of'productivity.meaSUrement and

performance app,raisa)l._ "l'able..'1 0 presents the frequency of coding fo_r performance ap-
p'raiSal. The most frequently mentioned aspect- r,egarding.perform“ce ap‘praisal has to
~do wnth goal achlevement followed by development Development refers to employee

development or some |nd|cator of growth in terms of advancung in jOb knowledge and

T
skills. A majorlty-of the |ntew|ewees also d,lsc.ussed’the .appralsal format.




. Table 9. Text Units G

>oded for T

1

pe fof Pr

\ .

oductivity Measure

- '_“Measures of PrédugtiVit‘y_.‘-v .v"

o “Organization

- Telecommunications

Company A.
,Cpmpanyé
Unit1
Unit2
Unit 3
Unit4
: Unitév
Industrial Printing
Insurance & Finance
Technology (software)
Phamaceutical |
Retail |
Food Manufactnrir;é }

Total

| Goal

23

. Publicat

Achievement' s

ons  Contract& |
. Sales | .

10

~Work : . Work . Cost
Timeliness . Accuracy ~ Efficiency

% 7 6
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- Table 10. Frequency of Coding for Performance App_raisal

Organization | . Goal A”chievement R Leadership - _ Development ’. lnstrurnent .
. Telecommunications | |
'CornpanyA oy B 0o - 0 2
Company B | | |
Unit1 BRI o 0 o
itz - R R P 0
wits 2t o
Unit4 o0 o 0 o |
‘U,_nitis S, o 2 R
' Industri'alPrintan o | ..0 vi " 1vv o R
l'lnsurance&lfinance: " 0 - 0 o .1, 5
Technology(sottware) | . 1 0 : 0 | o , ) 1
Phamscesicl 2 0 P s
Rewl 0 . B R
Eood.Manufacturing h - 0 0 - o | _1'k
Tow 9 | 1 T

An area of partlcular concern regardrng performance appralsal was the appropn-
ateness of lts use and format for telecommuters In response to the questlon concern-
ing: problems performance apprarsal mrght hold for judgrng the work of telecommuters
all mtervuewed reported that generally there were no problems usmg the current per-
'formance appralsal format.. It was appropnat_e for both telecommuterand ‘non-»
telecommuter alike. _However, si>t of twelve did me,nt’ion» certain problems that might oc-

cur. 'l"‘he,respOnses referred more to feedback from performance 'appraisal./ That is,
| R : A .
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. vwith_telecomm;iteqs{

timely fashion. Toi

 mail or a phone caTl

The other iss

culty appraising te‘!é

‘managers needing
' Managerial Planr*i

€

deliver informatio

51

tc

a performance appraisal interview might be difficult to setupina

n to an employee, a less personal form such as e-
might be used.

Je regarded visibility. While one manager voiced no personal diffi-

:ommuting employees, she voiced some thoughts about Othe,r"w .

0 see employees. However, there were no specific incidents.

ng

2€

Goal Setting and F
that managers did n

as a result of their s

less of where an iqc

Two interviewees

-~ employees taking <!)

coming more detailed and s

did

2dback. A re'vie\ilv of the interview logs for goal setting indicated

i
1

changes in the

lecommuting. C%oals are still driven by business objectives regard-

!
ividual is working and goal specification is still results

ot perceive any way goals were set for employees

5
-oriented.

'mention some bhange in how goals were set. One referred to

N more respohsib!ility in setting their goals, another mentioned be-

Some responses fci:

peciﬁc.wr;'nen engaging |n goal Sétti'ng with telecommuters.

low:

A...Changed} he Way goals aré sét? If anything‘it shifted more re-

- sponsibility t
" cantly chang
| ]

Not so much
myself being
“ables.

...théy are

overall busii ‘

|

d; en | 1
objectives a;P'ie» executive VP

’the emp;»onees‘ to set their goals, but it hasn't signifi-
' 's still lthe‘ same results we're looking for.

|
{goals were still the same, but | found
little bit more, h%ow should | say, descriptive, in deliver-

od things. It

goals, | think the

from the bus;'ness side with a series of goals and -
| ‘Iével and they get translated down to -
2ss market divisions. ' ‘ B

|
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: Similar.to goal setting,- no major.change was seen in giving feedback to employ-
ee‘s as a result of telecommutlng The most frequently mentroned change was giving
feed back by way of e-mail or by telephone if the employee was not on-snte that day
~ and some immediate feedback was needed. In that sense, there is Iess of a personal
~touch. One manager, who had two fulltime telecommuters, ‘d“id mention that at first he
felt uncomfortable not being able to go rdoyvn the hall to fi nd his employee, but after a
few months he adapted to the sntuatlon and d|d not: have as much need to be in contact
wnth h|s employees | | |

hange in management su Whlle no major changes |n technlques of managing or
management style asa result of managlng telecommuters were revealed some themes:
d|d occur in response to the |tem about problems managlng telecommuters Two man--
agers mentloned the sense of not .knowlng ‘what their people were domg, while one was
concerned that telecornmuters might be o_verlooked by higher'.levels_ of management.
'-Several mentioned.frustration‘s of‘ both«managers and ernployees Jdue to 'technical
problems that would occur. Four rnentloned the demands on both manager and tele-
commuter for being more organlzed For example thlS took the form of maklng sure
' conference call llnes were set up and wvo}rklng gettmg out agendas settlng up time
~ frames for tasks | | |
| | Table 11 presents codes for problems that managers saw emerglng when deal- -

mg with telecommuters The code categones show that managers often thought in

terms of dlft' cultles the employees would encounter lack of small talk, not gettlng to
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;

g know other employees Most (n-10) perceived no substantlal problems managlng tele- '

commuters. | » - l

Table 11. Frequency of Codin_g ‘for Problvems Managing Telecommuters -
i

Organization | Lack of Small Talk Not Getting to Know Employees _ No problems -
Telecommunications | | | | , o
Company A ke 1 | 1 0 - DR 0
Company B i | "
St 0 | 0 0
untz 0 o oy R
Units 0 0 3
Unit4 | 0 0 3
Unts 1 ‘ 0 e
ndustialPrintng | 2 4 0o
~“Insurance & Finance / R | 0 0
Technology (software) I | : 1 ‘ 1 /1
Pharmaceutical AR 0 2
Retall 1 0 1
Food Manufacturing _ ,‘ 1 | ; 3 3
Tota e 7 16
, i _

The multiple codes ‘th'at appeér in the table reﬂe'ct the fact that while problems

“might have occurreld in the early stages of telecommutlng problems had been resolved
at the time of the lr]rle rview. Another explanatlon of the multlple codes is that overall

- there are no majorlploblems experlenced in managlng telecommuters but some smaller

, .

~ ones do occur. .
~Management sglej In response to the question about management style, the majority
responded that theirs was one of ﬂexlbility.‘ Moreover, they believed that a “command

| . - 40




and contJroI” style of rnanagement was not conducive to managing teiecdmmuters.
They believed thét managers whp required a great deal of control would feel uneasy
~ about the fact thati tney could not have instant access to the employee.

- q\Co“mm‘unication and Coordination |
What types of media are used to communigate general organizational information such

as memos and reports? -

As Table 8 (p. 41) displays, the most fréquently mentionefi form}of communica-
tion is that of e-mail. Question's concerning satisfaction with the quélity of coinmunica-
‘tion éhow that 12 out of i2 managers were satisﬂed a/nd moreover found that the varie-
ties of media served‘ them well. While a fevil modalitie;sr were inadequate for specific
purposés, ovgrall, satisfaction prevailed. |

The matrix of coding}frequencies for communication media shnwn in"TabIe 12, is
avreﬂectio_n of the intersection of coding categories. That is, over all the interyiews, how
likely is tnat fn interviewee yvho mentions use of ‘on‘e type of medium élso mentions an-
other. Clearly the cell with the highest frequency (ignoring a cell t}}hat r-eiatessto itself) is

" e-mail with phone. That is,-rnana'gers were likely to be using both phones and e-mail as

communication modes.

Table 12. Matrix of Coding Frequencies for Communication Media
- Communication Media

Media . Face to Face Phone E-mal Fax Phone Conf. ~~ Video Conf = Pagers
Face to face 28 4 9 1 4 00
Phone - 4 ‘ 41 27 3 1 1 0
E-mail 9 27 69 3 2 0 "0
Fax ‘ 1 3 3 6 -0 0 0
Phone Conf. 4 1 2 0 16 1 0
~ Video Conf. 0 1 0 0 1 2 0
; Pagers 0 0 0 0 0 0 8 -
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~* Another _arefa of concern'i’s ’that‘f‘-of informal co;mm‘uni'cation and the extent that it i

| : : 'frnight decline"dUe to. telecommutmg A revrew of comments regardlng mformal commu- : 3
: | . . .

o r_:'nlcatlon shows no concern (among m.anagers about |t deterloratmg It needs to be kept

= = ',fport,ed that thelr e‘l’e

in mrnd that mosthr ,re managlng'part-tlme telecommuters Two lnterwewees also re- R

i

ronic commumcatlons systems had an electromc grapevrne to ac-

B ‘vcommodate' that nelb A fe\lv examples of comments follow

o There is an e ectromc grapewne in the database So rf anythrng else IS | _'\‘ S

L gorngvon_ itis. ¢~ommumcated on the grapevine. Inotlceol that more tlme
s spent;at th € end of communrcatrons deallng Wlth lnformal stuff

I think because people are notlout of the oﬁ?ce aII the trme Ihaven't
- seen any problems. -We clearly have problems Ilke every organrzatron
- but | wouldn't attnbute them to telecommutmg i Coei

L

o We haVe}an Iectronlcl grapevme a.. actuaIIy that was in one of our R
~ databases. 4 \nd that's \a challehge too. We have even mentioned to I B
- people that when youre ina plant you have a lot of /nformal networks
- . that's how you get some information sometimes. - Sometrme it's good | to ki
. know what's going on wrth the |company, also. sometlmes it's to know
o vabout your job., And you have to make sure you establish ties and keep

. tiesin the pla S0 youl keep those lines open.. And when you call the
J -sure you know people anything else going on. So things
gh the crack. - You know in some cases it mlght be just .

hey ¢ ' nounce at a floor meetlng in the: plant that you may have
if yc :ere physrcally there And you don't know ;

. ‘(

B certam mdnvrduals m_ght feel excluded Table 14 presents that mformatlon In elght of'i o E

}.

' twelve mtervrews the was mentlon of feellng mcluded |n the organlzatlon or group

it

_ rn regardlng |nfo rmal communlcatron and telecommutmg is that g |

However there was some mentlon six out of twelve of exclusron as well In revnewung ST EERE

g

. '» ’comments, the glst,was elther recommendatuons that employees needed to work at

SN

' ; ‘f‘stayinzg plugged.. i‘,nto thlngs or |that there was an lmtlal feelmg of not belng in the loop




.} Tha{t, however, oiss'ipated over time. The one exception‘ related to the Retail organiza-
tion vyhere a proolem: does soem to exist. Another aspecf worth noting is tho apparent
contradiction between “no difficulty with informal communication”aand the appearance of
“feeling excluded”. While there are more reports of feeling of inclusion than exclusion,
Athere does reside some sensel\ofv exclusion and it rieeds monitoring. It also reﬂe’ots‘vthat

-an answer to a géneral question can elicit a different response than that to a specific

one.

Table 13. Frequency of Coding for Communication Issues in Teamwork -

‘ ‘ ~ Issues ‘
Organization = - Satisfaction ( Overload ' .lnformal‘ - Media
| : S ‘ Commun.
Telecommunications :
Company A 0 o 0 0
Company B / ; ‘ ‘ ) |
unitt 0 0 co2 0
Unit 2 0 0 0 0
Unit3" 0o 0 0 1
Unit4 (R 0 0 0
 Units 0 1 0. 0
Industrial Printing K 2 ' 0
Insurance & Finance -0 -1 0 v‘ 0
Technology (software) 3 1T 0 0
Phamaceutical 2 0 0 1
Retail 0 0 0 0
Food Manufacturing S 0 -4 . 0 0.
Total 7 2 3 2

“Another area of concern is that of informal communication and the extent that it

, | | N |
might decline due to telecommuting. A review of comments regarding informal commu-

!
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|
nication shows no concern among rﬁanagers about it deteriorating. It needs to be kept
- in mind that most were managing part-time telecommuters. Two interviewees also re-

ported that their electronic communications systems had an eteCtronic grapevine to ac-

| . ,
There is an electronic grapevine in the database. So if anything else is

going on, ltl communicated on the grapevine. | noticed that more

time is spent at the end of communications dealing with informal stuff. - \

- commodate that need. A few examples of comments follow.

| think becayse peeple are no?t out of the office all the t/me I haven't
seen any problems. We clearly have problems like every organization,
butl wouldn attnbute them to telecommutlng
i 1
We have an lectronic grapeVIne a...actually that was in one of our
databases. And that's a challenge too. We have even mentioned to
people that t11en youre ina plant you have a lot of informal networks
that's how y u get some lnfonnatlon sometimes. Sometlme it's good
to '
- know what’s

about your j‘ ,

oing on with the company, also sometimes it’s to know
. And you have to make sure you establish ties and
keep ties in t e planf So you keep those lines open. And when you
call the plant ‘make sure you know people, anything else going on. So
. things don ’t Ilp through the crack. You know in some cases it might
- be just thlng they announce at a floor meeting in the plant that you
if you were physically there. And you don't know.

- A major conc rn regarding mformal commumcatlon and telecommuting is that

i.lght feel excluded Table 14 presents that information. In elght of

t
~ twelve interviews th

- certain mdlwduals

re was mention q)f feeling lncluded in the organization or g(oup.
' t

\ome mention, six out of twelve, 'of exclusion as well. In reviewing

as either recbmr-f\nendations that employees needed to work at

staying plugged mto things or that th'eire‘was“an initial feeling of not being in the loop.

However there was‘

comments, the glst'

That, however, dlsel|>ated over time. The one exception related to the Retail organiza-

| i
|
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tion where a problem does seem to exist. Another aspet;t worth noting is the apparent
contradiction 'betWee_n “no difﬁculty with informal communication-” and the appearance of

“feeling excluded”. While there are more reports of feeling of inclusion than exclusion,

there does reside some sense of exclusion and it needs monitoring. It also reflects that
an answer to a general question can elicit a different response than that to a specific

i
i

- one.

/

Table'14. Frequency of Coding for Féeling Included or Excluded

Organization =~ S Feel Included e Feel Excluded
’ Teleopmfr’\uhication_s ' - o
* Company A 0 - R 0
Company B | | | . ‘
S unitt 1 0
L 2 0 0
. us 0o 2
T Unit4 2 2
o units 1 1
Industrial Prining L 2 0
Insurance 1 ’  1
Technology | 3 0
- Pharmaceutical - 3 0o
Retail | 0 4
Food Manufacturing 2 0
| 15 12

Total

Equity o . - ,
How are assignments made avr‘nor‘l’g. -‘telecdmmuters and hdn;telecoqimuters:? ‘

Tﬁe ménagers interviéw_ed géneral_ly did not hjave.a‘problém With equ:ty in terms
of work assigﬁments; .except |n oné s'i:t.l‘jatihbn‘. " Thé ﬁrst ccbsm»ment. dev_sc.':ribe'sv'the éense of

(
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inequity in obtaininé “good projects”. The other comments are typical of the sense of

equity in work distrib ution and assignrinénts

I've heard about complaints that non-telecommuters feel at time that oV
" they are burdened. While telecommuters feel that they don't get good
~projects. If a manager needs a project today, it will go toa

non-telecommuter over the telecommuter

No, but there were occasions vyhen the assignment required the person
be on-site andlso it could not go to a telecommuter. But the employees
understood that

No it is the sa__n'pe. We are dn'ven. by objectives, in our small group, if
one of us is working on an analysis, we have a team approach. | have
too many, can | give you this one to work on. Everyone will step up to

help someonie if needed, but Work is evenly distributed.

Does telecommuting_ n any way affect gromotlon and/or comgensatlon?
|

Table 15 reve a\s that managers did see promotional opportunities bemg affected
|
by telecommuting. Although six of the managers reported that telecommuting did not

Nt ! :
affect promotional o'pp‘\ortunities in two of those instances the response was ambiguous.

Some comments fo|'I<>\|/§/: »
|
It's as if, if you don 't see the employee how can you know the employee is
working. There would be a glass ceiling or barrier to advancement. Upper
management does not understand how you can manage people if you

can't see therin.}

No | haven't, | would say though it is important to be visible. | think /t
would. poss:bl be difficult for people other than in sales where it is a dif-
ferent kind of| | etric if they were not on the scene as well as telecommut-

- ing at times. aﬁg in other words ‘I would not advise people who are inter-
ested in upward mobility to work off site all the time. Clearly, being visible,
having an op;{J rtunity to network, and to get exposure to upper manage-
ment. For example, all the people in my organization and in other parts of
our division ge |a chance to have sessions with our division, our director
etc.. You can ’t do that if you are‘ not on site part of the time
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Table 15. Frequency of Coding for Prom.otional Opportunitie's__ L

Organiiatio_n : Notaffected- : - Affected - - Obstacles
Teleoornmunications »
Company A ) - 2 1
>Co,mpar\1yB ; | ‘ | ,
Unit1 0 0 2
Uitz 0 1 0
Unit 3 1 0 0
Unit4 1 1 7
-~ Unit5 0 4 0
Industnal Pnntmg 2 f-. 4 ' 1
Insurance 46 0 0
Technology S 0 0
 Pharmaceutical 2 1 0
Retail 1 1 0
- Food Manufacturing 0 3 2
Total 12 16 12

'Managers were rnOre positive when it came to assessing the aftect,of telecom-
muting on compensation. ',The;r response typically was that pay was tied to perform-

N

ance not location.

Does telecommuting in any way affect allocatron of mfonnai rewards?

Managers were uncertarn |n th|s area. Some responded det' mtlvely “no others

'saw some drmmutron of mformal rewards for telecommuters and in one other mstance

| =

A

both galnlng and Iosrng Comments follow

No and in terms of giving them opportunrtles Imake no dlstlnctlons be-
~cause Ithlnk that is not appropnate ‘ S

WeII wrth telecommut/ng, you don't get a chance to spend time wrth su-
periors a layer or two above.  It's difficult to do this on a phone.

/v..' .
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There are ln/onnal rewards for telecommutmg like the flexibility of taking
time off dunng the day. It does affect some lnfonna/ chit-chat and small
talk on the personal side. j : ,

This is tak/ng L guess, perhaps non telecommuters get more of a pat on
the back in t e sense that if you are dropping by someone's office, it is
a by the way type thing. By the way you did a great job. | think you
may see mo ’ ' of that for non telecommuters

How are telecommuters selected?

In most orga izations, selection was mostly a matter of self-selection. There
were, however, a fé organizations that insisted employees spend some time within the
organization before elecommutlng Those that requested telecommutrng were high

performers and management wanted ‘to accommodate their needs. A selected com-

ment exemplifies th‘-l tJ ;
\ i
| would say n aybe 20r3in that category. It is primarily if someone needs
to be home t(ihave malntenance they would say do you mind if | work
from home, , af d most people have the capability to do all their work from
home. Itis n |major thing. The advantage is that people tend to work
more when they are at home because they are not interrupted by phone

calls or peoplle stopping by to chat or taking a longer lunch.

The trait meriti oned frequently Was that of trust. Five managers noted that it was

important to trust the telecommutlng employee One expressed the idea that if there's a

performance issue v

Teamwork

How has telecommu ing affected teamwork?

Managers rep}m'rted that work was assigned on both an individual and a team ba-

of telecommuting on teamwork and teams often consisted of workers, from various loca-

sis. Since most tele;c:o'mmuterrs weren't telecommuting full-time, there was little impact




\

tions anyway. Even where the employee was full time, use of telecommunications en-
abled the team to function effective.ly

| mean she was running teleconferences with 10, 15 people on the line at
the same time, in different locations.

How do members of the team communicate when telecommuters are participants?

Ma‘nagers. reported that the media used for communications among teams when
telecommufing takes place is that of phone conferencing, followed by e-mail, followed
byv individual phone calls. Multi-media or video conferencing is not yet in use with anS/
freqoency. This sugges_ts‘ that for teams to communicate there needs ‘t,o be synchro-
nous communication. | When location prohibits face-to-face meeting, the substitute-is
phone conference. |
What g\ pes of conflicts Itend.to occur and how are they resolved?

Four of the twelve interviewed indicated they saw no evidence of conflicts due to
telecommuting. The othersﬁ relayed conﬁicts due to miscommunicativon of e-mails or
scheduling problems. Oné mentioned some sense that those who are not telecom-
muting may take telecommuters less seriously. Some exa\mples of comments:\

They almost don't take you seriously |

There doesn't seem like there are too many confilicts with the telecommut-
ers besrde the usual stuff. We don't have a lot of i issues.

Misunderstanding e-mail (Iaughter). That has happened, because )'t is one
way communication you know your intent is one thing and the perception
is something else And we've had some misunderstandings because of
that. ;

There-are mlsunderstandlngs of e-mails. So there is: more communication
People talk to you about it.




||

Certainly, there s conflict whether or not we can get the person online in
scheduling a meeting.

Conflicts reg arding commumcatlon resolve themselves W|th more commumcatlon

as do scheduling orc blems The conﬂlcts that could occur between telecommuters and
|

\
{

nOn—teIecommuter;s have no ;S|mple s,‘olutlon and also require commumcatlon at a mana-

| | '
gerial level to minimize or prevent tht-%:m. However, conflicts were largely manageable.
\ ) |
How does telecommuting affect the support team members give each other?
| | . | -
Managers we’=|"e very positive on this account. Eijther they believed that tele-
commuting did not]anect team membjer‘co.operation in any negative way or they saw
positives. Commenrts add to this:
Members hetp each other by shanng expertise if it is not available on a
team. Therelis a lot of good commumcatlon and cooperation among
commuting has had no lmpact on cooperatlon

situation, | have igotten phone calls saying hey what do
you know ab |ut this, can you bail me out | am writing something, let
me bounce s ]methlng off of you, by phone. | get e-mails all day can
you look at t is and teII me what your thoughts are. The usual medi-
ums.

. \
‘ .
Um...I'd say| ade it more of a challenge Because when you e-mail
you tend to j ore business or vo:ce mail is strictly or most times busi-
ness related. Yet I've had other people | worked with that probably
had it not be n for emall I'd lost touch with. But we tend to stay in
touch from a ersonall standpomt through email. You know they'li send
me a messa e through email. ‘ When | get a chance it might be a
week, it mlg ht be a month then I'll respond to them. And the same
thlng with th m. !
' J
Within team!s ieverybody has a pretty good idea of what everybody
else's job is so there is a lot of heads up calling. That is probably why
they are on the phone with each other all the time, just so everyone is
aware of whaq happened, partlculaﬂy if someone is telecommutmg that
‘day. Orl am the boss, | call and say is so and so around today. A few
\ .
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mlnutes later so ‘and so calls me. They look out for each other along
W/th keep/ng each other abreast.

: Other research questlons :

Two. othe‘r areas were .examined: heneﬁts ’of ‘telecommuting .and organizational
support of telecommutlng Benef ts of telecommutlng were explored from the perspec—
tive of the orgamzatlon Managers reported most frequently that it is cost effectlve and
that it encourages focused attentlon of employees | )

Table 16 presents the frequenmes for organlzatlonal support

Table 16. Frequency of Codlng for Organlzatronal Support

- Organization © " Supportive Non-Supportive
* Telecommunications . SRR R
CompanyA - 12
CompanyB . T o
- Unit1 1 0 :
Unit 2 5 0
Unit 3 1 0
Unit4 6 0
o units 2 4
Industrial Printing 1 1
‘Insurance 2 0
~Technology 6 - 0
Pharmaceutical 9 | EE
“Retail e -2
Food Manufactuting - 2 4

N Total

t o
<
-—
E~N

| AlthoUgh suppOrt from.'the' org-aniiation ‘clearly'is'mo're pre'valent than‘ non- |
E support there are mdrcatnons of non-support For some orgamzatlons there i is support |
in some: areas and lack of |t rn others Comments |nd|cate that there is resource sup-
port in terms.-of equipm’ent an‘d phone llnes&.;‘ vln‘suran,ce is somewhat more muddl_ed.
There is coverage under'wbrkmen’s compensation but telecommuters are often told to

\
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) | |
check with their owr

1 homeowner’s pollcy Comments regardmg non-support stem from

>port to lack of managenal support See the followmg examples

lack of technical su;

Many of the commer

A lack of tech
commulting. |
) |

We read abo

Management
doesn't get d\
mutlng }

| know they é.
here, the guy
in making the

T

7
pened. Manérg

d

nical suppon‘ The call centers are a grow:ng area to tele-
hese are areas that need training.

| .
t telecommutmg\and how it would grow but that hasn't hap- .

Jement is not lnterested in seelng it grow.

!

L

1as a 19503 manufactunng mentallty that lf you can 't see it
ne. Butthe questlons have been answered for telecom- '
"

s revealed complicated beliefs.

pport it. How do they feel about it? We are very structured -
above me, | am r not sure his feelings, he is more interested

numbers or I'll kltl you and doing the things you need to. If o
[

you want to te
good sales pe
- job. ‘

‘Same thing, | tt

are finding it| a

accepting of lt.

thlngs

|
For a corporat

lation, that's 1

| wouldn't sa y
hard not to Iet

But I am conc
not promoted

Top level mah
they have a

S

' on for telecommuting is business. It gr'ves people what"they

commute its OK as long as you make your numbers. A

rson is someone who is going to find a way to do a good

not a 100%, some bought into it and think its great, others
challenge. | thlnk overall, as time goes on they are more
That this is a way of life, it's a different way of domg

le perspective, it'si very supportive. We have not educated or
sold the busi:_‘ie |

ss case for as well as we could have for the overall popu-
ally the next pha‘se of what we need to do.

'encouragmg, acceptance Our CEO does it, it is kinda

anyone else.
ood for the busmess unit. And there is general satisfaction.
med that the rate of telecommuting has slowed down. It's

S much as it was The company is more cost conscious.

gement is embrac/ng it; it is middle management unless
Ireason organlzatlonally to support it, they are not.
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Discussion

'. This project has been conoerned with changes in managerial behat//ior and proc-
/ ess that ma)r have ocourred as a result of telecommuting. In general, few ohanges
were reported. Areas that were examined i;n:'-depth included: (1) managerial 'con“trol andi l\
performance appraisal, (2) managerialbplanning 3) communication and coordvination‘, N
(4) employee equity andv 5) socialization and teamwork. Two other areas were ex-
plored: beneﬁts ot telecommuting and organiZationaI-»support.
The sample‘of managers represented several sectors ot the economy but half

' came_from' the telecommunications 'sector. The full-time vrorkers they supervised used
tet'ecomm'u_ting, most frequently, on a part‘time'basis although two managers had full-» :
time,commut,egrs, Most interesting was the widespread use of informal telecommuting |
arrangements. Whlle agreements were signed for loaned e‘quipment, formal telecom-.
- muting agreements were notrfrequently signed Many managers (and presumably em-‘
' ‘ployees) did not want to bother wrth the effort of srgnm/g a detalled agreement but d|d
want the flexibility of bemg able to work at home ona regular basrs Even where there
were srgned agreements a number of organlzatlons dad not keep records in a central k
| Iocatlon as to the number of telecommuters Thls makes any attempt to get an accu-
rate ,count almost mpossrble and suggests that surveys are underestlmates of the

numbers telecommutmg It also suggests that reports of the unrealized potentral of -

telecommutmg may be more pessrmlstlc than is warranted |

: __Regardlng managenal contr_ol, perfon'nanqe, appralsal,vand managerial planntng, .

few changes were reporte‘d}'. This could be due to the 'fact these telecommuters were
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telecommuting pa;rt-

‘ ]
ever, some thlngs|

Managers o

need noting.

f
I

} L '

time. At most, tlhey were telecommuting two days a week. How--

| -

telecommuters focused on measurable work outcomes as an indi-
: | /

cator of their prodiuctivity. This did nfot differ for on-site workers. All were assessed in

\
terms of their abilipr

curate way, etc. W

|

h

irrelevant to undersE

ance, managers re
. |

|
- commuter and non-

performance appra

to achieve goals%; meet objecfives, perform work in a timely and ac-
| ‘

en the focus tur:ns to these criteria, then hours on the job become

anding work effectiveness. With regard to appraising their perform-

orted that currer+t appraisal systems are adequate for both tele-

telecommuters. iThe one area that might need adjustment is the

{

sal feedback intejrview. One manager did indicate that where there

| L '
is substantial telec'lclrnmuting, giving Teedback in a timely and personal way may suffer.

|
. | . i . \ . . '
The techniques managers use to gain control of information for telecommuters
| \ |

are primarily e-mail
|

l .
followed by phor}\e. The increased use of e-mail for both commut-
i‘ '

ers and npn-teleco{

managers were no:t

Interestingly, inforr:nra

ers. Comments dit%i

While the on-site el

muters has the s!ide consequence of information overload but
. L , :
aware of any of tihel‘r telecommuting employees feeling excluded.
e S
| communication was also not seen to deteriorate for telecommut-
|

eveal a need fori employees ,Zto be proactive in staying connected.

1bloyee comes b)’( information passively, just by being theré, the

|
telecommuter need

|
|
|
|
When queric?
|

formed.

| .
to plug into bulletin boards and ask questions to stay fully in-

" ¢
about problems!I managing telécommuter_s, the sampled managers

- reported that no particular problem eﬁnerged; c-z,-xcept for technical ones. While some

1

|
|
|
|
I.
!
‘.
|




thought that other managers mlght be troubled by not havrng vrsual access to employ-
vees these mtervrewed managers were comfortable on telecommutmg days that thelr
employees were bemg:productrve. Again, managers were not typically dealmg with full-
"time telecommuters Managers reported their own style 'of management as bei"ng flexi-
‘ble and open Th|s style reﬂects remarks by Kuglemass (1 995) and Nilles (1986) in
their: recommendatrons concernmg Ieadershrp for a telecommutmg work arrangement
| Regardlngcommunrcatron and coordmatlon,‘managers reported usmg e.-marl
“with great frequency in conjunctlon with the telephone There was little sense of feeling
' bereft of information on days when teIecommuters were workrng at home In part thrs
may stem from the fact that these managers were not workmg in close proxrmlty to their
own managers Thus they have grown used to not seemg thelr supervrsors and to
_communlcatlng upwards wrth e-mails and phon'e calls._‘ iT_h_ere was some concern about
coordinating meetings_ when‘vthere,are telecommu,ters‘butag‘ainiv the availability of phone
' conferences perrnitted the ,needed communication’ 'AII of the org'anizatiOns had sophis- |
tlcated telecommumcatlons avallable and some had mformal commumcatlons in the
way of an electronlc grapevme The consequence of this was to keep telecommutrng '
emp,lo}yees rnterconnected.fromthe perspect_rve of-therr mavﬁn‘ager_s. o
,The issue vof eq'uity ’cen,t_ers‘on two areas, equity in' terms of work dtstribution and
- equity in tel""rms work ou‘tcomes. In the}ﬂ‘r‘st case; managers were not aware of any |
pr‘oblems among their subordinates regarding' work assignments, eitcept'in one organi-
. zation. | That is workers on-site 'did ‘not feel (burdened by picking up the slack on days
‘when telecommuters yvere-working at home. There were, in‘fact, instances where as- |

]
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9
|

“within the boundafj

signrn'ents"went to th

Eduity of wio }

. ' I
not for compensatior

would be detrimenit

While they would b

mend that the emp‘\ld

10se on site but ?ccording to managers, this was seen as being

i /

s of collegiality. “One organization did report that there were some

\
organization was looking into the issue.

i

< outcomes pres;ented problems for promotional opportunities but
1. A number of rinanagers believed that full-time telecommuting

to an employeé’s career by reducing opportunities for promotion.

> willing to manage a full-time telecommuter they would not recom-

yee remain a ful]-time telecommuter for an extended duration. The -
: |

| ‘ -
one exception to this may be in saleé where several organizations had instituted the

virtual office. Even i

al
‘mental effects of not

the office periodic

| | ‘
1 that case, a sa‘rles manager recommended that his staff come into

y. The reasoning behind this may be twofold. The first is the detri-

concerns that.somg

\
!
7

-are and what you

management. Here
[ ;
muting, it is shakier

ager from the food im

, |
lection of telecommu

| selected intdthét w;cnr

the arrangement ar}nd

‘available to those er

1

amou

ed

n

being visible ovér an e;ctended duration. Managers expressed

unt of being jseen is still important to others knowing who you

|

oing. The sec}:or;]d has to do with support of upper layers of

éome believed tﬁ\at while there is top level support for telecom-'

a‘t middle managc%zment levels. This was especially so for the man-

anufacturing seétor. A final area of possible inequ‘ity is that of se-
o | .

ters. Forthe grdup of managers interviewed, telecommuters self-

|
king arrangement. In all instances, managers were supportive of

some saw it as % motivational device. That is, telecommuting is

ployees who are trusted employees and known for producing high'
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~ quality work. The work arrangement provides needed time flexibility or a working envi-

ronment that_ is cé,nducive to h,igher levels of’fco'ncentratidn when needed.

'Rega‘rd'ing. socialization and teamwak,. some rﬁanage‘l;s. reported a requirement

tha:\t employees -'w;)rk for the o_rganization for six months before telecqmmutilng but o,thQ
ers reported hiring directly'into telecommdting joi'),s. Fofé new hire with little experi-
- ence, some time with:' the organization _séém_s tdbe}_achantvageous f‘or'-imm»e_rs,ing the in-
.dividual in the organizafriovr‘\él'culture.‘ Howev:er’,‘ if an individuél comes .withr"experience, ,
then the expeﬁencé éan substitute for Iearhing the various prqféssional norms. 'lny
sales,’virtua‘il‘ofﬁce is populér and sales personnel are rarely in the 'Qfﬁce .in any cirt:um- ‘
stance. - | S | |

Teamwork may seem incﬁons‘istentjwith a felecovmmUting work arrangément but
all managers i.ntewiéwed ‘repvorted.work' being aSsigned-on bovth‘an individqal and a
team basis. AQain, since most Weré telecommutings only part time,‘- tea‘m.’proj_e'cts did
‘not suffer because some of the team mémbefs 'weré" not on location. Manag'ers re-
ported that some Qf the te‘am:p&rojects invqued ‘invdiv.iduals in r‘émoté‘ Iocati@f;s w_ithout
| , telecorﬁmu,’ting’s%o that u.se,bf e-mail and ‘vpa.rtic':ulvarly phone éonferenéing was ah im-

' pdrian’t way of geﬁiné ind‘i_vi.d_Ua‘Is togethef acfoss sbatia‘l vciifferences. E-mail works
asynchronously and provides even more ﬂexi_bility in commdnidation.‘» There Was more
support r'eporter among'team‘mv‘enibers}than conﬂict\. SUppbrt ca_mev in the form of

: sharivng expertise é\n’d ;Sicking up fovr”each ot’her‘if one 'member Qot é\ivamped with vworkv.\
The members s_ve'emvto stay in closé commdniCatidn to kéep tfack »of where other indi-

viduals are in"their' part of the project.

\
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Benefits of telecommuting were examined from the perspective of the organiza-

i | | |
_" g was seen as be?neﬁting the organizatiqn through enhanced pro-
- ductivity. The incré ise took :place‘th;rqugh anyone of four mechanisms: focused atten-
tion, fewer interrupt

ons, fewer need§ for breaks and enhanced cost efficiency. The _

1 ,
most frequent selection regarded coslt efficiency but most of the managers reported

- more than one tactiic for increased productivity.

Organizatiorh al support was two pronged: resource support and manage’)rial en-

Ny ;
couragement. ‘All 91 ‘the v\organizationis gave resource support, at least by picking up the

cost of telephone Iiﬂne#s and in many ir’nstances by supplying equipment. Equipment

consisted most oftem‘of a computer (riiotebooks in sales), printer, and sometimes a fax,
il

and occasionally a pager. Two phoné lines, one for data, the other for voice were also

: Ay N el .
the case for severail organizations. Insurance coverage was a gray area with most
companies not disdu§sing it with employees. Some frustration was expressed regard-

: ] |
ing inadequate tech 1‘ical support.

The manageirsj’ attitudes toward higher level managerial support indicated some
He | | |
feelings of ambivalé njce. That is, there is tolerance but not active encouragement.

| L | |
Some expressed utilization of telecommuting as good business but were disappointed

ot been made at h{ig‘her levels of the organization. On the other
i | | |
. hand, there was a stnse of optimism about the future for telecommuting in that these |

that the case had n

. I 1
managers believed|t ‘

|

at is a way of life and will not disappear.

| |
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' ,Summary and Recommendations
This project examinedythe experiences of m'an‘agersvof telecommuter to ascertain
what changes, lf any, had occurred ln their managerial behav.‘io:rs over a range“of proc-
esvse‘s».‘ fwelvemanagers of;telecommuters‘were interviewed |n depth by means of a‘}
semi-structored qoestion format. | The.cOnt_ent of 'the’ivnterviews was analyze_d using
QSRNUD*IS'I", software designed :;to\-aSSist’ i-n~qualitative data analySis; Results indi-
cated that few changes.were ’obtained;slnce most were'manag‘ing'pa'rt-time telecom-
~ muters. Major findings includ‘e. the;fact th‘at »many companies do not track the number |
~of telecommuters.an'd even wherevthey ,do, -there is'a' g'reat Ade.al of lnfOrmal or casual
telecommuting | | | |
While these managers saw few dlfferences in thelr way of managmg telecom- | '
‘muters and non—telecommuters they dld rely on performance indicators as the way of
| apprarsung productrvrty Some talked about the premlum put on organlzatlonal skills -
"therr own and their telecommutlng employees. . »Moreover, these manage,rs were com5 , .
fortable using e-mail as a means ‘o‘f comm'ﬂnlcating.with all }employees in addition to
usmg phones and face-to-face mteractlons The one area of concern to them regarding "
. vtherr telecommutrng employees was the lmpact of long-term fulI trme telecommutlng on
, career advancement
Teamwork continuved even. wrth somef employe}es} te}lecorjnmuting. T hls.was pos-
sible because of the pavrt-time" nature of ‘t:ele'co’mmuting‘ and:- the flexibility 'enabled by
'phone conferences Smce team members were often geographlcally dispersed any-

’way, telecommutlng was not seen as a drsruptlon The managers sampled also often
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l B , o
had their own manLgers working in 1different geographical locations so they were ac-

J

customed to not being in close p'_roxi"mity to their colleagues.
- These mancu;ers, who were supponive of telecommuting work arrangements,
characterized thei!r own management style as flexible, 'trustingko'f their employees, and

“wanting to provude work environments that were conducive to accomplishing the work. 3
. In the case of some of their eemployees, this meant telecommuting. ‘
Recommendatiorjlf

1. To assess the rieadiness of your organization for telecommuting, conduct an audit to

- find out how much casualrteIeCOmmutingi already exists. Yourorganization may be

further ahead thfanyou think. : |

2. Communication%: Assess the exterlt to which your organ'ization is usi’ng e-mail, pho'ne :

conferences and lther asynchrom?)us' forms of communication. The greater Variety in
telecommunicatlcn modalities ‘usecil,. the more the organization can adapt to telecom-
L o

muting. L ‘

3 Part-time telecorn utmg does. not lappear to- present much need for change in man-

- 4'34 P

- agement style or process Reassure managers regardlng the Ilmlted requirements
| l. »
- for change. The act that these managers percelved wrtually no change in their be-

iy

_ havior toward part-tlme telecommuters in comparlson to non-telecommuters suggests '

that future studlesT should focus onllfull time telecommutlng arrangements ‘This pro;-

- ect will continue to add managers to the database already developed

|

4, Managementass[ssment of employee performance needs to be based onout-

comes. Most organizations are already_usmg formal appraisal systems and these
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" need to be_reViewed. ‘Chances are that, in fact, the current performance appraisal
form will work. ' ln:this,lstudy, even where managers were supervising full-time tele-
commuters, their current performance appraisal form worked .

. Where full time telecommUting is ctontemplated',' managers and employees need to |
go through a_“learning curve” as they adjust to a new ,ilvorking arrangement. Both

- should be prepared to 'giv‘e added effort in communication while “the manager”
adapts to not having tbe employee readily available. Both need to go through some

several sources and WEB sites that

N

orientation to telecommuting issues. There are'

are helpful in giving guidelines for successful telecommutlng programs.

. Equnty The problem here deals W|th opportunltles for promotion with telecommuting
full time for an extended duratlon While there may be some positions available, in
most large organizations thls currently does not seem to be a viable alternative. Ca-
reer counselmg should alert employees to maintain visibility. If long-term, full-time |
telecommuting is a job reqnirement for an employee, the emplcyee needs to be \»
couneeled about ramifications for career progress. One alternative is to seek an or-
ganization that is comfortakble‘ with telecommuting as'a full-time work arran.gement.»
As an example, the CEO of one of the organizations eampled'liked teleccmmuting.
Such an organiiation'would 'accommodate someone who has needs for long-term,
full-time telecommuting. |

. Selection. Currently telecommuting is available at a professional Ievel in the organi-

zations sampled but not to hourly workers\ Those wnshlng to telecommute can select

jtasan option but most’ orgamzations are not promoting it. Thls lack of promotion
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e details so that oarticipants in teleconferences have available all
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‘ |
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m ote management An lnteresting and unexpected trend dls-
ject

e

telecommuting That is, work is becoming distributed over geo—
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modalities, an ability to set specific and unambiguous‘goals with employees, and the
capacity to build trust of subordinates based on their performance.

10. Future Research: This research suggests paths of tuture ‘s'tudies regarding organ-
izational variables. An .issue that begs attention is the technique of »performance

| measurement. Claims that telecommuting enhances productivity need to be docu-
mented with reliable measures of performance, not self-reports Those mterested in
the issue of absenteelsm might look at rates of absenteeism in relation to job desrgn
Recent research suggests that ﬂexibility in WOrk arrangements not only decreases
'problems of absenteeism put' enhances prodvuctivity. Telecommuting is one of the ar-

‘rangements that permits such ﬂeXibiIity.
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Selected Telecommutmg WEB Sltes

1. The Telecommutrng Knowledge Center (TKC) isa onlrne sourcebook and information
center for telecommuting technologies. TKC participants have access to an extensive
resource of telecommuting literature, vendors, consultants, products, services and

events. All of these items have been categonzed to make it easy. to research specific

telecommutrng topics.
| URL: http Iwww. telecommutmg org/

_

2. Grl Gordon Associates consolrdates a wide vanety of mformatron on prod-

ucts/busrness/general/telecommutlng/from around the world, and from many different '

perspectives, on the subjects of telecommutlng, teleworkrng, the virtual office, and

related topics. , : . i
URL: http://iwww. gllg_ordon.coml, '

3.Pacific Bell Telecommutmg Home Page offers a telecommutlng gurde for start-up ofa
telecommuting program.. '

URL htt //www acbell.com/products/business/ eneral/telecomm‘ in :

4. GSA Intragency Telecommuting Program is run by the United States Government ,
- Service Agency and provides information on telecommuting over a range of topics in-

cluding implementation and provides links to other sites on telecommutmg ‘
URL http://lwww.gsa. govlpbslowrltelecomm htm

5. A T.&T. Telework Guide is a site that was developed to help compames on their
telework journey. Gathered from AT&T's extensive internal experience with telework
arrangements, the site highlights the benefits of telework and shares tips and tools to
“help you get started. Topics such as assessing organizational readiness, imple-

~ menting a pilot program and drafting a telework pollcy are lncluded '

URL http:/iwww.att. comlteleworkl ‘ s

s 6 The Anzona Telecommutlng Program offers an overview of their program questions -
and answers, and information on selectlng telecommuters program evaluatlon and
links to other sites.

‘ URL http: //www telecommutrng state az.us/

7. The California Telework site is comprehensrve in rts information. TOplCS lnclude pro-
gram descnptron research reports, and links to other sites. A separate site for Cali-
fornia gives information about |mplement|ng a telecommutrng program.

URL: http: Ilwww dpa ca. govljobsnpaylteleworkltelemaln htm

8. Telecommutlng resources This site is a gateway link to srtes in many states

,' URL: http IIwww state.ky. uslklrmltelecomm htm
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9. JALA Homepage is the site of an i ternatlonal group of management consultants

Their mission is to

help organizations make effective use of information technology—

telecommunications and JALA's activities are in four: main areas: ‘telework, applied

futures researchi technology asses}sment and reglonal telecommunlcatlons plannmg

URL http:/iwww jala comlj

|
|
|

10 The Internatlon
-international ass
on teleworking an
- by organizations,
“URL: http://lwww.te

ecommute.org/

¥

Teleworklng Assomatlon and Councll Homepage is the snte for an
iation relating to telework. The organization sponsors. conferences -}
offers links to of her sites internationally. The links are organized
uides, consultants, telecenters and mlscellaneous lnformatlon
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Movmg Telecommutlng Fonrvard Exammatron of the Intra-Orgamzatlonal Activities

Intervrew Schedule .
‘ Pers_onvln‘terviewe'd S Organizationre
Title - ~ Tenure
Date _ | | ’
. Organizational Information

A. - Type of organization (manufactU'ring sector, service, etc.)

Locatibn

B .
c sz BN
D Structural dlmensmns (departmentatlon formalriatlon centrallzatlon
hlerarchy) S
1. 'Or'ganizationfa-l chart arlailable
2. eHow formalized is the orgamzatlon'? (e. g pollcy and procedure
o - 'manuals) : .
3. ‘How centraliied is decisionemaking';?
4 How many Iayers of hlerarchy'?

' E 'Mam purposes of the orgamzatron'? ' :

v Telecommutlng lnformatlon | o

| ‘How many telecommuters'7 Fermal _ }In’fo_rm.al‘_'
What-umts have telecommgters? | |
What ‘u_n‘its have r’ro't'elecorrlmt_.lters?_ '

| Zip codes of teleCOmrrIUters i_f_pq_ss'ible

Whaf job ’f'itles» have teleeommUters?

. . !

\ ‘What is the average number of days telecommutlng per week for the
typlcal telecommuter'? - .

'm m 9 o w »




Organizationa Structure for ‘Telecommuting .

A What unit is respons:ble for coordinating technlcal issues pertalnlng to
teleca mutlng such as agreements insurance, equ1pment etc.?
[
Managerial Isslues |
A What t¢=‘chmques are used to measure productlwty of workers in telecom-
muting ]Ob titles? | :
. ‘ ‘ v
B. Have there been any attempts to assess the effects of telecommutmg on
productivity? i
B
C. al measures |
;ow often are wdrkers 'appraised? ' !
2. i\Nhat type of instrument is used?
aE ARV RN ,
3. “H‘ias teIeCommutiﬁg presented appraisal problems for managers?
|
4, ‘Is the appralsal system a fair one'7 Is it approprlate for
teIecommuters'? | - ,
y \ ; : ,
D. How does the manager coordlnate work assngnments among telecom-
muters and non-telecommuters?
\ : | o
E. Has teileeommutlng chaqged the way goals are set for employees?
F. Has te‘Ie‘commuting»changed the way fee'dback is given to employees'?
\
G. What ale some typical problems faced ina umt when telecommutmg is
; introd,uc ed7 - |
J 1'
H. How wo uld you charactetize your managerial style?
w \
l. ' Has telecommutmg made managing easier or more difficult?
|
“ Communication n\ & Coordlnatlon
A. How are \announcements of meetings, memos reports, etc. communi-
cated to telecommuters'?\ ,
N | .»
B. Does tlr s dlffer for on-s:te employees?
|
il |
T B
1 | ,
il |




VL.

VIL.

C.  Does informal communlcatlon suffer in any way with telecommuters? In
what ways’? 7

D.  What are the most frequently used mediums (face-to-face phone e-
mall)?

E. ln what ways are any of the mediums inadequate for you?

F. How satisfied are you with the’quality of communication with your em-

ployees? Does this differ at all for telecommuters? How does it differ?

Equity

A. Are there any difficulties distributing or assigning work among telecom-
muters and non-telecommuters? Are there complaints regarding work
distribution among telecommuters or non-telecommuters?

B. Are compensation and promotion affected in any way by télecommuiing?

C. Does telecommuting affect informal rewards such as committee assign-

¢ ments or tine spent with superiors on an informal basis?

D. How are organlzatlonal resource allotted such as equnpment and tralnmg?

E. How are telecommuters selected'7

~ Teamwork

A. Describe how work is assngned in the unit you supervnse on an individual

' - or team basis? .

B. - Are you aware of informal work groups'? >

C. How has telecommuting affected the worklng of teams and informal
groups’? :

D. How well do members of your unit get along? How I]as teIecommUting

/ affected this?

E. How effectively do members communicate with each other? How essen-
tial is unit communlcatlon to completing tasks? How has telecommutmg

- affected this? -
F. What kinds of conflicts tend to oécur? How are such conflicts resolved?

J
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|

\ \

i

| |
\

. ). ’
G. = Inwhat ways do unit members help each other? How has telecommuting

affected this? -
o
VIIl.  Conclusion!
s there anything else you would like to add to this interview?
’ {
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