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Abstract:  The concept of telecommuting is trans-national and is
recognized by all advanced economies as a boon to their population’'s wealth
and life styles. In generd, increasingly private and public organizations are
adopting telecommuting as a business strategy for reasons such as global
competition, 24 hour's customer service, technology improvement, workers
desire for increased flexibility and the need to reduce overhead. However,
the growth of telecommuting community is dow. This paper analyzes the
reasons and recommends the possible ways to promote telecommuting in
organizations.
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I INTRODUCTION

The concept of telecommuting is trans-national and is recognized by all advanced
economies as a boon to their populations’ wealth and life styles. Singapore, with its determined
policy to outstrip the USA on per capita income, possibly has the most complete telecommuting
network, closely followed by Japan, also publicly embracing telecommuting. In the USA,
President Bush promoted telecommuting, and the Clinton administration, announcing the
information superhighway, endorses it. Telecommuting offers a way to contain consumption of
fuel with important implications for the oil industry and for the balance of payments of most
economies. The strong corporations such as AT&T, Pacific Bell, IBM, GTE and many others
are big promoters of the telecommuting concept. In 1995, AT&T decided to hold a
companywide telecommuting day and was so enthusiastic with its results that they wanted to
share its joy with all America. Joining with several departments of the U.S. government and the
Association for Commuter Transportation, they organized a week long program called
“Telecommuting America” during the week of October 23-27, 1995 [1].

“Telecommuting America” is the first nationwide public awareness, information and
education program focussing on the benefits of telecommuting and non-traditional work
environments such as virtual office, work-at-home and more. The vice president Al Gore
declared, “It will provide an excellent opportunity for American businesses and workers to learn
about and experience the benefits of the communications revolution.” [1]

Telecommuting means working whenever and from wherever the work is needed. It
opens the work horizons by creating office without walls, an office that, in fact can extend to an
airplane passenger seat, satellite work center or home dining room located anywhere in the
world. Telecommuting can also take place in “flextime” giving both workers and employers an
opportunity to operate during the hours that are best for them [8]

Telecommuting is an encompassing concept that has emerged as an umbrella term
referring to the wide range of alternative officing arrangements. The term is often used to
symbolize the substitution of computing and telecommunications technology for the traditional
automobile or bus commute. It’s a marriage of contemporary work style with innovative
technologies [1]. Telecommuting is the partial or total substitution of telecommunications
technology for the trip to and from the primary workplace along with the associated changes in
policy, organization, management and work structure. Simply put, it’s moving the work to the
workers, instead of workers to work! [2]

The method of telecommuting dates back to 1877 [3]. The first telecommuter on record
was a Boston bank president, who arranged to have a phone line strung from his office to his
home in Somerville, MA. No one called it a “telecommuting” but a smart business! In 1963 a
programmer on ARPANET Project in Santa Monica, CA, reluctantly resigned from the project.
His wife was expecting a difficult pregnancy and was confined to bed. He needed to stay home
to care for her. Art Rosenberg, a member of the project team, suggested installing an extra

phone line to the programmer’s house and letting him program from there using a teletype
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machine. The grateful father-to-be responded by putting in marathon 18 hour workdays from
home [3].

The term telecommuting was invented in 1974 by Jack Nilles, a rocket scientist working
on NASA satellite communication projects. While stalled one morning in gridlock traffic on
Santa Monica Freeway, he spotted an electronic signboard “MAINTAIN YOUR SPEED”.
Nilles was going zero miles an hour! This convinced him of definite potential of
telecommuting. Later he paved the road of telecommuting in the state of California [3] [4].

Today about 10% of American Workforce (more than nine million) telecommutes [3]
[4]. Forecasters predict that the number will grow to 20 million by the turn of the century [5].
A recent study commissioned by Bell Atlantic estimates that two million American businesses
support some kind of telecommuting program [3]. The federal government plans to have at
least 3% of its workforce telecommute by the end of next year [3].

In general, increasingly private and public organizations are adopting telecommuting as
a business strategy for reasons such as global competition, 24 hour’s customer service,
technology improvement, workers desire for increased flexibility and the need to reduce
overhead. The study estimates that employee who works home two days a week saves the
company on average $12,000 per year [6].

Despite the advantages and benefits mentioned previously, the growth of telecommuting
community is slow. The primary reasons include concerns from employer and employee, social
and personal ramifications. These are exactly the motivation behind this research. Successful
telecommuting is not brought about by electronics and economics alone. Managers need to be
alert to the human issues involved and to measure the results of increasing number of
telecommuters. Later in this paper, the reader is made conversant with the benefits and issues
in telecommuting from employee as well as employer point of view. Each issue is carefully
assessed and an attempt is made to present the resolution. The targeted audience for this
research is employee, employer or anyone that wants to be part of telecommuting community.
Finally the paper attempts to make some recommendations to the telecommuters as well as
employers to make the practice of telecommuting a growing success.

II TELECOMMUTING: WHY or WHY NOT?
2.1 Benefits of Telecommuting
There are many tangible benefits of the telecommuting such as:
. Increases worker productivity by as much as 15 to 20 percent
. Cuts business cost $2 for every dollar invested in technologies.

. Cuts corporate real estate cost by 25% to 90%.



. Increases free time for many workers, leading to improved family life, an increase in
social, religious, and volunteer activity, and improved neighborhood quality.

. Saves cost of parking for employees and reduces the amount of physical space a
company needs for parking spaces.

. Limits the strain on overtaxed transportation systems and reduces air pollution.

For managers and workers alike, the most successful telecommuting programs are those
in which the company’s available resources are being properly utilized. Telecommuting offers
employees flexibility and usually results in increased productivity, but there are some
problematic issues with telecommuting programs. Both managers and employees should know
ahead of time the advantages and disadvantages of the program so that they can plan
accordingly.

There are many potential benefits of flexibility that locational independence provides.
For an employer, those benefits may include the ability to recruit the best workers anywhere
without requiring them to move to a central location, the ability to assemble and dissemble
teams on an as needed basis, the ability to offer improved customer service through coverage
over longer hours and a greater geographical area, and savings in overhead cost through more
efficient use of space [7]. Ability to retain valued employees and customers when company
changes its location. Also, it helps to meet clean air regulations by allowing worker to
telecommute. Telecommuting provides fast recovery from disaster damages like an earthquake,
hurricanes, floods, etc., as the corporate infrastructure divided in different areas.
Telecommuting creates greater mutual understanding of goals and objectives between the
employer and employee.

According to Link resources, telecommuting could increase employee productivity by
approximately 20 percent [12]. Productivity increases as telecommuters experience less
distraction at home, suffer less stress, are able to work flexible hours, and as a result of these
desirable working conditions, they stay highly motivated [8].

Passage of the clean air act by the U.S. Congress in 1992 has spurred companies to find

. alternatives to commuting for their employees. For this reason one of the largest beneficiaries

of telecommuting is the environment. With fewer commuters on the road, traffic congestion is

reduced. If we all worked at home only once a week, we’d cut traffic by 20%. Energy is

conserved, demand on transportation infrastructures is reduced, and air pollution is cut
significantly [8].

The cost to start telecommuting a project is low. For example, when JC Penney got
lots of order from company’s catalog book, they decided to implement the telecommuting
project by providing two phone lines (one for incoming calls and other for outgoing) as well as
a PC and some other equipment to other employees. Penney found that start-up costs were less

than half that of an equivalent office installation [8].
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Telecommuting is also useful in minimizing the impacts of other uncountable events
such as inclement weather, highway construction, or special events. In the Snow belt, during
“Snow days”, local school’s closure could keep the students at home, forcing many parents to
stay at home, rather than go to work, in order to supervise children usually at school. And even
employees without children can find it difficult to even get to the office. These interruptions
play havoc with deadlines and deliverables. Organizations with telecommuting programs in
place, are much less affected by the such unpredictable events [8].

Telecommuting has been embraced in hundreds of organizations in a wide range of
industries. The benefits of telecommuting, such as improved employee efficiency, schedule
flexibility, over head reductions, improved employee retention and attraction, are desirable
outcomes for any management process. Telecommuting is a valuable management strategy for
improving the effectiveness of any organization {8].

For a worker, the benefits of locational independence may include a more desirable life
style such as a greater choice in residential location, type of job, and allocation of time between
work and personal interests [7]. By staying at home, employees could put more working hours
if needed. By taking initiative and innovativeness, he is able to concentrate on quality of work.
Telecommuting reduces chances of sick calls, and interpersonal conflicts. The employees are
able to be a role model to their children because of closer involvement with family.
Telecommuting helps to reduce the cost of commuting by saving on gas & other related
expenses.

For society, benefits may include greater economic efficiency, opportunities for
economic development in underdeveloped areas, expanded employment opportunities for
individuals with limited mobility, and more efficient use of the transportation infrastructure [7].

2.2 Disadvantages of Telecommuting:

For an employer, disadvantages may include the direct costs of investing in the requisite
technology, the intangible costs of learning new tools and developing new style of management
suited to telecommute work, less opportunity for certain kinds of serendipitous productivity,
such as, clearing up of a misunderstanding during a chance meeting at the coffee pot or lobby
talks etc., and some loss of telecommuting workers’ identification with an organization [7].
Other disadvantages to the employer are: an increase in the operating cost, erosion of
corporate/company culture, and loss of team synergies.

Psychologically manager may feel that he is losing control, as he is unable to measure
the productivity rate of work by employee. Manager needs to adapt to control/manage
telecommuters. Some technological problems may decrease the productivity level of the
company, like, if a central network goes down then telecommuters cannot access to the
information needed to perform their work. There are concerns about privacy of
corporate/company documents getting hampered.



For an employee, disadvantages may include loss of privacy, loss of identity in the
company, the blurring of boundaries between work and personal activities, fewer chances to
interact socially with colleagues, and the increasing domination of work over other aspects of
life if the employee is expected to be constantly on call for their employer. Employees may
bear a part of the costs of a new distributed work style if, for example the employer allows
telecommuting only by those who are willing to provide their own computers. Loss of job
security and fringe benefits can result from any shift toward a greater use of temporary and
contract workers and the flattening of organizational hierarchies. Increased social isolation may
be another negative outcome for some telecommuters [7].

For society, a negative consequence of greater flexibility, the ability to enjoy a
telecommuted work style may be inequitably distributed, and the socioeconomic gap between
the information “haves” and “have not” may continue to widen. The off-shore relocation of
some location-independent work, increase automation of jobs, and associated organizational
restructuring may contribute to increased domestic unemployment. Finally, greater flexibility
for employee in choosing where to live may further exacerbate urban sprawl and result in too-
rapid growth in rural areas [7]. The positive aspects of telecommuting have been studied and
documented [1]. An example of this is as mentioned below.

. There are about 22,500 AT&T employee who telecommute regularly.

. 76% felt that they accomplish more when they work at home.

. 32% said they spend the non-driving time with their families

. 29% said they use the non-driving time to do even more work.

. A typical telecommuter avoids generating 43 pounds of pollution, saves two gallons of

gasoline and 41 miles of travel a day by working at home.

III MINIMIZING THE DISADVANTAGES

In previous section, we discussed the issues and concerns related to the practice of
telecommuting from the view point of employer as well as employee. Some employees are not
suitable for telecommuting and should not telecommute. However for those who could
telecoomute and want to do so, their concerns must be addressed by the management.

It was observed that all the employee’s concerns could be broadly divided in three major
classes.

1. Risk of Isolation and Effects of it on employee’s professional career.
2. Effects on relations between manager and employee.

3. Fear from employee if he could balance the professional work life and personal life.



On the other hand, the concerns from employer were varied and multifaceted. We divided
them in following classes.

1. Loss of Control and Effects of it on management.

2. Cost of Implementing (direct and indirect).

3. Security concerns related to the employee and information.

4. Unavailability of tools to manage telecommuters.

5. Effects of telecommuting on the team synergy and on a project.

6. Concenn if the employee could self manage and be productive.

All the above-mentioned concerns are valid and can be justified however it can be easily
seen that many of them are interrelated. For example, loss of control from management reflects
as “isolation” in employee’s mind. Some employees who give importance to personal
congeniality and relations with their manager get concerned about the effect of telecommuting
on it. This finally results in to “isolation” and losing team synergy and team spirit. This
seriously could hamper his visibility in the organization.

In the following section, we will take a closer look at these concerns and examine their
impact on employee and employer. In doing so, we will address the issue without
compromising management goals. We will begin by addressing the employee issues.

3.1  Employee Issues
3.1.1 Risk of Isolation and effects of it on the professional career

This is by far the most stated concern from the telecommuters all around the world
[31[4][5]1[6]. By not working at office, it is very likely that the management simply forgets
about telecommuter when some opportunity for growth arises. It is likely that the telecommuter
is taken granted for and becomes partially or completely invisible. He or she may not be able to
take part in social events such as project milestone celebration, group get-together and other
important events that keep him/her informed and provides an excellent opportunity to increase
his visibility outside the regular realm of social interaction. It is often said, “It is perhaps more
important who you know than what you know as you move up in your professional career
ladder”. The other side of this problem is that employee’s peers may not be immediately
accessible and vice versa. The peers also are likely to take the situation as granted and rather
than consulting himv/her, consult who is readily available and take some decisions. This
situation makes the telecommuter employee feel less important and of less status. Which
directly affects his/her morale and telecommuter starts feeling alienated from the whole



company culture. All the factors mentioned above eventually lead to the feeling of “job
insecurity” in the mind of telecommuter.

Now lets look at this issue from a different angle. The purpose of telecommuting
should be primarily to reduce the time you work from office and not to eliminate. The NY firm
Link Resources has been tracing the growth of telecommuting and seen that telecommuters
telecommute 1-3 days a week [12]. The growth of telecommuting is not “growth of the man-
hours at home” per person but it is the growth of percentage of workforce telecommuting on
mutual exclusive basis. There should be some criteria on who should telecommute, how much
and when?  Toward the end of this paper, we will describe a mathematical model that helps
managers to see the potential of telecommuting in an employee. By limiting the number of
telecommuting days, the employee can resolve the issue of “invisibility”. In fact, telecommuter
should realize that telecommuting is an exclusive privilege and not a right. By allowing to
telecommute, the employer is showing trust and faith in the employee and giving a chance to
demonstrate it. Case studies from corporations such as AT&T and Pacific Bell indicates
average 20% increase in productivity in employees who telecommute. It would be hard for an
employer to oversee this fact and make the telecommuter obsolete [10]. The telecommuter
should also keep in mind that by telecommuting he is helping his company to keep expenses
down, keep the air clean and keep the community happy and healthy. As far as the
opportunities for future growth and promotions are concerned, a Texas-based telecommuter
consultant Joanne Pratt discovered, in a survey of over 17000 telecommuters, that teleworkers
receive a higher proportion of promotions that their stay-at-work counterparts [11].

3.1.2 Effect on Relations between employee and manager

This was the second highly concemed issue in the minds of telecommuters and in
reality, it is related to the issue we described before. This issue is significantly connected to
human psychology. Man is a social animal and it is one of the most powerful quality that
separates him from animals. In day to day life we give lot of weightage to the personal relations
with our supervisor. In the hierarchical chain of authority, it is our responsibility to keep the
manager informed. The healthy relation with the manager helps in staying visible when any
growth opportunity arises. By telecommuting and working at home, the telecommuter misses
the opportunity to have social lunch or coffee with peers and more importantly with his
manager. By working at home, it is likely that the manager fails to see the personal dimension
of teleccommuter. This may put the telecommuter at great disadvantage.

To avoid this, telecommuting should not be done full time. This means it should be
limited to 1-3 days per week. It is important to note that by allowing employee to telecommute,
his/her manager is placing himv/her in very exclusive employee category of whom can be trusted
and who can be self sufficient for a major portion of the work. By limiting the telecommuting
days, employee can still remain visible. In fact, it is very likely that telecommuter would be
seen as role model by management as he helps keep expenses per employee less and increases
profit per employee. It demonstrates that the telecommuter s very capable of managing
himself/herself and does not need to be managed. This property could easily lead telecommuter

to performing some more managing functions thus allowing him/her to move up in the
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management ladder. The study shows that they are more likely to get promoted than their peers
at work [3]{4]. This is probably one of the most rewarding event in the professional life of
telecommuter.

3.1.3 Fear from employee if he could balance his work life and personal life
(Family Stress)

This is another concern in telecommuter’s mind and it gives insight to his manager.

This is where the telecommuter needs to prove the responsibility and trusts his manager has
shown in him, and it leaves him wondering if he could be able to pass this test. In fact, it could
lead to significant stress on telecommuter and his family. Atlanta’s teleworker Dan Mendez
reports that his wife resents leaving for work now that he is able to stay at home. Sherri Merl,
writing in NY times (Oct22, 1995) jokingly told her husband’s boss that along with a laptop,
fax and phone line, his company should also provide marriage counseling for dual-career
telecommuting couples [3]. Children can get confused too! It may be difficult to explain to
them why telecommuter is at home but is working! The proximity of telecommuters office to
the family, children could surpass the distractions encountered in the office.

All these issues, can be resolved by following certain rules and making family members
follow them. Surprisingly, this is the issue where an eager telecommuter starts doubting his/her
capabilities which are really a function of manager! This is just the beginning of the
trasnformation. Because the manager has allowed the telecommuter to telecommute, he/she
feels the pressure of trust and faith his/her manager has shown in him/her, which forces’
him/her to see the whole situation from manager’s point of view and starts managing
himself/herself.

The proposal of telecommuting usually comes from the employee first. It is employee’s
responsibility to convince his/her manager that it could be done and it could be done
effectively! “Hewlett-Packard (HP) puts the responsibility in employees to prove how they can
do their job by telecommuting and how their objectives could be met”, said the Human
Resource staff from HP [9]. In 1995, HP implemented telecommuting and virtual office
programs for its sales department. Employees could decide whether they wished to stay in the
office, telecommute a few days a week or move out of office completely. Dick Knutdsen, HP’s
manager of sales force productivity explains, “We surveyed our sales force and found that the
office was not a good place to get work done.” He reports that sales have gone up, productivity
increased, and more time is spent with the customer [3]. Today, many folks from
manufacturing are successfully telecommuting!

We hope that the discussion above has helped prospective telecommuter and their
manager alleviate their fears and concerns. It also gives a manager an opportunity to look at the
telecommuting practice from the employee’s side. It can be concluded that the potential
resistance need not come from the management alone but it could come from employee itself.
However, the majority of concerns about telecommuting practice come from managers of
telecommuters.



For a successful telecommuting program, it is very important that both the concerns
from employee and employer are addressed. Now that we have attempted to address the
concerns from the employee, next we will attempt to address concerns from the management.

3.2 Concerns of Employer or Manager:
3.2.1 Loss of Control and Its effects on Management

This was by far most stated concern from managers when they were told about option of
telecommuting for their employees [3][4][5][6]. “How can I manage the employee if I can’t see
him?” is the question in everybody’s mind. The ability of accessing the work of employee that
telecommutes is seriously hampered in this situation. In many situations, the need for smooth
and efficient information flow warrants the presence of a person in office. It is easy to make
some decision after talking to the employee face to face at the lunch break or similar event.
How can a manager monitor the telecommuter for quality of work, the time spent on work and
other work related activities? How his role as a leader be played if the entity to be led is not
present? What management tools are available to manage telecommuters? If the person who
telecommutes also acts as leader for project, this may seriously affect the project management
and eventually lead to loss in team spirit and synergy.

All the concerns mentioned above are valid and justifiable. However when you analyze
from the other point of view, many of them automatically get addressed. As far as loss of
authority is concerned, it needs to be redefined. Successful telecommuting demands that
telecommuters and managers move away from the traditional management paradigm, which
stresses a hierarchical chain of command, and move towards more collective, interdependent
balance of power. In telecommuting environment, manager’s role should shift from controlling
10 facilitating. The telecommuting is a great tool to show the manager’s trust and faith in
employees work. For knowledgeable and middle management people, you know if they are
working from the quality and quantity of deliverables, thus monitoring telecommuters is really
not necessary. Also technology has provided us with video-conferencing, high speed ISDN
lines and many other tools, by use of which, information flow can be made very smooth and
efficient. Finally, as mentioned before, not everybody should be telecommute and preferably
not all the time. These are the decisions the manager and telecommuter make at the beginning.

3.2.2 Costs of Telecommuting (Direct and Indirect)

The other concern many managers have is related to economics of telecommuting.
There are direct and indirect costs when implementing a telecommuting program. The direct
costs include cost for ISDN line, telecommuting equipment and infrastructure for the
telecommuting. These costs depend on the level of telecommuting expected in the organization
and can vary from few hundred dollars to few thousand dollars. The indirect costs include
added expenses for telecommuting support staff, training costs for employees and managers. In
many times, the direct costs are one time only and sometimes negligible if the organization
already has a strong telecommunications infrastructure. Although these costs could be high for

a starter, cost completely gets superseded by the “value” and “benefits” added by telecommuter
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[5]. Many of these could not be calculated on the dollar basis so we will mention them on
subjective basis.

1. Increase in Quantity and Quality of deliverables.

2. Increase in employee motivation and hours worked.

3. Probability of Retention of good employees increases which reduces the recruitment
COsts.

4. Time lost by commute problems reduces.

5. In case of full time telecommuting, significant reduction in the central office space per
person cost goes down.

6. Sick buildings syndrome possibility is reduced which helps reduce sick time lost.

Many case studies undertaken in last 5 years support all the above benefits. In order to
see, how these benefits turn into dollars, lets take an example of a large US Insurance company
with 1500 people in Information Technology (IT) department [S]. The company launched a
telecommuting pilot program for 40 of its IT workers. The motivation for telecommuting was
not to primarily to do with time wasted commuting or the need to attract people to commute
long distances. In this case, the average time to drive to work was only 30 minutes. The
motivation was not even to reduce the direct costs of office space, often the most visible
financial benefit to employers. The main motivation for the company was to find a more
efficient way of tackling a high tech, team task, without disrupting the flow of work and without
alienating any key personnel. In this pilot program, 40 people worked at home 3 days a week
and saved round-trip commute time of 11000 hours a year, normally spent fretting through
traffic. The computer programmers (12 out of 40) produced a greater quantity and quality of
computer programs. Using standard calculations, they avoided office politics and gossip to the
tune of 2500 productive hours a year! On a professional Average Contribution To Gross
Revenue (ACTGR) rate of $60 an hour, the total of 13500 hours a year is worth $810000 to the
department’s budget. Recovering only a part of that benefit, leaving the telecommuters and
their families personally benefit from the rest of the released time, explains the success of this
quietly formulated, a low-key pilot project [5]. '

3.23 Security concerns related to the employee and information

It is estimated that about 70% of the total American workforce will be handlin and
generating information by year 2000. In today’s world information is power and must be kept
protected [3]. Security aspect of telecommuting practice is one of the biggest worries for
corporations. When the work force is dispersed and out of sight, maintaining the secure
information channel with them is a big challenge. In the context of information technology
processing, a security definition is the process of protecting the confidentiality, integrity and
availability of information. The importance of security in all its aspects - physical, process,
procedures, personnel and system should not be underestimated. The computing threats,
hacking, transmissions of confidential information over unsecured transmission lines are just
few to mention.

11



As a general principle there should be no more risk to security from telecommuting than
there is from working from office [5]. However there are certain types of threats (theft of
equipment, computer viruses) that are more likely because of the more flexible environment,
but compensatory security mechanisms can be employed to counter these threats. In general,
following are the threats encountered in telecommuting (and even in office working)

1. Theft of data, equipment.

2. Unauthorized access, loss of data integrity.
3. Physical and environmental safety.

4. Identification and authentication.

5. Security management.

All these issues could be addressed by formulating a security policy and adhering to it.
Every employee of the organization has a responsibility for the security of the systems he/she
uses and the information which he/she generates, processes and transmits. Also the security
measures need to be decided by the type of information the telecommuter is handling. For
example, if a system contains information of a National Security nature, that system is unlikely
to be a candidate for teleworking access.

3.2.4 Management tools for teleworking

“How can we supervise telecommuter if we can’t see them?” “Are there any
managements tools available for such new concept of telecommuters?”, The answer to this
question is Yes.

The advances of technology have provided us with many tools for managing
telecommuters. The high speed ISDN lines enable telecommuter to work as well as allows
manager to have a video conference with him/her, in case “face to face” communication is
required. There are many software tools that would allow the managers to monitor their
employees and facilitate the communication between them. For example, softwares such as
NetManage® and NetMeeting® provide a common whiteboard over networks and allow people
at different locations to have a meeting or discussions. The electronic mail (E-mail) is
increasingly becoming a communication tool between employee and manager. The manager
could know what an employee is doing by perusing the status report he sends weekly. Similarly
he can keep an employee informed about organizational announcements through tools such as
E-mail. On average, telecommuting is done from 1 to 3 days per week [3][12]. This way, an
employee still is able to keep in touch with the people and maintain his/her visibility.

It is also advised that a training program for managers must be in place before
telecommuting practice is adopted. Periodically the training should be updated in order to

enable managers cope up with fast changing environment.

3.2.5 Effects of telecommuting on Team synergy and Project Management
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This 1s a valid concern from the point of view of managers and if not addressed, could
result in disaster. Telecommuting increases the risk of isolation for an employee and may
negatively affect the team synergy. Having a telecommuting project team leader, whose
guidance is needed frequently to his subordinates is not a good example. When deciding if and
how much an employee should telecommute, these factors must be taken into consideration.
This problem can be significantly reduced by limiting the number of telecommuting days and
managing the telecommuting employees on mutually exclusive basis. Not all employees are
suitable for telecommuting and its manager’s responsibility to explain this fact to the concerned
employee and provide him/her with the other kind of support he needs.

In section 4, we will describe some of the criteria for deciding on telecommuters
eligibility to telecommute. If telecommuting privilege is given carefully and selectively, the
chances are very high that it will work!

3.2.6 Concerns if employee could self manage and be productive

As a manager of telecommuter, the manager is in unique position in management
hierarchy. Before making the decision on if and how the telecommuting could be
started/implemented, it is important to identify the need of such. This generally comes from the
employee itself. When employee requests an option of telecommuting, it is very likely that
he/she had thought it through. In order to address the above concern, the manager could ask
employee to explain how successfully telecommuting could be done and company objectives
and that of employee’s could be met. The decision taken on the basis of rationale from
employee is most likely to lead to start of telecommuting program. Hewlett Packard adopted
this approach 3 years back and made it employee’s responsibility to justify the telecommuting
option. Today many personnel from manufacturing regularly telecommute few days a week

[91(3].
3. 3 Discussion

This section attempted at documenting major issues from view point of of employee and
the employer or manager. It was seen that about 30% of total issues could be attributed to the
employee while majority, 70% of them were raised from managers. Although managers were
more concerned about practice of telecommuting in their organization, the rationales behind
those concerns was highly correlated with the employee’s issues.

It was shown that the issues stated could be addressed effectively by appropriate training
and education. Today’s corporations and their managers, after examining this section, should
be more confident about the practice of telecommuting. There may be some pitfalls to this
practice. However, by proper planning and taking certain precautions, both the employer and
employee could harness the potential offered by telecommuting.

It is important to note that the selection procedure of telecommuter is a vital factor on
which success of such programs depends. Not everyone should telecommute and as a starting

point, telecommuting should be limited to 1-3 days a week. There are certain characteristics a
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potential telecommuter needs to possess. Also the type of work, experience of work and
communication needs decide who should be telecommute. The next section is dedicated to aid
the telemanagers in this selection process.

IV. RECOMMENDATIONS TO MANAGERS

In the previous section we attempted to address the issues involved in the practice of
telecommuting. It was stressed that the success of telecommuting program depends upon
proper selection of telecommuter and managing him/her properly. Determining which of your
employees will make good telecommuter requires consideration of the individuals work
responsibilities, habits and if applicable whether his home situation is conducive to
telecommuting. We list the following business related criteria for selection of telecommuters.

Business-related criteria for selecting telecommuter:
4.1.1. Supervision and Feedback

As mentioned in the previous section, working at a remote location decreases the
amount of supervision and feedback immediately available to the employee. The employee
must be able to do some portion of work alone without any supervision and feedback. As he
will be working away from the office during telecommute time, he must be able to make correct
decisions. Also, he must be empowered for taking certain decisions on his own. It should be
also made sure that peers don’t require his supervision. As the employee starts telecommuting,
he faces the risk of isolation and there could be impact of his absence in the office on other
team members who need his guidance from time to time. For example, we recommend the
project leader to limit his telecommute days to one or two.

4.1.2. Social Interaction

Isolation is the big adjustment telecommuter has to make. We mentioned in previous
section that this adjustment could be minimized by restricting the telecommute days at the
beginning. The telecommuter needs to have ability to compensate for such isolation in other
ways such as phone calls, E-mails etc. The telecommuter should be confident enough that he
can catch up with his peers and stay informed when working at office. Also telecommuter
should be a person who can be easily approached by means such as E-mail/ phones etc. by his
peers. If a person needs social interaction on a frequent basis in order to work productively, he
probably is not suitable for telecommuting.

4.1.3. Organizational and Time Management Skills

The employee must have ability to manage his time efficiently and stay organized. It is
easy for a person to stay focussed when working at office but when he starts telecommuting, the
task becomes difficult. The more organized the employee is, the more productive he will be as
telecommuter.
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4.1.4. Personal Characteristics

As a ground rule, the employee must be self motivated if he wants to be successful
telecommuter. He must be able to develop regular routines, set the goals and meet them.
Successful telecommuters are people who can reward themselves for being productive.

4.1.5. Job Performance

It i1s recommended that before allowing an employee to telecommute, his past 2-year
performance evaluation be examined. If the employee is new to the organization or group, it is
probably too soon for him to start telecommuting. This is true irrespective of how many years
of experience he has in his work. As a guideline it is recommended that the employee has
following prerequisites

1. Experience more than two years in the type of job he is performing. For example, a new
college hire may not be suitable for telecommuting because of the lack of domain
knowledge.

2. Employees existance in the group for at least one year and preferably two or more years.

3. If the person has successfully worked as a team on at least one project in the same
group, he could be a successful telecommuter. This fact helps the employee gain
credibility and respect. Also peers recognize him for the work he did in the previous
project and they are very likely to attach him to some specific portion of the project or
technology. The telecommuter will thus have enough power and authority on his
subject which would force his peers to consult him irrespective of whether he/she is
working at home or office.

4.1.6. Tenure

The tenure is very important consideration for selection of telecommuter. Employees
who have been on the job a long time are naturally more familiar with their tasks as well as their
co-workers. If co-workers are unfamiliar with the telecommuter, they are less likely to call
when they need assistance or input. The telecommuter may also be less likely to contact people
that he doesn’t know. It is highly recommended that the telecommuter be a full time employee
and not the part time employee or contractor.

4.1.7. Type of the Output |Deliverable and Measuring it

It must be understood that close supervision is not necessary good supervision. In order
to manage a telecommuter from distance, there must be objective standards of measurement to
assess progress, give performance feedback, and set timetables. “Telecommuting requires that
the performance measurements and yearly plans are done seriously and an ongoing monthly
review Is carried out”, said Sandhi Bhide, SQA manager at Tektronix Inc. Before the employee
is allowed to telecommute, manager must make sure that the goals are set and a progress plan is
in place which would help in measuring employees performance.



Along with the business criteria for selection of telecommuters, there are certain home
related criteria that must be taken into account.

4.1.8. Work Space

Telecommuters must be comfortable, able to concentrate and able to mentally separate
themselves from the work space at quitting time. In addition, the work space should be such
that the family members respect it as a work place and do not disturb the telecommuter. If the
high amount of concentration is required on the job, the home situation must support it. If this
factor is not considered, the telecommuting could result in reduced productivity. For example,
if an employee has a spouse at home who attends to the children, there may be increased
expectation to take care of children because telecommuter is at home.

In addition to the selecting the appropriate employee for telecommuting, it is important
that certain rules, framework and policy are in place before implementation. Telecommuting
requires that both managers and employee move toward a more collective and interdependent
balance of power by modifying their roles. Both manager and employee needs to be trained on
how to manage each other, since it is a big paradigm change. Many of the managers warned
that this change must be carefully implemented as it can change the culture of the organization
and thereby affecting morale and productivity. In order to smoothen this transition, in such
situations, we make following recommendations:

The organization should establish a telecommuting implementation team to share the
responsibilities and support the telecommuting program. This team should include:

Legal Counsel: To review and customize the agreement
The Human Resource Dept.: To develop the policy and training manual for employees
and managers

* Union (if applicable): To clarify the responsibilities to both the parties involved.

Treat the telecommuting program as any other company project. Establish a program
manager and track the progress of the program. Review the policies, address the issues and
revise the implementation to adapt to them.

Develop a training program for managers and employees who want to telecommute. Make
sure that employees undergo this training before starting telecommuting. The training program
should train managers to get away from the traditional management paradigm and to manage
employee from the distance. The training for employee should emphasize on what is expected
and how to achieve it.

Implement telecommuting on a mutual exclusive basis if it is inter-organization. However

if telecommuters belong to the same group working on the same project, encourage them to
select common telecommuting days.
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If the framework for telecommuting program exists and telecommuters are carefully
selected, the program has high probability of success. If some other issues surface while
program is in an implementation phase, they must be addressed and adjustments must be made
as necessary.

In many of the interviews we conducted during the project, managers insisted that
telecommuting should not be full time and must be restricted to two to three days at maximum.
They were uncertain about the amount of time that employee can be allowed to telecommute,
mainly because of the job responsibilities and type of communications equipment available.
Based on the interview inputs, we propose a following mathematical model for deciding how
much one should be allowed to telecommute. The model should not be used as a recipe for
determining the telecommuting duration per week but it should be used as a guideline while
considering the whole situation on more subjective basis.

Procedure for determining the number of days per week employee should telecommute

1. Ask the employee the percentage of job duties that can be done remotely (JT)

2. Determine the number of days employee attends project or group meetings (MD)

3. Determine what percentage of employees time is involved in guiding his peers or
subordinates (GT)

4. Determine the load factor used in your organizg

I=5- '(57}5%5)

T2=50e—0o——
100 100

V CONCLUSION

Telecommuting is an upcoming trend in the American work force. Although there are
many advantages associated with the practice of telecommuting, its growth is significantly
limited by the issues involved. These issues emerge from both sides; telecommuters and their
managers. During our study, we observed approximate 70% of issues arising from management
while merely 30% were contributed by telecommuters. The primary concern reported was loss
of control from managers while telecommuters were primarily afraid of isolation. Interestingly,
more than 50% of the managers we interviewed, were not sure if telecommuting improves
employee’s productivity. The primary reason behind this uncertainty could be attributed to the
fact that Portland metropolitan area does not have significant amount of telecommuters and
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many of the managers did not have first hand experience with telecommuters. The research
conducted in this paper strongly suggests the improved productivity as a benefit of
telecommuting.

This paper was an attempt to clarify many issues that management (and telecommuters)
may have in their minds. We attempted to address the issues that emerged during interviews.
We stress that the practice of telecommuting is not suitable for every employee and it should
not be adopted full time as a starting point. The selection procedure of telecommuters is crucial
in the success of such program in the organization. We stated some of the prerequisites that the
telecommuter needs to possess for successful telecommuting. We proposed a mathematical
tool for deciding on how much an employee should be telecommute, based on his job
responsibilities. The authors strong]y.s nend conside RS tool as a guideline only and

arefier interviewed limited number of managers, due to limited¥g
and depended on the statistical data obtained from various journals and articles.
research, pesearcher primarily focussed on the high-tech industry. As a future refeghch, we
recommghid that the further work could be focused on other types of industries, angdndustries
specifidfissues could be addressed. It might be useful to implement the pilot program based on
the sugdestions in this paper and drawback could be overcome based on the results of the pilot

program.

Finally, the 1s work helps to alleviate the concerns about
the practice of telecommuting in the minds of telecommuters and their managers and promote
this practice that ensures clean, green and productive environment for our todays and future
workforce.
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APPENDIX I

ELECOMMUTING
e Telecommuting )

SURVEY QUESTIONAIRRE FOR EMGTS520 P ECTO
( How to Modify Corporate Management StyleR to pro

Sr. No. Statement Disagree  Undecid  Agree Strongly
ed Agree
Please circle  your choice
1. Telecommuting improves gmployedp” 1 2 3 4 5
2 Telecommuting helps telecofgmuters to bala 1 2 3 4 5
professional and family life. :
3. Employee should be traj or telecgffimuting befo 1 2 3 4 5

it is implemented.

4. Managers needlo ained in gfMler to manage 1 2 3 4 5
telecommuting a‘ ee befof such progrgm is
implemented. P \

5. The te‘cc'@uter shou telecomn#only few days ' 1 & 4 5
a week fld ot all dayf. ® v

6. cle§@mmuting pyfk compa; confidentiality at 1 ‘ 3 4 5

eater risk thai ;

7. ¢ are nojnough malcement tools La@ﬂe 0 1 2 3 4 5

manage te}fcommut .
\
8. loyee is suRable candi for 2 3 4 5
[ 3

ecause of the jobﬁe nsibility.

Please

mment on any other aspe‘ otelecommutmg\c

\

THANK YOU FOR YOUR HELP

20



zonbLipoy asor

joowsbndid JeAiA

|9)ed eipusifey

unwiyosn- eipueyd
uaoJseysbuommaj Jenjuoog
apuedysaqg IIDIIN
0Z2S1ON3

1661 ‘8 1aquiada(

SUNNUWWOIII ], A0WOIJ
0) SIJA)S JUIUWIISBUR]A]
djeaodao)) dsury) 0) MO



s)leway buipnjpuo) .
SUOIEPUSWIWOITY «
Jobeuep—
99hojdwg—
SUJ92U0) Yl bBuiljesq .
s}ijauag pue suJaduo) :Bunnwwooss|a] .
Ao)sIH ® uononpouyy| .

U0 BIUISALJ JO duIpInQ



«p33ddS UnoL urepurey,, seo||IN
oer JSpuUadg YSVYN V.61 -
paaN jo098fold 1INVJNYV S.£961
uojsog
uj ssauisng uews s,0/81 -
(5/91)
aouelsiq wol4 bunnwwoy .

suones’Iunwwos9fo |
Y Buisn bunnwwos -

)sed Y} ul SunnWwod|d I,



aJnWWwo29|8] JON o N
gnuidiosee ) & lIeg dylided ‘onuepy

leg ‘121V :seiuedwosn buiuoddng .

eoLldwy Bunpnwwooss|a] :sjoafoud -

%€ uonedionied JUSWUIBAOL) S’ -
000¢

Ag uoljjiin 0Z 03 Yymous pajoslold -
(% 01) @nwwoosja]

sueosLIdwYy UOI|JIN 6 19A0 -

199YS o8] :Aepo ], SUnnuuwoddIP I,



JOYJeap\ JuUaWad|ou| JO S}03))9 aonpad sdjoH
s1s09 Buninioal aonpas sdjoH
}saq ules}alyinidoal o} AJljiqe sasealou|

(eaay
jesiydesboas) pue auwii|) ahesanon sasealou]

uonnjjod Jie asnpal sdjsH
waysAs uopeuodsued; Jo uaping aonpal sdjoH
aakojdwa 10} a1 Ajjwed jo Ajijend parosduwy

%06 03 %SZ Aq ajeysa [eas ajesodio sInD
uoBRAOW ‘MNIGIXal4 ‘UORINPIY HIIS —
%02Z Aq aseasoaul AjIAndONpOId

sjyjouag

ABsauAg wea] pue AiARdINpold
#afojdwz ‘ainying Auedwon

¥siy je Aijenuspyuoy Auedwod
(308a1pu) pue 39211q) 350D
|oJJUO09) JO SSOT]

ainjie4 jo Jeay

Aunosasuj
qor ‘Anuapj Jo sso ‘uone|os|

SIJOUdg puUe SUIDUO)) : w:ﬁ:EEauu_eh

SUJ9duo09



«J19sinoA Buibeuepy si Bupnwwoosja],, ‘e Yy -
AaAins sexa] 93§ ¢ uUOOWOIY JNOGE PALLIOM —
SUONIN MOH pue USYAA ‘Oyp —
ajeuiwl|] Jou aINpaYy —
uoinjog -
Aunuoddo ymoub ainyny uo sywi -
Aunoasu| qor ‘snjelg Jo sso ‘AJiuspj Jo sso —
uonejos| Jo ysiy -

Ao[dwy - SUINUO)) Y} YIM Surpea(



{92109 InoA s)| ‘Ajjeulq -

ABajenig piexoed 39|maH :9jdwexyg —

Way} Mo||04 pue sajni ayj ajejnwiio4 —
uonnjog .

suoljoedysiqg Ajjwe4 —

}snaj pue fjiqisuodsay Jo aunssaid —

ainjied jo ieaq .

e J9A0[d U : SUIIUO)) YIIM Sur[ed(



(Burouaiayuon oapiA ‘NAs] ‘pewz ) ABojouyosa] -

mm_nm._mz_mv jo Anuenb pue fjenb Ajuiep ‘sjeos 198 —

aje}i|1oe 0} |0JJU0D WOl SAOWN —

i} puejsiapun : abueyo wbipesed juswabeueyy —
uonnjosg

(¢.P3] g 03, SI 818YM) ¢ Jopean,, —

MO|4 uonjewoju| JUaIDIYT —

Bunojiuop “oeqpao ‘Juswissassy —
[OJUO0D JO SSOT

CINOTS IONIATE IWOS
NI 108 '4A WO OL
SIRL MIOHS NON NIHM

I33euBp] :SonsST Ym Sureaq



(Papnjou| LON Bupnwiwoasie) woy syyeuaq ay} |1v)
000°0L 8 $ 3uswpiedeaq 1oy sbuires puei

dissof/sonijod 9210 ui Jeak/sinoy 00SZ pares .
awi} nwiwio) uj Jeal/sinoy 0004 L pares -
)}ooMm e shAep ¢ JO JNWWO0IB|D]

(ssowwesboud z} ) sionWwods|a] o -
juswredaq || ul ashojdwa QoG

Auedwo) asueinsuj gn :9jdwexz Apnjg asen —
Bunnwwossja] jo sjyauag —

uopnjog

(Buiuteu] ) s3s09 jo004ipuj —

(11oddns jeaiuyoa) ‘Abojouysa]) s3son 3oaaiq —

350D

e JISRUBJA] sSINSS] YIM SUI[edI(q



uonenwio4 Aoljod Ajunoseg —
uoijnjosg

Aojeg [eyuswiuodiaug ‘jesishyd -
$S990Y pazuoyjneun -
s)jay} Juswdinby Jo ejeq .

:Se Yons SYSIy —

eAsiy je Mijenuapyuo) —

jobusjjeys v - jpuuey)H uoyesUNWWOY 9INJag —

ysiy Je Ayjenuapyuo) Auedwos

v IQSRUBJA] :SINSST YIM Surea(q



9OMaIAIBUI
JNno jo auo Aq juswwod Bunsassju] —

i} IJnoqe jybnoy) Apealje sey aakojdwig —
(eahojdwa 03 AjjIqisuodsau
oy} aAea]) Abajenys 4-H Buimojjo4 —
uonnjog
aAnonpouad aq pjno aakojdws J1 Buipiosq —
aouepIng 10 }oeqpasq —
AGlouhs wea] uo sjoayg —

f1Aponpold
s, 99hojdw3 Jnoqe sulaouon

o> IJSBURBJA] sSINSST YA SUI[BI(q



9AISN|dU| 10 3AISN|ox] Ajjemnyy puawsduy

uolun pue sad2inosay uewny ‘jasunoo) jeba- —
i1oofoud e s3] :wea) uonejuawesjdwy sy} ajenuiIo
Alessooau se suonoallo 1o spuawnpsnipe Aiddy
labeuepy pue sakojdw3g 104 Bururesy
jabueys wbipesed ay} 9ziuboooy
uado suondo 1y desy
Aigyunjon 31 dooyy
Bunnwwosala jo juapxe ayy apiseq
19)nwWwo29]9] 8y} Jo9jas Ajnjaien

SUOI)EPUIW W OIIY



}4OM O] SAIONPUOI JUSWUOIIAUT SWOH -

9oe|d ul sajqejawi
‘uejd ssaibold ‘aouewlopad buunseasw
10} spaepuejs aAnosafqo ay) bueg -
dnoub ayj ui 3osfosd
INJSSOO2NS 3UO }Sed| Je uo paytom Ajqesajaid .
uoneziueb.io 10 dnoub ayj ur s1edh z < -
aouauadxa jJo siealaow o Z < -

poday uonenjeAs 9oUBULIOLdd dUlWEeX .

s||Ns Juswabeuep
Jeuosiad pue juswabeuep awi] -

}oeqpaaq pue uoisiAladng jo jJunowy .




MN& :r& UIW = LIAIT |

%A T 0ol g=1]
e Ir
001 001
S|l-aw-¢s=1g

%LD %AdT

lojoe4 (uaping 10) peor jeuoneziuebiQ :47

Aj@jowas suop aq ues ey sanp qof jo abejuaaiad :1r
ss9yjo Bunoasp yuads swny jo abejusaiad 1o

Bunssyy ui sheqg :aw

SUNNW WO ], JO JUIPXF Y} AP



Anysnpuj yoa] ybiH uo pajesuasuod yoieasay .
Je}IA s1 ssao0ud uonosjeg

99hojdwe A1aAe 10} B|qelInS Jou si Bupnwwoossa] -
Bunnwwoosja] jo Jusyxg Jwi :julod Bunue)s e sy
pajuswojdwi Apadoud y1 aAnisod si Bugnwwooseja]

SUOISN[Iu0))






