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Abstract 
 
In many organizations, employees working at home occasionally is becoming a relatively common 
phenomenon. Other organizations are allowing employees to work at home several days a week for a 
temporary period, and providing the necessary equipment for them to do so.  So far many programs have 
proved to be a great success.  However, others have failed. 
 
What is telecommuting? How can your organization implement it?  This paper addresses the following 
issues: 
 

• What is the current state of telecommuting? 
• What are its benefits? 
• What are its problems? 
• What types of jobs can be outworked? 
• Will new forms of employment contracts be required? 
• Who should become a telecommuter, and perhaps more importantly, who should not? 
• What are the legal issues surrounding the implementation of a telecommuting program? 
• Will telework lead to worker exploitation? 
• What forms of supervision are appropriate? 
• Is telecommuting compatible with an organization's current management style and culture? 
• What are the implications for family and social life? 
• Who will pay for the equipment and the communication costs? 

 
This paper does not deal with running a self-contained business out of one's home. The emphasis here is on 
people who work for a company and spend part of their time working in a location other than the office. 
The approach taken is to look at the steps a company would take to set up a telecommuting program with 
priority given to practical advice over theory. Sufficient references are provided so that aspects of interest 
can be explored in further detail.
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One other goal is to help readers avoid "reinventing the broken wheel". While not all sections will be 
relevant to all situations, it is hoped that readers will find several that are both relevant and informative. An 
informed business will have a much greater chance of starting a successful telecommuting program. 
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Introduction 
 
The concept of partially working in remote locations is called telecommuting. Many people assume 
telecommuting to mean working at home for five days per week. In reality, this is seldom the case: the 
combinations and permutations range from occasional home or satellite office telecommuters to 
combinations of the two or the full-time variant of either of these options. Most teleworkers spend a 
maximum of four days per week outside the office; many spend as few as one day per week. A factor in the 
selection of time is the type of work. If only one day is spent away, then the job could still have many face-
to-face interactions during the other four days. 
 
The quantity of "away time" may also change as the phases of a project progress. In the software 
development field, for example, during specification time when writing software, one does much 
interacting with others, but when one is coding, there is a minimum of interaction. 
 
The term "telecommuting" was first coined by Jack Nilles in 1973, who defined it as the "partial or total 
substitution of telecommunications, with or without the assistance of computers, for the twice-daily 
commute to work." According to Nilles (1987), the three main characteristics of telecommuting are the 
location of the remote work, the amount of time spent away from the office and the employee-to-employer 
relationship. 
 
Similarly, the International Labor Office in Geneva, in its recent publication on the "Conditions of Work" 
(1990), presents the three main concepts that are associated with telework as formulated by Anne de Beer 
and Gerald Blac: 
 

1. Organization 
2. Location 
3. Technology 

 
According to this scheme, telework is a task that is performed in a location remote from the central offices 
or production facilities, thus separating the worker from his or her co-workers. Technology enables this 
separation by facilitating communication. Telework may be performed "on-line" or "off-line"; it may be 
organized individually or collectively; it may constitute all or only part of the worker's job; and it may be 
carried out by independent workers or by employees. 
 
Gil Gordon (1986, 1988, 1990) defines telecommuting as the use of alternate work locations for employees 
who are normally based in the office. The work is of a type that would customarily be performed at the 
employer's office, to which the employee must commute by car or public transportation. A telecommuter 
may work full- or part-time, have fixed or flexible hours, and have either a permanent, a temporary or a 
self-employed status. 
 
Since the home is a common remote work site, Gordon refers to it as the predominant alternate work 
location. However, it is not the only alternative: the work can be performed in a regional work centre 
instead. 
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The telecommuter is often linked to the office system with a terminal or a personal computer, but not 
invariably: according to Kathleen Christensen (1988), only one out of every four telecommuters uses some 
type of computer equipment. Some may use only the conventional tools such as telephone, typewriters etc. 
 
In the growing constellation of communication networks and new forms of work, a commonly used 
definition of telework is hard to find. The concept of telecommuting is being used interchangeably in the 
literature as telework, homework, flexiplace, work-at-home and location-independent work. For the 
purposes of this paper, we will refer to all those terms interchangeably as well. 
 

Forms Of Telecommuting 
 

Work Location 
 
According to Nilles (1985), there are two major structures of a telecommunication program: Home Base 
and Regional Telecommuting Centres.  The latter include satellite, neighborhood, and local centres. 
 
Home Base: Telecommuters who work at home keep in touch with their main office mostly by a telephone 
or other telecommunications technologies.  Most home-based telecommuters work at home only part-time, 
and spend the rest of their work time in the main office or at other facilities.  They commute to the office on 
a regular basis at least once per week.  Work at home may be set up in a casual way, or there may be a 
specific area designated as a home office.  The latter, a dedicated area where work does not have to be 
unpacked and repacked each day, may be preferable. 
 

Regional Telecommuting Centres: 
 
Satellite Centre:  A satellite centre is a regional office set up by the organization, based on the residential 
location of a sufficient number of its employees.  Employees who live near it may work there rather than in 
the central office, regardless of the organizational function. Necessary resources to support their work are 
available at the centre.  A satellite office is distinguished from a branch office in that it may be an ad hoc 
arrangement created to provide for remote work rather than an established office of the firm. 
 
Satellite facilities have been set up by large organizations such as Pacific Bell, Control Data Corp., 
Southern New England Telephone Companies, and Travelers Insurance.  Those centres support between 20 
and 100 telecommuters, some of whom may still have to commute several miles to get to there. 
 
Local Centre: A "local centre" is a facility that supports 25 telecommuters or more from at least two 
different organizations in a single structure. Except for the multiple tenant and decreased organizational 
representation factors, local centres are similar to satellite centres. 
 
Neighborhood Centre:  Neighborhood centres are smaller facilities that support just a few workers, fewer 
than 25, and can serve as mini-satellite or mini-local centres.  Each centre would be within a few blocks of 
the workers' residences.  Their appeal over working at home is that they can provide services such as a 
receptionist, meeting rooms, and high-speed copiers to telecommuters of different organizations. 
 

Current State 
 
Marcia Kelly (1985), president of Electronic Services Unlimited Inc., estimated that by 1990, 450 U.S.  
companies would establish telecommuting programs, involving some 100,000 workers.  These figures 
exclude telecommuters employed by many state and local governments.  Nilles (1988) confirms this 
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estimate and suggests that 70,000 work at regional centres and 30,000 at home.  However, because of 
definition problems, there is still much confusion about the number of teleworkers out there. 
 
According to Jack Nilles (1988), the telecommuting growth is "on track" and should peak in terms of 
growth rate from 1992 to 1996.  The LINK Resources' 1991 study entitled "Telecommuting Case Studies" 
points toward a similar trend of activity.  They reported that the growth of telecommuting increased in 1990 
as its cost in many cases decreased, while the cost and complexity of social, economic, and business factors 
increased, thereby improving the cost/benefit aspect of telework application.  LINK also believes that by 
the year-end 1994, 4.3 million U.S. workers will be involved in telecommuting in 3.9 million households, 
reflecting a current rate of increase of 20% per year.  Telecommuting in the U.S. has grown primarily from 
the bottom up through individual innovation, rather than from the top down through large- 
scale organizational innovation. In countries such as Sweden and Japan, the social planning is more likely 
to generate "top-down" solutions related to telework applications. 
 
As telecommuting grows, it will be an interesting question as to what constitutes it.  It is possible that more 
and more people will consider it to refer to any form of work at home, and it is also possible that freelance 
contract workers will be increasingly viewed as telecommuters, in addition to full-time employees. 
 
According to the LINK findings, currently 83% of telecommuters work at home only part-time, fewer than 
35 hours/week, and nearly one-third work at home fewer than 8 hours/week.  Men and women are 
relatively evenly distributed, but there is not an even distribution through the work force: most 
telecommuters are in the white-collar, more autonomous professions.  The concern is that telecommuting 
could become a perk for the privileged, and that lower-paid, lower-level workers will still be locked into 
typical commuting routines. 
 
Most telecommuters work for companies and organizations with under 100 employees, with employees of 
large, well-known companies being in the minority.  Likely reasons for this include: 
 

1. The trend has developed more on a spot basis involving ad hoc solutions to departmental problems 
or to the special needs of individuals and small groups 

2. Organizational culture is less formal in smaller organizations 
3. Innovation is easier and more common 
4. Standard operating procedures are less rigid 
5. Staff flexibility is likely to be as useful to the company as to the employee 
6. of the U.S. work force works for companies with fewer than 500 employees. 

 
Although firms that have established telecommuting programs vary relatively in location, size, industry and 
the types of jobs involved, there is a definite concentration of information industry firms: e.g. the banking, 
insurance, financial services, computer, software, and publishing industries.  The following is a partial list 
of firms that have established telecommuting programs. 
 

• Computer And Software Industry 
• Control Data Corp. 
• Interactive System Corp. 
• IBM 
• DEC 
• Logicon Inc. 
• F International (U.K.) 
• ICL (U.K.) 
• NEC (Japan) 

• Telecommunication Industry 
• Mountain Bell Corp. 
• New York Telephone 
• Pacific Bell 

• Banking/Financial Services 
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• American Express 
• Federal Reserve Bank of Atlanta 
• First National Bank of Boston 

• Insurance 
• Travelers 
• Credit Swiss 
• New York Life Insurance 
• Blue Cross/Blue Shield 
• Calwestern Life Insurance Co. 
• Metropolitan Life Insurance. 

• MARKETING And SALES 
• Penny 

• Publishing 
• Le Monde (France) 
• Fintech (U.K.) 

• National And Local Government 
• City Of Fort Collins Co. 
• The Hampshire County Council (U.K.) 
• The State of California 
• Seattle, Washington 
• Los Angeles County 
• The State of Florida. 

 

The Growth Of Telecommuting 
 
The growth of telecommuting is due to several factors, such as: 
 

• Economic conditions 
• Work force composition 
• Demographic changes 
• Ecological concerns 
• Changes in technology. 

 

ECONOMIC CONDITIONS 
 
Changes in the Business Environment: As a result of the current economic recession, emphasis has been 
put on cost-cutting and expense control.  Furthermore, in light of today's complex economic, social, and 
political changes, people are looking for different types of relationships with the organizations that provide 
money in exchange for their labor or services. 
 
World Competition: According to Gordon & Kelly (1986), American organizations are on a quality 
improvement track motivated by the need to be better worldwide competitors. World competition is forcing 
the need for better and faster services at a competitive price.  Telecommuting can serve as a new cost-
saving opportunity in the competitive market. 
 

Changes In The Work Force Composition 
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The Home Office Comes Out of the Closet: The home office boom is fueled by the growing numbers of 
self-employed and after-hours salaried home workers. What used to be hidden has now emerged as a 
legitimate way of working. 
 
Distractions in the Office: A survey of executives in 200 of the Fortune 1000 largest firms in the U.S. 
cited excessive noise as the biggest factor restricting productivity. Working at home or in a remote site may 
serve as the answer (Gordon & Kelly 1986). 
 
More Women in Professional Jobs: Due to family responsibilities, this has increased the interest in 
flexible working arrangements: i.e. flex-time, compressed work weeks, job sharing, part time work etc. 
(Gordon & Kelly 1986). 
 
Need for Flexibility: Conflicts may exist between work and non-work demands for both men and women. 
Workers are searching for any kind of situation that gives them more control over their schedules, and 
telecommuting can be the solution. 
 
Desire for autonomy: Many people choose autonomy over job security in their work lives.  
Telecommuting may offer many benefits to a person looking for this type of structure. 
 

Demographic Changes 
 
Nilles (1988) points out that many urban areas experience severe traffic congestion, particularly during 
peak commuting hours.  The reason is that people are moving further out from city centres in search of 
affordable housing or out of a desire for a different lifestyle.  This produces more cars commuting longer 
distances, with many people finding it hard to cope with the stress of the drive.  The days of pouring more 
concrete to solve transportation problems are gone, and alternatives are being searched for. 
 
Traffic problems will motivate more telecommuting, whether through local mandate that requires 
employers to reduce employees' commute trips, or through employees' preferences.  For example, new 
regulations in the five counties around Los Angeles mandate that employers implement trip reduction 
strategies, such as car pooling and telecommuting, or face large fines. Federal studies have shown that the 
majority of commuters travel alone. Thus, even a 5%-10% reduction in commuting to work can have a 
significant impact on traffic congestion (Florida Legislature 1990). 
 

Ecological Concerns 
 
As a result of the growing problems related to air pollution, the U.S. Office Of Policy Development is 
actively promoting telework as part of its clean-air legislation.  The new clean-air law signed by U.S. 
President Bush in the fall of 1990 puts strong emphasis on smog reduction, with 96 cities "put on a priority 
schedule for compliance with air quality standards" (Gordon Report, April, 1990). 
 

Changes In Technology 
 
While business needs are driving the advancement of telecommuting, changes in technology are making it 
easier and more cost-effective to implement. 
 
Often the primary reason for going to the office includes access to a phone, computer, and paper files.  
Files are being replaced with online data bases, while phones and computers are now portable, which may 
reduce the need to travel to an office.  As a result of the reduced cost of technology, more and more 
employees are purchasing their own PCs to work on at home, which makes the implementation of 
telecommuting easier. According to the JALA Associations Inc. report (1991) on the City of Los Angeles 
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Telecommuting Project, the trend is clear that the use of personal computers is going to be an integral part 
of almost all "office" work.  Moreover, this study indicates that the use of telephone and personal 
computers outranks face-to-face conversation in importance to both telecommuters and conventional 
workers. 
 
The following is a list of specific advances in technology that contribute to the growth of telecommuting: 
 

• More powerful PCs 
• Small, light-weight laptop and notebook units 
• Powerful and easy-to-use software: 

• Electronic mail 
• Voice messaging 
• Online databases 
• PC-based spreadsheets and word processing programs 
• Terminal access to host computers 

• Access to low-cost, high-speed lines 
• Cellular phones 
• FAX machines 
• Desktop video and computer conferencing systems 

 
However, to repeat, technology is not the driving force for establishing telecommuting.  Information 
technology may make new forms of work organization possible, but organizational culture as well as 
economic and social concerns of employees and employers have a stronger influence over what choices are 
actually made. 
 

Pros And Cons Of Telecommuting 
 
There are many benefits of telecommuting programs, as well as problems in specific areas. The following 
section describes the pros and cons. 
 

Benefits 
 
Reduced Office Space Costs: Telecommuting breaks the "more-people-more-floor-space" phenomenon 
and keeps overhead under control. It reduces other office-related costs, such as furniture, supplies, parking 
space, energy consumption, and equipment.  The Pacific Bell telephone company estimates that it saves 
$40,000 (U.S.) in office space costs annually due to 32 of its maintenance workers telecommuting; the IBM 
Canada Flexiplace project in Ottawa is projected to save $5.7 million (Canadian) over six years through 
reduced requirement for office space (Fripp 1991). 
 
Improved Productivity: According to Gordon (1990), the productivity gain as a result of installing a 
telecommuting program is between 15-20%.  This is consistent with a 1985 study by The National 
Academy of Science which showed that telecommuting increased the productivity of managers and clerical 
workers by 15-25%.  More specifically, New York Telephone reported productivity gains averaging 43% 
per participant in a two-year period; Control Data Corporation in the U.S. reported gains varying from 12-
20% per year; U.S. West and the University of Wisconsin Hospital and Clinics reported gains ranging from 
30-40%; and Travelers Insurance company reported a 22% gain for its telecommuting computer 
programmers and analysts.  (All these gains must be viewed cautiously, since productivity measurement of 
office workers is far from being an exact science.)  The gains resulted from: 
 

• Remote workers convert their travelling time to working time, and as such tend to work longer 
hours. 

• Being away from the office reduces interruptions and distractions. 
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• Remote workers work in parallel to their internal clocks, which enable them to work at their peak 
periods. 

• There are fewer incidental absences, such as those for medical appointments. 
• There is a long effective workday due to reduced time in non-work activities at the office. 
• More work done per hour assuming convenient working conditions such as appropriate work 

space and separation from family demands. 
• There is optimization of data processing resources: because the employee can work according to a 

flexible schedule, computer facilities can be used around the clock and not only during peak hours.  
Consequently, a more balanced utilization of the computer is achieved.  This workload balancing 
means that additional computer capacity might not be needed. 

 
Improved Recruiting: Telecommuting offers alternative work arrangements such as part-time, flexible 
work hours, and compressed work weeks. All of these attract segments of the labor force that might 
otherwise be inaccessible.  More specifically, with telecommuting there is no need to relocate specialist 
staff. It provides new pools of skilled labor to the organization and is an easy way to recruit staff for labor-
intensive tasks. 
 
New Career Opportunities: These opportunities exist especially for people with specialized skills. 
Today's computer professionals report that a salary may be of less priority than the quality of the working 
life.  Some people value the ability to work self-determined hours, at a self-determined pace, in a self-
determined casual wardrobe. 
 
Employment of the Home-Bound: The home-bound labor force comprises individuals who, for reasons 
such as physical handicaps or having primary responsibility for child care, are unable to work in locations 
other than their homes. The telecommuting approach makes available new career paths for those 
individuals. Several companies such as LIFT in the U.S. and It World Ltd. in the U.K. help disabled 
persons to find employment through training in telework. 
 
Improved Retention of Staff: Telecommuting allows managers to hold on to trained, valuable employees 
who otherwise might have to resign because of reasons such as medical problems or family demands.  The 
American Management Association estimates that it costs $6,000 to retrain a low-level employee, while 
Pacific Bell estimates that it costs $110,000 to recruit and train a highly skilled systems analyst.  
Telecommuting allows for the avoidance of this cost. 
 
Reduction in Relocation Expenses: Instead of relocating employees, which might cost close to $60,000 
each, companies avoid these costs by allowing them to work from home or from satellite centres. 
 
Reduced Personal Expenses: The telecommuter who works at home spends less on clothing, 
transportation, food, and parking. 
 
Public Good: Benefits for the community in general can come from reduced traffic congestion and 
pollution.  This can result in improved air quality, decreased rate of traffic accidents, and reduced 
consumption of fossil fuels. 
 
Increased Employee Satisfaction: A survey of 140 professional part-time and full-time telecommuters in 
Canada and the U.S. (Katz 1987) reported an increase in quality and quantity of their work, a feeling of 
control over the work activity, and greater work satisfaction.  They all expressed a sense of increased 
responsibility, reduced work stress, and increased satisfaction with home life. 
 
Increased Flexibility: Telecommuting gives a dimension of flexibility to employees' personal lives. For 
example, it can help couples in two-income families balance their parenting responsibilities. 
Telecommuting is not a replacement for day care: it only makes day care responsibilities easier to manage. 
It allows work to be fitted around child care commitments, and makes it possible to recover working time 
lost because of such events as children's illnesses. 
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Access to Remote Area: Telework can offer new job opportunities for workers in rural and isolated areas 
thereby helping to reduce regional imbalance. 
 

Problems 
 
There are several problematic pockets that one can encounter when planning 
and implementing a telecommuting program. 
 
The Four Myths: According to Gil Gordon (1988) there are myths surrounding the concept of 
telecommuting which appear to limit its use by causing employers to back away from the idea. He 
describes the following four myths: 
 

• Myth #1: "Telecommuting is mostly for women who are at home taking care of young children."  
The myth is that the telecommuter can sit at home with a baby bottle in one hand and a keyboard 
in the other. This cannot be done -- either the job, the child care, or both will suffer from the 
process. Telecommuting is not an answer to the lack of child care resources. It allows some 
balance of work and family duties, but no more than that. 

• Myth #2: "Telecommuting means working at home." Home is indeed where most remote work is 
done to date; however, there are other telework applications today in satellite offices or 
neighborhood centres. The idea is decentralization of the work. The home is one place where this 
may occur, but it is not the only one. 

• Myth #3: "Telecommuting is just for computer programmers and other data processing jobs." 
There are many telecommuters who work in data processing jobs, but this reflects the nature of the 
labor market imbalances more than anything else. Most telecommuting jobs today require only 
paper-and-pencil work and a standard telephone. Telecommuting jobs can be geared to any levels 
and any departments, and can involve varying amounts of technology. 

• Myth #4: "Telecommuting means being away from the office - five days a week." While some 
telecommuters do work at home full time, this is not at all common. This schedule is not practical 
either for them or for the employer. Remote workers should come to the office on a regular basis 
to attend meetings, make presentations, and socialize with co-workers. 

 
Myths aside, problematic areas include: 
 
The Effects of the Worsened Business Conditions: The increase in competition and the decrease in profit 
has worsened business conditions worldwide, and companies are laying off employees and taking other 
steps to control costs. Managers have much more work to accomplish with fewer staff and other resources, 
and they may be reluctant to pursue telecommuting, seeing it as a distraction in the sense that their time for 
new projects is limited. 
 
Fear of Employee Lawsuits: The general lack of clarity about the legal status of teleworkers may in some 
cases act as a barrier to the setting up of telework programs. The perceived uncertainty about several 
aspects of remote workers such as levels of pay, amount of benefits to be paid, and liability for injuries or 
accidents occurring on the job at home has affected telecommuting growth. 
 
Union Opposition: In Europe and the U.S., fear of the loss of the employee status occupies a central place 
in trade union arguments against teleworking (Huws, Korte, & Robinson 1990).  These arguments rely on 
several incidents whereby teleworkers found themselves not only with fewer benefits, but also with lower 
earnings than their on-site peers. 
 
Technical Problems: Heavy reliance on technology, as in the case of telecommuting, is a potential for 
many technical problems.  Advances in computing have not been matched by advances in 
telecommunications. Depending on the complexity of the combination and the type of data 
communications intended, it may become either an easy task or a technical nightmare to make it work. 
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For example, Blue Cross/Blue Shield has reported problems with local phones lines interfering with the 
ability of employees to use a modem reliably, as well as problems such as poor quality phone lines, storms 
disrupting communications, and hardware servicing difficulties due to the distance from the office.  AT&T 
has reported problems with technical support and some difficulties in accessing host computers.  Other 
common problems are in linking equipment together that was never intended to be linked, or in equipment 
failing at the most inappropriate times (International Labour Office 1990). 
 
Further technological advances will make many of these problems obsolete. For example, the move toward 
Integrated Services Digital Networks (ISDN) makes it possible to transmit information in digital format, 
the same as used by computers. Moreover, the introduction of optical fibers and satellite communication 
allows for enormous improvements in the quantity, quality, and speed of telework operations. 
 
Career Development: The fear of lack of career advancement due to absence from the office creates a 
resistance to telework by employees.  Many professional workers fear that long periods of isolation from 
their peers and their supervisors will result in lower visibility, which removes them from the network and 
costs them promotions. Several professionals who telecommute found that their career paths were seriously 
short-circuited. In a survey carried out for Xerox Corporation, Joanne Pratt (1983) found no teleworkers 
who felt that their career prospects had improved, and many described the effect as "suicidal." However, 
executive-level teleworkers whose work involves numerous face-to-face meetings may not be 
disadvantaged in this way. Also, for people who are freelance teleworkers, career prospects may seem to be 
improved. Here, teleworkers are operating in an entrepreneurial mode with their career advancement in 
their own hands determined by their own skills. 
 
Social Isolation: People's desire for social contact may be a major restraint on the development of full-time 
home-based telework, causing employees to feel isolated or displaced from the company.  This type of 
arrangement is likely to be attractive only to those who have no needs for social interaction during their 
working hours. For workers to whom the need for social interaction is high, the physical presence of 
colleagues may provide an external form of discipline.  Neighborhood work centres and satellite offices 
may be a response to this problem. 
 
Organizational Commitments and Relationships: Telecommuting may reduce a worker's identification 
with the organization and also decrease organizational loyalty. 
 
Dual Responsibilities: One barrier for the telecommuter is not so much the social isolation, but the 
significant strains produced from simultaneously trying to work at home and take care of children and 
household responsibilities. The typical home is no more distraction-free than the typical office.  Increased 
stress at home appears due to a greater need for self-discipline and the necessity to structure one's working 
environment. Intrusion of family matters into the work day blur the distinction between work life and home 
life.  Other stress-related factors include the loss of the transition period provided by traveling to and from 
work.  Note, this is the opposite of the point made under "Commuting Hassles." 
 
The need to structure one's home to accommodate both work and family activities occasionally creates 
conflicts, and might lead to work stress being manifested in the home.  Working at home requires 
additional self-discipline, as well as cooperation from family members, neighbors, and friends. 
 
Increased Workaholism: Evidence from exploratory studies suggests that lack of physical separation from 
work may lead to increased attachment to the employee's work-related responsibilities, and signs of 
"workaholism" (Diebold 1981; Olson 1987). 
 
Potential of Burnout: According to Olson (1987) many telecommuters believed the biggest disadvantage 
of working at home was the tendency to overwork, mainly because of the immediate access to the 
computer, which made it easy to put in extra hours. 
 
Peer Resentment: Managers are concerned with maintaining equilibrium with on-site employees if large 
numbers of staff elect to telecommute.  They are concerned with issues such as "will the people in the 
office feel left behind or resent having to handle messages or other nuisance tasks for off-site 
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telecommuters?"  LINK (1991) has identified occasionally resentments by on-site employees towards 
telecommuters.  However, in most cases the real root of the conflict had to do with non-telework-related 
issues. 
 
Invasion of Personal Life: Employees who work at home can always be interrupted by phone calls from 
supervisors and peers.  A common complaint is "because of my erratic hours my boss seems to think that I 
should always be on call."  Conversely, co-workers or customers may feel uncomfortable calling 
telecommuters at their homes during business hours.  However, experience shows that office mates learn 
that telecommuters are still "at work" when they are at home, and come to feel less constrained.  One 
solution is for the teleworker to say, "I am working off-site" rather than "I am working at home."  Problems 
can also arise in respect to the invasion of privacy inherent in the home inspection by the supervisor for 
safety and appropriateness. 
 
Irreversibility: A decision to work as a telecommuter may be difficult to alter. For example, management 
may not have a place to put the displaced telecommuters if the strategy does not work out. 
 
Reduction in Quality and Amount of Feedback: The feedback quality that workers normally receive 
from their colleagues and supervisors is reduced because of the physical absenteeism.  They cannot consult 
their supervisor as often as when they were working full-time in the office.  Elements of "rich" 
communication, such as the tone of voice, facial expressions, and body language, cannot be transferred on a 
regular basis. 
 
Cross-Training: New employees lose the opportunity to rub shoulders with more experienced ones when 
the latter telecommute.  To overcome this problem, training situations should always supersede the right to 
telecommute. 
 
Data Protection and Security: Permitting access to sensitive information from home can create problems 
if the proper precautions are not in place.  The United States Army, despite the positive results of a pilot 
telework program, did not adopt teleworking due to concerns about the risks of fraud or abuse of sensitive 
information. 
 
Increased Local Traffic Congestion: The shift  from the freeways to local streets may cause local traffic 
congestion with associated pollution and energy costs. 
 

The Organizational Culture And Management Resistance 
 
The mere availability of information technology within an organization is no guarantee that it will adopt 
telework. Many researchers in the field believe that present organizational structures and managerial 
attitudes form major barriers (Gordon 1986, 1988; Huws, Korte, & Robinson 1990).  Olson (1987, 1988) 
stated that for many organizations the strength of the managerial resistance and the organizational culture 
are the main obstacles to its adoption. 
 
Several changes may occur to an organization as a result of the introduction of telework. Telework 
challenges the traditional hierarchical functions and the principle of authority, as well as causing problems 
of communication, dialogue, feedback, and loyalty to the company. 
 
The common philosophy of most large organizations in the U.S. and Europe is one of encouraging close 
employee-company identification.  This includes the development of a strong company image and the 
provision of facilities based at the workplace that inspire loyalty and discourage the employee from 
venturing outside the building during the working day. Signs of status and position abound in the 
organization and are important mechanisms for transmitting its culture.  Changing the culture in large 
organizations is obviously a slow process (Huws, Korte, & Robinson 1990). 
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Results of a survey of managers conducted in four European countries show that resistance to change and 
fear of disruption to current organizational culture are the major obstacles for the development of telework. 
Telework is a contradiction to the corporate culture. It represents a dispersed and decentralized form of the 
work force, which is incongruous with the current organization culture (Huws, Korte, & Robinson 1990). 
 
Telecommuting demands fundamental changes in the way managers view the employee-supervisor 
relationship. Many work-at-home programs die in an early stage because of the management resistance to 
the concept that people will produce effectively and efficiently when setting their own schedules. Most 
managers prefer to have their employees on site full-time if possible -- "the eyeball method of supervision" 
(Olson 1987). 
 
A Philips Business Systems survey found fewer than 10% of managers to be in favor of telework and 60% 
opposed, saying that they need personal interaction in order to be able to supervise effectively. 
Conservative management attitudes seem to be the major factors currently preventing many companies 
from using telework. 
 
Often management resistance manifests itself by putting extreme constraints on telecommuters, giving 
conservative evaluation of the performance outcome and terminating the arrangement. Typical constraints 
are eliminating opportunities for consideration for management or general promotion and limiting task 
assignments. Another form of resistance is creating situations where the employee has to be more often on 
site than is really needed, such as increasing the number of face-to-face contacts. 
 
In most cases management resistance to telecommuting is actually cultural resistance to the idea of working 
at home. As a result, often when a telecommuting program is approved, the corporate culture is moved 
right to the home. In many pilot programs, "core hours" when the employee must be reachable by 
telephone, have been established (typically 10:00 AM to 3:00 PM). 
 
The management concerns surrounding the implementation of telecommuting program are: 
 

• More work: Many managers acknowledge that remote supervision is more time-consuming than 
what they had expected.  Managers generally feel that telecommuting entails significantly more 
work for them, in preparing work assignments and monitoring progress.  Firms often find that 
additional documentation and instructions is necessary that is not required for similar workers at 
the main offices.  In a survey conducted by the Management Science Department of the University 
of Minnesota, 53% of managers said that they thought that telework was difficult to manage. 

• The fear of loss of control: The philosophy of management that is prevalent in many organizations 
goes back to a legacy of factory supervision, where close observation of direct labor was common. 
For many managers, to supervise means to observe: they become uncomfortable when they cannot 
see their employees, and feel that they are losing control ("How can I manage someone I can't 
see?"). Another way managers express their reluctance to supervise telecommuters is by asking, 
"How will I be able to tell when my telecommuter is doing a full day's work at home?" 

• Lack of trust: Trust in the staff is a major managerial obstacle. Control Data initially encountered 
this problem during its telework experiment (International Labour Office 1990).  Lack of trust led 
to unnecessarily complex reporting and log-in procedures and overly detailed instructions to 
home-based programmers. This resulted in resentment on the side of the teleworker, and from the 
management side a higher cost of the record-keeping system than was expected. 

• Problems with job value: In many organizations managers whose jobs add more value to the 
organization are paid more.  One of the determinants of a job's value is the size of the organization 
supervised by the manager. In this case a telecommuting program can create a threat for the 
manager's job value ("If some of my people no longer work in the office and if that means I will 
be responsible for a smaller work force, will that mean that my job will be evaluated lower, and 
therefore I will be paid less?"). 

• High cost for the employer: The cost of remote work may be higher when modems and 
transmissions costs are included.  This is particularly true if long-distance charges are required.  
Furthermore, many employees who choose to work at or near home may want to still keep their 
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desks at the main office, which would lead to no lowering of the cost of the employer's facilities 
and might even increase it. 

• Scheduling and work unit interaction: This problem is brought up mainly by supervisors who have 
difficulty managing telecommuters at home with demands for their services in the office.  This is 
the case in instances in which telecommuters are needed to be on hand for examining equipment 
or for attending meetings.  The general approach to solving this problem is some combination of 
job task restructuring, rotation of "on deck" assignments, and the use of teleconferencing. 

• Assignment and telecommuter/supervisor job changes: This issue can arise when telecommuters 
transfer to different organizational units supervised by a manager unfamiliar with telecommuting.  
The recommended approach is to hold a brief training workshop in order to develop the necessary 
supervisor-employee rapport. 

 
In spite of all these problems, telecommuting trends are still growing.  Many of these problems can be 
overcome, and the benefits outweigh them. Knowing the potential problems up front can make avoiding 
them easier. Moreover, according to the JALA report (1990), none of the worries about the possible 
negative social effects of telecommuting as expressed in the literature and the popular press seem to be 
justified. 
 
The following section describes approaches for implementing telecommuting programs, and methods to 
overcome many of the obstacles. 
 

Planning A Telecommuting Program 
 
The setting up of a telework program may place heavy demands on many organizational resources, 
including technical personnel and training functions. Most of the literature in the field (Romero 1983; 
Gordon & Kelly 1986; Olson 1987; JALA 1990, 1991; The Florida Legislature 1990; Huws, Korte, & 
Robinson 1990) emphasizes the importance of careful preparation. This includes: 
 

• Providing thorough staff orientation 
• Securing support of top management 
• Conducting feasibility studies 
• Setting up a controlled pilot program 
• Screening potential teleworkers and their managers 
• Conducting job analysis 
• Providing adequate training for the telecommuters, their managers, and their peers 
• Conducting an ongoing evaluation process. 

 
JALA Associates (1991) conducted a two-year study on state government employees in Sacramento and 
San Francisco, and identified eight important preconditions to a telecommuting program: 
 

1. Top-down support is vital 
2. Senior management support, although necessary, is not sufficient: an active "champion" is needed 

to spark participation 
3. Telecommuters and their supervisors must be volunteers 
4. Screening of jobs and employees is important, and pre-telecommuting screening and training 

should be mandatory 
5. Training is key 
6. Major capital investments are not necessary 
7. Managers and employees at each level must have the right to say "no" to telecommuting at any 

point 
8. A set of uniform guidelines for establishing the telecommuting program should be established. 

 
Any telecommuting project is comprised of three main parts: Pre-implementation, Implementation, and 
Evaluation.  These are detailed in the next three sections. 
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Pre-Implementation 
 
At the initial stage of the planning process, the purpose of the telecommuting program should be 
established.  It is best to focus on only one or two key benefits for the firm (e.g. saving office space, 
retraining employees, recruiting) and stick with it.  (Programs designed to provide solutions to specific, 
limited business problems have the greatest chance for measurable success.)  There should be a clear 
statement of the goals, and measurable objectives.  Evaluation criteria and methods should also be 
included.  Right from the beginning, top management support and participation in determining the 
objectives for the project are essential. 
 
Other elements that must be considered in the telecommuting plan at this stage include where the telework 
will be performed (at home or at regional offices), and the degree of management and labor involvement at 
the various stages of the project.  Lack of planning and management involvement at this phase can become 
a major cause for the program's failure. 
 
Standards must be established for selection of individuals and jobs, as well as a method for measuring 
attainment of the organization's goals. To achieve this, several procedural and policies issues need to be 
dealt with.  The Florida Legislature Joint Committee on Information Technology Resources (1990), the 
body that was in charge of the implementation of telecommuting for the State of Florida, dealt during the 
pre-implementation stage with the following questions: 
 

1. What existing laws and rules would need to be changed to allow for and account for 
telecommuting? 

2. What job classes would be most suitable for telecommuting? 
3. What geographic areas would most benefit from telecommuting? 
4. What would be the state's liability for injuries, for employees who work at home? 
5. What kind of special training would be required for both telecommuters and their managers? 
6. How would telecommuting affect the state's system for managing and evaluating employees' 

performances and provide for their promotion opportunities? 
7. What screening process would be used to select employees to telecommute? 
8. Should telecommuting be strictly voluntary? 
9. What, if any, equipment and transmission standards should be required? 
10. Who would pay for equipment needed by a telecommuter who works from home? 
11. How would the program be evaluated to determine its success or failure? 
12. What type of special security controls would be necessary? 

 
All these questions must be dealt with by any organization at the initial stage of the telecommuting 
implementation.  To accomplish this, the formation of an organization task force, a project team, or a study 
group is necessary. The team will be actively involved in the various phases of the project planning. It 
should include the following specialists: 
 

• Human resource specialists in areas such as recruiting, compensation and benefits, employee 
relations and, training and development 

• Data processing experts in areas such as systems and programming, telecommunications, system 
engineering, and database management 

• Line Management who represent the "client" with  the specific business need 
• Other advisors or supporters, including lawyers, accountants, or financial advisors for budget 

issues 
• Representatives of upper management 
• A former informal telecommuter. 

 
The task force will meet on a regular basis throughout the stages of the project.  A preliminary report on the 
telecommuting status in the organization is highly recommended prior to the actual planning. 
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At Pacific Bell, the study of telecommuting possibilities, policies and issues was assigned to a six-member 
task force group.  They worked for more than a year before 45 employees were selected for the pilot 
program.  The task force conducted a preliminary study of telecommuting and non-telecommuting 
managers to identify the nature and extent of current telecommuting practices in the company; to quantify 
interest in telecommuting; to determine what factors influence the decision to telecommute or not; and to 
identify attitudes and beliefs toward telecommuting.  Various legal and employee-relations aspects of 
telecommuting were also studied by this team and by the legal and human resource staffs. The results of the 
study were incorporated into the trial program's design. A task force at Mountain Bell as well, at the pre-
implementation stage of the pilot program, developed a report that identified the many opportunities for a 
successful telecommuting program.  The report includes the selection criteria for participants and job-
training courses, methods of linking the home worker back to the office, and a monitoring system. 
Mountain Bell based its report on current telecommuting literature and information based on the 
experiences of employees working from home. 
 
The establishment of an advisory committee is necessary in order to deal with all the preliminary issues. 
JALA Associates (1990), in their final report on the State of California Telecommuting Project, 
recommend the establishment of a state or an organization advisory agency, which would give the 
appropriate support to any start-up efforts. This can be made available by a relatively small group of 
experts who would help to customize telecommuting to their particular cultures, help coordinate policy 
influenced by the impact of telecommuting, and help to improve the telecommuting process.  A similar 
structure was created by the State of Florida, which formed a 13-member telecommuting advisory council 
to advise on any matters related to the state employee telecommuting program. 
 
JALA Associates also recommends the appointment of a volunteer "champion"/coordinator who can act as 
the focal point for the telecommuting effort.  The coordinator should be a person who is senior enough 
within the organization to have access to and the confidence of the top organizational management. He/she 
should also have leverage for energizing, developing, and maintaining the enthusiasm of some of the 
slower starters. In a large organization, more then one such coordinator might be necessary. 
 
At this stage, the formation of the pilot program should be dealt with in detail.  The purpose of the pilot is 
to identify what does and does not work for the organization, prior to a large-scale start-up of the program 
to demonstrate the feasibility of the concept.  The pilot should encompass a broad cross-section of job 
classifications, and should include units where there are multiple telecommuters in order to assess the 
impact on the unit. The pilot should be large enough to be generalizable for the organization as a whole, 
and small enough so that the evaluators are not overwhelmed by details. It should last a year. During this 
period regular assessment and evaluations should be conducted, using surveys and informal meetings of 
telecommuters, managers, and on-site co-workers.  Before launching the pilot, temporary operational 
procedures and pilot policies should be adopted. The goal should be that at the end of the pilot, the plan for 
expansion of telecommuting should be completed. 
 
The pilot study must be approved by corporate management, the human resources department, and 
frequently the legal department.  At this stage, presentation of a number of orientation briefings on 
telecommuting to senior managers, mid-level managers/supervisors, and potential telecommuters is 
essential.  
 

Feasibility Study 
 
As discussed in the previous section, the initiator of the telework scheme should lay the groundwork 
carefully by discussing the project beforehand with key managers in the organization and with the future 
teleworkers. A feasibility study should be carried out as part of the pilot study on the benefits of the 
program for the organization, the working methods, and the technology needed to implement it (Gordon & 
Kelly 1986). 
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When designing a feasibility study, one should address the following questions: 
 

1. Is the MIS department or any other key user group having any problems with employee recruiting, 
retention, productivity, or office space? 

2. Do managers or qualified subordinates have the time necessary for analyzing opportunities and for 
planning for telecommuting? 

3. Is the organization supportive of adopting or at least previewing innovations such as 
telecommuting? 

4. How flexible is the organization's policy for telecommuting? 
5. Would the organization allow for some well-intended experimentation? 
6. What is the long-term value of the telecommuting program for the organization? 
 

At this stage it is important to establish corporate guidelines for the development and control of the 
program. The policy will answer the following questions (Katz 1985): 
 

1. What are the time limits for the telecommuting project? 
2. Who is eligible to participate in the program? 
3. What are the scope and the nature of the project? 
4. How will responsibility for reliability, cost allocation, control and data security be assigned? 
5. What will be the approval process? 
6. How will managers be selected and trained to supervise remote workers? 

 
Rank Xerox (Judkins 1988) in the U.K. has indicated that appropriate forms of work organization should 
have these six characteristics which should be analyzed in the feasibility study. 
 

1. Be adaptive rather than rigid 
2. Involve considerably lower overhead costs 
3. Enhance individual contributions 
4. Enhance creativity 
5. Involve people 
6. Motivate the production of quality work. 

 

Cost Analysis 
 
Cost analysis is an essential part of the feasibility study. The long-term value of productivity must be 
assessed.  A specific task force or a designated project team should play a role in a preliminary cost/benefit 
analysis, and should examine the costs and savings projections after the pilot program. In assessing these 
the plan should include relatively detailed cost/benefit measurements components such as quality of 
working life, energy consumption/conservation, changes in turnover rates, medical costs, telephone bills, 
telecommunication equipment costs, facilities and office space savings, etc. It is very important to 
distinguish between cost/benefit components that are specifically related to telecommuting, and those that 
may be attributable to other sources. 
 
The main factors that should be taken into consideration in the cost analysis of the telecommuting program 
include the following: 
 
Overhead Cost: One economic advantage of telework is the saving in overhead costs. However, this kind 
of saving does not automatically follow from the decision to allow some staff to work from home some of 
the time. If the organization is still maintaining the same building with the same number of square feet, the 
fact that a desk is unoccupied does not make a big difference to the size of the bills.  Having a worker 
spend part of his or her time at home may in fact increase costs if the office is still maintained.  Only when 
a high number of the staff are teleworking can part of the building be vacated or subleased, or a move to a 
larger, more expensive building be avoided.  One way to reduce the overhead cost is to eliminate the 
telecommuters' offices and to assign a shared office or cubicles for their weekly visits. 
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One must calculate the costs of equipment and telecommunications of the remote sites (terminals, personal 
computers, phone charges, special lines, etc.) and compare them to the savings in office space costs.  For 
the satellite or neighborhood office, the overhead costs may reappear in a scaled-down form.  Because of 
the economies of scale, some costs may even be higher for the local offices, but savings may result from 
lower rent. 
 
For those who intend to work from home, some costs to consider include higher energy costs for heating 
and lighting, and a hidden cost involved in allocating space in the home for work use. Telecommuters who 
are independent contractors, should consider the cost of advertising, printing of stationeries, and other 
expenditures associated with setting up a new business.  Other additional costs may be special insurance, 
extra maintenance, telephone bills, computer supplies, etc.  Careful analysis of all these factors should be 
conducted to determine the cost-effectiveness of the program. 
 
Communication Cost: One of the major costs of teleworking is in communications, both between 
employees and their employers, and employees and the clients.  This cost level may play an important role 
in determining the feasibility of a program. 
 
The major cost factor that must be taken into consideration is the adoption of communication technology to 
the remote work site to make it suitable for telework: multi-function workstations, electronic mail system, 
telecommunication software, two telephone lines per telecommuter, etc.  Most studies suggest that the cost 
of communication technology is much less than the equivalent transportation cost.  However, this saving 
depends on a number of factors: the mode of the communication used (e.g. telephone vs video 
teleconferencing facilities), the existing telecommunications infra-structure, the number of people involved 
in a particular telemeeting, its duration, the distance for physical travel, the distance of the teleworker from 
the employer's office, etc. The latter is significant, especially when the employers are expected to be "on-
line" for a significant part of the day and the tariffs for services are distance-related. One way to reduce this 
cost is for managers to identify and evaluate the telephone services before subscribing to communications 
services whose costs are controlled by the supplier.  Yet, according to the JALA report (1990), on the 
average, telecommuting attributable monthly telephone charges amount to only $30 per telecommuter, 
which does not significantly affect the communication cost. 
 
Equipment Cost: Equipment costs can constitute the largest portion of the telecommuting budget, 
depending on how they are allocated. They include equipment purchase/lease, software, maintenance and 
installation cost.  Organizations that have set up telework schemes have found that the cost of the 
equipment ranged from a few hundred dollars for a terminal to over $10,000 for a personal computer, a fax 
machine, printer, modem, and extra telephone line. According to LINK (1991), most telecommuters' needs 
are met by a PC, modem, printer, a second phone line, fax, and furniture.  Setting up a telecommuter is now 
in the $2000-$4500 range.  According to the JALA report (1990), the marginal costs of telecommuting-
related computers is a small fraction of the total computer cost of the organization.  (This is due to the fact 
that many telecommuters own their own computers: e.g., 83% of California project telecommuters). 
 
Another associated cost is computer service and maintenance: for example, when the department technician 
is sent to the telecommuter's home to help install the equipment or software. According to JALA report 
(1990), computer maintenance and service costs range from 0-$275 annually per telecommuter. 
 
When the work is carried out in the office, the employer is the owner of the equipment. However, when the 
employee is based at home, several ownership and maintenance issues exist.  Many feel that office 
professionals should not be asked to purchase equipment for something that benefits the employer at least 
as much as the employee.  According to JALA (1991), over 70% of the active telecommuters in the city of 
Los Angeles own their own computer and are not relying on the employer to provide the hardware and 
furniture.  This is helpful when it comes to dealing with tight budgets, but it is a potential problem because 
it shifts the burden of providing the tools from the employer to the employee. 
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Employers who choose to not equip their telecommuters may unintentionally create several problems.  
They may introduce a kind of elitism to telecommuting, discriminating against employees who cannot 
afford to buy their own tools. In this situation, the following questions should be considered: 
 

• Who pays for repairs when something breaks? 
• Who selects the brand and configuration? 
• If the user has control of the selection, then who resolves compatibility problems, such as if the 

software selected does not work with the printer or modem? 
• Who provides technical support? 
• Who insures the equipment against theft? 
• Who provides supplies such as diskettes, printer ribbons, and paper? 

 
Employers can have several other options for equipment arrangements.  For example, they can: 
 

• Rent or loan machines to their employees 
• Sell old or obsolete equipment at very low cost 
• Sell new equipment at a reduced price 
• Provide reduced-cost financing for purchasing equipment (no-interest or low-interest loan, or 

payroll deduction) 
• Move the in-office equipment already in use by telecommuters in the office to their homes; then 

provide one machine for several people at the office to share when they are there 
• Buy a small number of PCs to be used on a rotating basis by several telecommuters (this option 

requires some careful and stable scheduling) 
• Negotiate with microcomputer vendors for a group discount for their employees 
• Compensate employees who use their own equipment. 

 
A careful analysis of these options should be conducted by the employer in order to determine equipment 
costs.  The cost of any equipment required should be justifiable for the value of the work produced by the 
teleworker. 
 
Insurance: The main question here is who should pay for the insurance -- the company or the worker? In 
most cases the organization provides the worker with the insurance coverage, finding it no more difficult or 
expensive to insure work-at-home equipment than mobile equipment.  In other cases, the worker's own 
home insurance policy can also be provided with a low-cost rider, if necessary, to cover PC equipment and 
personal liability. 
 
Transportation Cost: Transportation cost does not disappear all together when telework is introduced.  
Most teleworkers are expected to travel to the office at regular intervals, in spite of the sophistication of the 
telecommunication technology. Some work will still have to be physically transported to the office, and 
managers will also visit the remote sites.  Telecommuters may also find themselves travelling between their 
"home" offices and other centres for meetings that under regular circumstances would only require a short 
walk to a conference room.  Transportation cost may become a business expense for the teleworker, but a 
credit, albeit a relatively small one, for the employer. 
 
Moving Cost: The cost associated with moving either from office to home or intra- and inter-office moves 
should be taken into consideration.  However, in many cases, the telecommuters simply pick up the 
equipment and transport it themselves. 
 
Administration Cost: Administration cost is an important factor.  It has several components, some of 
which are difficult to assess. These include special management costs of the pilot project itself, including 
evaluation changes in the administrative system and possible duplication of effort caused by 
telecommuting.  They also include consulting costs (other than training), cost of the project plan 
development, cost of the project manager, and cost of departments coordinators.  Other related costs are 
increases in inter- and intra-office coordination, accounting, project promotional expenses, and time spent 
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by the key contact person for project coordination. The City of Los Angeles estimates the annual 
administration cost at $70,000. 
 
Training Cost: Both teleworkers and their supervisors will have to be trained at the initial stage of the 
program, and professionally supported over time by a centralized group of trainers who will be available 
when needed.  The cost of training includes only the components that are specifically telecommuting-
related. Training cost may be computed as the total time spent by the trainer and the trainee, times their 
respective hourly rates, plus cost of equipment and materials used for the training.  The City of Los 
Angeles spends $140 per trained telecommuter (JALA 1991); The State of California spent $300 per 
telecommuter for the initial telecommuting training sessions (JALA 1990). 
 
In spite all of the cost predictions, the JALA final report on the State of California Telecommuting Project 
confirms that the project paid for itself in two years, including all the extra planning and training costs.  
According to this report, since the start-up costs were covered, the benefit-to-cost ratios reach more than 
20:1. 
 

Establishing Selection Criteria 
 
When the pilot project is approved, emphasis should be placed on establishing selection criteria for tasks, 
telecommuters, and supervisors.  The selection criteria should combine considerations of job content, 
telecommuter and supervisor motivation, attitude and personality factors, and general policy-related issues 
such as preference for distant employees, single parents, mobility handicapped, etc.  The job analysis 
should be conducted first; then the factors for supervisor and employee selection should be set up, and a 
formal selection plan constructed. 
 

Job Selection 
 
Examining the nature of the prospective telecommuter's job or cluster of jobs is an important step for the 
success of the telecommuting program.  The key in job selection is the extent to which the tasks and 
activities constituting a job are independent of the physical location of the job performer (Nilles 1987). 
According to Nilles, it should be a location-independent type of a job. He suggests that the first step in a 
telecommuting job analysis is to lump the jobs into two categories: location-dependent and location-
independent. The next step is to evaluate the likelihood that the location-dependent activities can be lumped 
together into fewer than five days per week.  When conducting the job analysis, it is important to determine 
the telecommuting location where the job will be performed: i.e. satellite or home base.  Satellite offices 
generally encompass a broader set of job options that may be location-dependent. 
 
The following are the requirements for a successful telecommuting job: 
 

1. The job requires minimal physical facilities (i.e., equipment, space, and supplies) 
2. The work pace is controlled by the employee rather than by a process 
3. The job does not require frequent face-to-face contact with others or interaction with other 

employees in the central office 
4. The job requires concentration and relatively large blocks of time 
5. Projects can be completed within two weeks to four months 
6. The project has a definite milestone or deadlines that can be identified, monitored and measured 
7. The job can be performed without close scrutiny 
8. The working environment is not subject to union scrutiny 
9. The job should have well-defined quality standards, so that output is easy to measure 
10. The job should be measurable in both time expended and quantity produced 
11. No ongoing direct supervision is needed for the job 
12. The job requires self-discipline and independent work. 
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Empirical surveys of decision-makers in Europe regarding telework revealed that the tasks considered the 
most suitable for telework are computer programming, typing and word processing and data entry.  Other 
areas considered suitable include software documentation, data bank information retrieval, clerical work, 
system analysis, remote maintenance, bookkeeping, consulting, real estate agency work, accounting, 
training materials developers and catalogue order-takers (Huws, Korte, & Robinson 1990). 
 
The main occupations that are so far being carried out in a telework scheme are data entry, text processing, 
programming, and sales support.  
 
The chart is designed to give an indication as to whether a job is suitable for telework. The closer each line 
is to the right, the more suitable the job. 
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Telecommuting 
 

Objectives 
Poorly Defined    Clearly Defined 

 
Deliverables 

Poorly Defined    Clearly Defined 
 

Schedule 
Not Defined    Well Defined 

 
Timing 

Short-cycle    Long-cycle 
 

Location 
Dependent    Independent 

 
Interaction 

High    Low 
 

Equipment Cost 
Not justifiable    Justifiable 

 
Training Cost 

Not justifiable    Justifiable 
 

Communication Cost 
Not justifiable    Justifiable 

 
Overhead Cost 

Not justifiable    Justifiable 
 

Supervision 
Direct    Indirect 

 

Personnel Selection 
 

Selection Of Employee 
 
After the appropriate telecommuting jobs are selected, the focus turns to identifying appropriate candidates. 
Management are usually seeking volunteers who must meet fairly stringent criteria usually based on the 
nature of the work performed, the employees' work habits, and their personality characteristics.  Some 
companies feel that employees should have worked for some time with the company in the office 
environment before being considered eligible to telecommute. The employee should also know the 
company well and should have established loyalty to it. 
 
At the preview stage, familiarization briefing should be given to prospective telecommuters and managers 
to elicit the initial set of volunteers.  It should be made clear to employees that they are volunteering to be 
considered for the selection process, and not for the actual remote work situation itself.  The Preview 
Process can be done one of the following several methods with the choice depending on the number of 
employees and remote jobs involved and the time and money available to support this process.: 
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• Group meetings: All the volunteers can attend a meeting to hear general information on 
telecommuting. This could cover pros and cons of telecommuting, the firm's telecommuting plans, 
the expectations of telecommuters, as well as comments from a previous telecommuter and/or an 
expert. 

• Video presentation: The same format of meeting, but a special video covers most of the topics.  
Alternatively, volunteers can view the video on an individual basis. 

 
At Pacific Bell, a company-wide publication informed all employees of the plans to embark on a pilot 
telecommuting project, and asked for volunteer participants. The Telecommuting Project Team then 
contacted the prospective telecommuters, supervisors and peers and provided them with an overview 
presentation.  At Sears Roebuck & Co., volunteers for the project were initially briefed on the pros and 
cons of telecommuting, and only those who were still interested were considered. 
 
Certain needs associated with personality may be useful predictors of employee success or failure working 
at home. Among these are needs for achievement, affiliation, autonomy and dominance.  Individuals with a 
high need for autonomy and low needs for affiliation and dominance will be better candidates. Teleworker 
needs for achievement might be expected to be higher than those of on-site workers, since the need for 
achievement is related to the self-discipline and self-motivation required to be productive away from the 
external disciplines of the office environment (Huws, Korte, & Robinson 1990). 
 
Situational characteristics of the employee have been shown to have an effect on the success of the home 
work arrangement (Diebold 1981; Olson 1987). For example, it is important to not choose an employee 
with a history of conflict at home, drug addiction problems, or a single who loves the office social life. 
 
The selection process can be conducted using a combination of several methods: interviews, questionnaires, 
and personality inventories.  The interview should focus on the employees' perception of their work habits, 
satisfactions and frustration on the job, views of their supervisors and co-workers, and the role of work in 
their lives.  The interview will provide the selection committee with information that will reflect how much 
the person depends on contacts with others in the office, how comfortable he or she is with different kinds 
of supervision, and what is his or her expectation about remote work.  In order to receive more current 
information on an employee's performance, a special interview should be conducted with that person's 
direct supervisor. 
 
A questionnaire/survey is another effective method that can be used for the selection process.  In order to 
determine their suitability as telecommuters, Pacific Bell's potential telecommuters were given a 
questionnaire that asked the following: 
 

1. What is the business problem to be addressed by the telecommuting arrangement? 
2. How to measure the success of telecommuting in terms of its providing a solution to that problem? 
3. During what time frame are the benefits expected? 
4. What other benefits are expected and how can they be measured? 

 
Other questions dealt with issues such as employees' job duties, communications requirements, and their 
home situations such as workspace and having access to a personal computer. 
 
In the State of California (JALA 1990) project questionnaires given to potential candidates asked them 
about their ability and desire to work at home. Each candidate was requested to evaluate the physical 
settings of his or her home as to its suitability for telecommuting.  The Florida project also administers 
background questionnaires for the prospective telecommuters. These include basic demographic 
considerations such as commute time and distance, questions related to motivational level, job location 
requirements, and interpersonal working relationships. 
 
The following instruments can be considered for use as personality inventory for the selection process: The 
Work Environment Scale, The Myers-Briggs Type Indicator, the Keirsey Temperament Sorter, and The 
Work Style Preference Inventory. These personality inventories provide information about traits or 
characteristics that seem to be essential for a successful remote worker.  A number of organizations have 
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devised their own instruments to select employees with the right personality characteristics as well as the 
right work skills and experiences (Olson 1987; Gordon & Kelly 1986; Judkins, West, & Drew 1985).  Jack 
Nilles (1987) developed some tests for both prospective telecommuters and their supervisors, which can be 
used as a recommendation to the company as to who should telecommute in what form and how often. The 
tests examine two areas: the nature of the job, and the work-related socio-psychological characteristics of 
both the telecommuter and the supervisor. 
 
The literature describes the following personality characteristics, skills, and attributes that the potential 
telecommuter should possess (Olson 1988; Gordon & Kelly 1986; Judkins, West, & Drew 1985; Huws, 
Korte, & Robinson 1990): 
 

• Is self-motivated and disciplined 
• Has low need of social contacts at work place 
• Is trustworthy 
• Is task-oriented 
• Has a flexible personality 
• Is a self-starter 
• Possesses good organizational skills. Is good at managing time and work 
• Has high entrepreneurial perspective 
• Requires little supervision 
• Works well alone and does not need the office context 
• Prefers the home environment 
• Has an appropriate home work site that includes privacy and lack of distraction 
• Is loyal and identifies with the company objectives 
• Has a clear understanding of his/her career direction and personal goals, and believes that 

telecommuting is an effective way to meet these goals 
• Communicates effectively by telecommunication facilities 
• Has a positive view of telecommunication as an alternative to the traditional work environment 
• Has been involved in the organization for a period of time and therefore feels confident about 

his/her place in it 
• Possesses high professional qualifications and at least four years of professional experience in the 

work area 
• Is technically competent and deals easily with technical problems. 

 

SELECTION OF SUPERVISOR 
 
A special management style including "Remote Supervision," "Task/result oriented" is required for the 
telecommuting manager.  The supervisor should be interested in results rather than in the process or 
method; should possess high interpersonal skills; and should believe in the work of the telecommuter 
without close visual supervision.  This person must also believe in the concept of telecommuting, and be 
willing to develop realistic performance goals for the employee.  Managers who were telecommuters 
themselves are ideal for that position, mainly because of their awareness of the problems that they might 
encounter. 
 
This type of management style does not suit all managers. Pacific Bell, at the initial pilot stage, was very 
careful to select supervisors who had good communication skills and who were results-oriented rather than 
process-oriented.  The Florida project administers a background questionnaire for its prospective 
supervisors that includes basic demographic questions such as those dealing with commute time and 
distance, and questions related to motivational level, job location requirements, interpersonal working 
relationships, and opinions on the telecommuting concept.  The questionnaire also asks for supervisors' 
evaluations of their telecommuters. 
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In many organizations, careful personal and job-screening processes have resulted in a zero turnover among 
the telecommuters and their supervisors. 
 

Telecommuting Technologies 
 
What type of telecommunication technologies should an organization consider when planning a 
telecommuting program?  Telecommuting utilizes two classes of information exchange: asynchronous and 
synchronous.  The difference is in the timing of when the information is handled. 
 

 Asynchronous Synchronous 
T Mail Phone 
I Computer Batch Data Computer On-Line Data 
M Answering Machine Cellular Phone 
E FAX Teleconferencing 
 EMail  

 
Mail is an example of asynchronous communications.  A letter is written at a specific time, but received 
and read at a different time. 
 
As the old joke goes, 
 
The Letter Home 
Dear Mom, 
 
I am writing this slowly as I know you can't read very fast. 
 
Love, 
Your Son 
 
The telephone is the most common example of synchronous communications. One must be present to hear 
the voice over the phone. 
 
Early telecommuting relied mainly on phone, mail, and computer links.  Data entry for a computer was a 
common early telecommuting job.  The data was entered as a BATCH, onto a medium such as punch cards 
or diskette; then the medium was taken on some regular interval to the central office for processing. As 
remote terminals became more common, data could be directly entered into the host computer and 
processed immediately. This is called ON-LINE processing. 
 
Over the years, several technological improvements have occurred.  The first was the telephone answering 
machine which removed the need to be there to answer the phone. Answering machines have, however, 
introduced the problem of "Telephone Tag." 
 
Next came the cellular phone, which gave the ability to have constant access to the phone. First seen as a 
way to make productive use of travel time in a car, it soon branched to very small portable units that could 
be carried in a pocket. Add to this the ability to redirect an office phone to another number, and 
telecommuters can give out their office numbers and redirect the line to their cellular phones when not in 
the central office or the remote location. 
 
The FAX machine changed the nature of mail.  No longer was 24-hour delivery enough: it was needed in 
minutes.  A vital document can be delivered in a few minutes to a FAX machine in an office, remote work 
location, or a cellular FAX machine in a car. 
 
EMAIL, short for electronic mail, has added another dimension.  A FAX document is still just a picture of 
a document, so if a computer document is printed and then FAXed, and if the receiver wants to work with it 
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on his or her own computer, it must be rekeyed.  With email, now computers can be networked, and both 
computer files and notes can be sent directly to another machine.  This information is now available to be 
used or forwarded to another. 
 
This has been a mixed blessing.  Forwarding "FYI" can become rampant with many "junk" notes arriving 
daily. It does on the other hand make it easy to ask a question of someone or keep that person informed. A 
report can be forwarded with just a few keystrokes. The report can be read without being printed, thereby 
saving paper and printer resources. 
 
Another big benefit in email is remote access. In many systems you can access your mail from locations 
other than the regular system where you work.  With a portable PC and a cellular modem, a telecommuter 
could access the corporate system from the car and place an order or inquire about an order's status or other 
information.  This not only eliminates a trip to the office, but provides better service to the customer. 
 
The latest technology used in telecommuting is TELECONFERENCING.  Video conferencing, a type of 
teleconferencing, was first shown at the 1964 World's Fair.  It was touted as the replacement for face-to-
face meetings, but has met with limited business success. Cost and the need for special video conferencing 
rooms have been big factors; and seeing and hearing a person via video conferencing is not the same as 
being there.  Sharing documents is also part of a meeting and in a video conference, while documents could 
be sent beforehand, one still lacks the ability to annotate and point to the document in a way that can be 
seen by the other participants. 
 
Computer or desktop conferencing is the latest attempt at overcoming the problem of how to have a remote 
meeting.  In this type of electronic meeting the participants can see and hear each other, as well as share 
windows on a computer screen.  As an example, in the IBM Person To Person/2(TM) program, two 
locations can be connected by a LAN or ISDN link. Across this connection, participants can view each 
other, send view files, type notes to each other and share a chalkboard -- a window that can be seen and 
updated by everyone and on which one can type, draw, and point. Participants can also mirror another 
window: for example, one could mirror a spreadsheet into the chalkboard; then when someone annotates or 
points, it is seen by all. 
 
Desktop conferencing is not a replacement for face-to-face meetings, any more than FAX replaces mail. It 
is just a new form of communications. 
 
Despite the availability of all these progressive technologies, personal computers and answering machines 
were the key technologies for the participants in the Los Angeles and the California projects (JALA 1990, 
1991). As for the telephone technologies, in both projects employees working out of their homes arranged 
for an additional phone line that included call forwarding and call waiting. 
 

Planning For Technical Details 
 
Lack of accurate planning for technical details was one of the major causes of telecommuting program 
failure.  Since most of the teleworkers are connected to the main office electronically, problems in 
communication lines, equipment failures, telephone lines, or other technological issues resulted in large 
amounts of wasted time. 
 
Planning for technical details includes planning for hardware, software, and any required 
telecommunications equipment and services. Each job must be analyzed in order to determine the type of 
technology workers will need in order to complete their tasks.  Travelers Insurance equipped its 
telecommuters with home-based workstations, supplied them with software and modems, and provided 
them with access to the internal email system, through which they could transmit and receive reports and 
messages from their colleagues. Pacific Bell provides its telecommuters with extra telephone lines plus the 
necessary computer equipment.  In many cases a separate phone line is all that is needed (International 
Labour Office 1990). 
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When planning the technological aspects of the telecommuting program, several problems should be 
anticipated and problem-solving strategies formulated ahead of time.  For example, equipment breaks 
down: thus companies must make arrangements with their vendors for service contracts covering their 
home-based workers.  In-house technicians should also be available. 
 
Transmission problems plagued a pilot program at Hartford Insurance and contributed to its failure.  Here, 
the telecommuters did not have dedicated lines, but instead had to dial the company number, obtain a 
security clearance, and then get an access to their employer's mainframe. At the time of the pilot there was 
a strike at Southern New England Telephone, which exacerbated the transmission problems.  As a result, 
the formation of a central problem-solving team for technical problem resolution was highly recommended.  
Another example is GE Plastics, where in order to overcome bad line quality and noises, they have installed 
error-correcting modems. 
 

Planning For Information Security 
 
In order to meet the information security requirements several measurements must be taken.  For example, 
confidential information needs to be protected when it is being transferred it from the office to the 
telecommuter's home. In some cases there is no way to adequately guarantee the safety of the material, 
other than not allowing telecommuting for highly confidential jobs. When telecommuters deal with 
confidential information, they must pay special attention to security by arranging that the home work area 
should not be a public space readily accessible to others. 
 
In other cases, the security restrictions may require a satellite settings as an option rather than a home 
office. Available computer security techniques may be adequate methods to protect confidential 
information. 
 
Another factor is who in the family will use the computer in addition to the telecommuter. If any children 
use it for computer games, they may introduce a computer virus through swapping diskettes with their 
friends. Then, when diskettes are brought to the office, the telecommuter may spread it there. Users must be 
instructed on the use of anti-virus software to prevent this potentially serious problem. 
 

Training 
 
Upon completion of the selection process, the prospective telecommuters, their supervisors, and co-workers 
should attend a series of pre-telecommuting workshops. Specific subject matter should include: 
 

• Health and safety 
• Equipment ownership, maintenance, and use 
• Communications and other technology needs 
• Work hours and attendance reporting 
• Security issues 
• Setting up the home office. 

 
Supervisor Training: The training for the telecommuting managers should cover the following areas: 
 

• Remote supervision skills, particularly the practical aspects of management by objective 
techniques 

• Work plan for remote employees 
• Time management (i.e., setting time tables) 
• Using telecommuting technologies such as electronic or voice-mail systems 
• Monitoring of remote work 
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• Servicing the remote site 
• Review process 
• Performance feedback. 

 
Rank Xerox provides training to its managers in areas such as designing and scheduling work, setting 
quality standards, and negotiating contracts.  Travelers Insurance conducted small group workshops for 
telework managers in several areas, such as selecting the best applicants for telecommuting positions, and 
motivating, supporting, and providing feedback in remote management situations.  The supervisor training 
for the Florida project covered issues such as increased security responsibility, changes in management 
philosophy, monitoring of remote work, regulatory and legal issues, and start-up and operating costs.  In 
most companies the training in remote supervision is provided using process-oriented techniques such as 
role playing or case studies. 
 
Telecommuters Training: The training for future teleworkers should be provided in areas such as: 
 

• Time management 
• Task-related skills 
• Setting the home office 
• Supervisor/ employee remote communication 
• Managing careers and jobs from a distance 

 
It should address several key issues, including: 
 

• The effect that the telecommuting program might have on their lives 
• Their rights as employees who work at home 
• The risks and possible pitfalls of working with the comforts of the home nearby 
• The boundaries that should be set for social responsibilities while working at home 
• What the telecommuter can do to stay in touch with the office and avoid being left out or left 

behind. 
 
Some other training should be provided in areas where the telecommuter used to rely on the services of 
support staff. These might include data retrieval, keyboard skills, and telecommunication skills (i.e., how to 
deal with the lack of verbal cues in teleconferencing.)  For telecommuters who are setting up their own 
companies or going freelance, a special training program should be provided on business skills, such as 
forecasting, marketing, bookkeeping, and negotiation (Gordon & Kelly 1986; Judkins, West, & Drew 1985; 
Huws, Korte, & Robinson 1990).  The various legal and tax applications of telecommuting should also be 
dealt with. Areas of consideration include deduction for home office expenses and tax breaks, if applicable.  
It is best here to involve the firm's tax experts, the legal counsel, and the accounting advisor. 
 
Rank Xerox provided initial detailed training and counseling to the new telecommuters in areas such as 
taxation and finance, business skills, and technical training.  Mountain Bell provided training in areas such 
as time management, how to avoid distractions, and managing a career from a distance. Telecommuters 
were also trained in how to maintain their own equipment, how to choose the appropriate work location, 
how to make the best use of the available space, and how to structure their work days. 
 
The Florida project employee training covers the following areas: 
 

• What is telecommuting? 
• The advantages of telecommuting for the employee 
• Employee concerns and how to deal with them (i.e., less visibility, isolation from co-workers, lack 

of support services, loss of living space) 
• Increased at-home costs 
• Distraction in the home environment 
• Increased security responsibility 
• Characteristics of successful telecommuters 
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• Types of jobs for telecommuting 
• The community benefits of telecommuting (e.g., decreased air pollution and fuel consumption, 

decreased transportation, and employment for the mobility-limited) 
 
A combination of several methods can be used to provide training for telecommuters.  Travelers Insurance 
designed its goal-setting training via a computer-based self-study program, and the time-management 
course via a self-study video that included a workbook.  It also provided a small group interactive 
workshop in areas such as self-management and communications skills. Interactive, small group training 
programs that involve all the telecommuters and sometimes their managers seem to be the most common 
and successful training method. 
 
Supervisor/Telecommuter Joint Training: The goal of the joint training sessions is to establish specific 
job objectives, schedules, and the details of working together in a telecommuting setting.  The training 
should focus on methods for establishing good communication between both parties.  Many companies 
provide the combined training for the teleworkers and their supervisors in order to build trust between them 
and to improve their communication skills. 
 
Peers Training: An important component of the telecommuting training is the peers training. It is provided 
to the teleworkers' office colleagues to inform them about what telecommuting is, why the organization is 
using it, what their roles are, and how to communicate with telecommuters. It is also suggested to include 
family members in part of the training, specifically when the workplace is going to be the home. 
 
Ongoing Training: An ongoing training program should be established to facilitate the smooth transition 
for new telecommuters and new managers of telecommuters. The training program should have the same 
format as the initial one. Professional development support should be provided to all telecommuters and 
their managers on an ongoing basis. 
 

Pre-Implementation Check List 
 
Before the active implementation begins, make sure that the following milestones have been completed: 
 

1. Top management support has been secured 
2. An organization "champion" who is responsible directly to top management has been selected 
3. A clear statement of the goals and measurable objectives for the project has been formulated 
4. The evaluation criteria and methods have been designed and approved 
5. The detailed plan and schedule for the start-up of the project, including the necessary activities and 

the staff responsible for completing them, have been completed 
6. All prospective managers, telecommuters, and other affected individuals have been given 

orientation briefings that address the nature of the telecommuting and its impacts on employees 
and the organization 

7. The telecommuters, tasks, and supervisors have been selected 
8. Equipment, facilities, and telecommunications costs have been determined 
9. Appropriate security measurements have been proposed 
10. A method for monitoring and reporting progress during the pilot period for the purpose of making 

corrections and adjustments to the pilot is in place 
11. Responsible staff are assigned and are given adequate resources to conduct the project 
12. All telecommuters, their supervisors, and peers have been appropriately trained 
13. An ongoing training program has been designed 
14. Review of the plan for the actual implementation has been conducted. 

 
If you answer yes to all of the above, you can progress to the next stage: implementing the telecommuting 
program. 
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Implementation 
 

Starting The Pilot Program 
 
The telecommuting pilot program should start as a small experimental project and only gradually build up 
to a large-scale scheme (Gordon & Kelly 1986). At the beginning, assign a small number of people to 
remote work for only one day a week for a month or two to see how telecommuting works before 
implementing a larger program. Manage the project with at least as much attention to the personnel issues 
as to the technical ones. 
 
Prepare for a period of adjustment to set up slightly different styles of living and working, and install the 
technology. This time period ranges from one to three months.  During this period there is usually a 
decrease in productivity, which will pick up. 
 
There are several issues that you must consider while running the program: linking to the office, arranging 
the home office, and the actual details that are concerned with telecommuting for the employees and their 
managers. 
 

Linking With The Office 
 
Remote workers must remain part of the office even though they are physically separated from it during 
part of the work week. They should maintain a continuing association with managers, peers and customers.  
With their managers, they should establish methods for communication, and plan to make the best use of 
their time in the office.  Employees' fears of becoming stagnant or losing out on promotions because of 
being away from the office may be alleviated by if they return to the work site on a regular basis.  Posting 
all the openings in the company internally and sending notices to the teleworkers is another method of 
ensuring that the telecommuter is not forgotten when a position has been vacated. 
 
It is suggested (Gordon & Kelly 1986; Olson 1988) that teleworkers should stay at home not more than 
four days at a time, and come to the office at least one day a week to talk with the boss, to meet with 
specific people, and to socialize with other company employees.  Telecommuting employees should have 
shared offices or desks available for their use when they visit the office, to maintain a sense of belonging 
and to allow them to be productive while on site. 
 
Several companies have used a variety of initiatives aimed at maintaining human and professional contact 
in a telework setting.  Control Data managers hold mandatory meetings at least once a month with their 
remote employees. This direct contact is supplemented by underground computer-based "gossip," which 
satisfies the same social and communication needs as coffee breaks and informal discussions.  Rank Xerox 
has made sure that all teleworkers are on the standard distribution list, listed in the company telephone 
directory, and invited to department meetings and social functions. They have also mandated the 
teleworkers to visit the main office on the average of half a day per week to give progress reports, to be 
briefed on new projects, to discuss equipment modifications, and to brief themselves on the latest stage of 
their organization's own development.  Travelers Insurance structured monthly meetings at the office to 
discuss topics of concern to telecommuters, to enhance communications between them and their peers, and 
to reinforce a sense of community.  Pacific Bell encourages its telecommuters in both satellite and the 
home offices to go to their main office once a week for face-to-face work updates and discussions with 
their supervisors, staffs, and co-workers. Its telecommuters are also required to submit an advance schedule 
of the hours they intend to be available each week.  General Telephone Co. of California has supplied its 
telecommuters with beepers, so that they can be contacted by the office if needed. 
 
Using the telephone to talk to the manager and/or co-workers at least once a day to be briefed on daily 
progress, problems, and key events in the office is the easiest way to be linked to the office.  However, 
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decisions must be made regarding accessibility via the phone.  Based on the tasks to be done remotely, 
workers should decide whether the normal call volume would be distracting, how accessible they would 
like to be, and at what times.  They can develop a sensible plan to handle incoming calls based on the 
answers to these questions. They can choose from several options: using someone to screen calls, 
answering machine, call forwarding, etc. They can also take advantage of electronic mail and voice mail. 
Forwarding telecommuters' lines to voice mail proves to be a satisfactory method of insuring that their calls 
are answered without adding extra work for the support staff. 
 
Establishing organizational guidelines for answering telecommuters' phones while they are away from the 
main office can be very beneficial.  The guideline should include issues such as: Shall the receptionist refer 
the callers to the telecommuter's home, or just take a message?  When should the telecommuter call the 
office? Whose responsibility is it to call for messages -- the secretary or the telecommuter?  The guidelines 
should also detail telecommuters' contacting procedure when an issue arises in the office that requires 
immediate action. 
 
Another way to link with the office is by setting up a "buddy system" -- a support person in the office who 
is the telecommuter's main contact.  This delegated person performs certain office tasks which cannot be 
done by the latter when he or she is working at home. 
 
A telecommuters' forum meeting is a practical method to link all the telecommuters and the office as well. 
In this setting, telecommuters can share their experiences and solutions to different problems that they face, 
while involving the office personal when needed. 
 
When planning the link with the office procedures, several administrative issues must be taken into 
consideration. For example, telephone and travel expense reimbursement procedures, liability exposure for 
home offices, maintenance of supplies and equipment, establishment of core work hours, and maintaining a 
"who's where today" file. Relevant receptionist/secretary training is required in order to perform all of these 
functions. 
 
The following list is a specific guideline for the telecommuter on how to link with the office: 
 

• Maintain contact with the office, stay in touch during the telecommuting days 
• Establish a buddy system with a colleague or a secretary in the office who will keep in touch with 

you during the telecommuting days 
• Call in for your messages, and decide ahead of time how accessible you would like to be 
• Decide whether or not your office will tell your telephone callers to contact you directly at home 
• Attend all departmental gatherings and group meetings 
• Keep your supervisor informed about the status of the programs you are working on, your 

progress, and any difficulties encountered. 
 

Structuring The Home Office Space 
 
A major requirement for the home telecommuter is the availability of enough dedicated space in the home 
to support the work-related activities. This will involve dedicating a room or part of one to the job-related 
activity.  This setting should be a space where one has control over noise interruptions, work equipment, 
and materials.  It should be large enough to accommodate files, shelves, and -- if needed -- lockable 
cupboards in addition to any computer equipment.  With special arrangements (e.g., folding away the 
equipment into a compact out-of-the way module during off-hours) this area can still serve other family 
purposes.  Yet it is very important to make the office space off-limits to other members in the household 
during working hours and to let them know that the office supplies are not to be used for any other purpose.  
Without such a dedicated workspace, there may be significant problems in integrating work activities with 
other family activities. Employees with conflicting needs for residential space should probably not be 
accepted as home telecommuters. 
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David Gabel (1984), in his article about telecommuting, discusses some of the requirements of the home 
office. He suggests that an appropriate work space at home must be chosen for both business and tax 
reasons. The area must be away from the main activities of the house in order to avoid distraction, and 
should be situated in an area that will not be used for any purposes: for instance, it should not be set in the 
bedroom or the den. A separate structure such as a garage, a basement, or an attic office may work out best. 
If a separate structure is not available, a room or portion of a room with a door that can be closed should be 
used. 
 
It is very important to check that the telecommuter home environment is suited for the job prior to the 
actual implementation.  In the Florida project, the supervisor must visit the home office before 
telecommuting begins.  A check list for the supervisor and the employee was developed to be used in the 
evaluation of the home as a work space.  At the home visit, the supervisor discusses with the telecommuter 
the home office needs, such as the amount of space that is to be assigned.  Together they evaluate the 
acoustical and the visual privacy, and whether there is adequate lighting and utility connections.  The 
supervisor should inspect the home office periodically to ensure that the work environment continues to 
meet the organization's standards.  At least 24 hours' notice must be given of the inspection, which also 
must be conducted during normal working hours.  As part of the evaluation, the employee agrees to arrange 
for an energy audit and fire safety inspection within 30 days of beginning to telecommute. This inspection 
and the provision of a fire extinguisher and smoke detector are requirements. 
 
When preparing the home office, the telecommuter might need to install grounded outlets, a telephone jack, 
or an additional telephone line. Telecommuters should have a surge protection device between the electrical 
outlet and computer to protect their equipment from faulty electrical fluctuations.  The extra telephone line 
is necessary if the employee uses it to connect to another computer or for a high volume of telephone calls 
to or from the home office. 
 
Consider the following basic questions while organizing your home office: 
 

• Does the environment promotes good work? 
• Do you have a place for a telephone and electric outlets? 
• Is the work material secure and safe? 
• Is the space separate from ongoing domestic activities? 
• Do you have appropriate lighting? 
• Do you have control over the temperature and sound in your office? 
• Who is responsible for purchasing the furniture you need (file cabinets, chair, desk, etc.)? 
• Do you have all the required equipment: 

• Telephone 
• Telephone answering machine 
• Second telephone line 
• FAX 
• Computer 
• Copier. 

 

How To Telecommute 
 
Actual telecommuting is not an easy job, and employees find it very difficult at the initial stage to get used 
to this style of working.  The following section provides some practical advice on how to telecommute 
from home (State of Florida 1990). 
 

1. Add some structure and diversity to the work day at home, get organized, and develop good 
working habits 

2. Set a routine by setting up a schedule that will be your own personal commitment to start to work 
within a certain time, and stick to it 
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3. At the end of each workday, prepare a "to do" list of goals and assignments for the next day 
4. To create a transition between your home and work life, replace the rituals of getting ready for 

work by setting up new rituals for telecommuting days, e.q., leaving the house in the morning for a 
walk 

5. Have an end-of-the-day ritual to mark the end of the work day, e.g., change your clothes, turn off 
the computer and the lights, etc. 

6. Develop a system for organizing the work you will be keeping or doing at home in order to avoid 
trails of papers and confusion 

7. Educate family members, friends, and neighbors about telecommuting and develop ground rules 
for them to follow about interrupting you while you are working at home. 

 

Human Relations 
 
Human relations problems were major causes of failure of many telecommuting programs. As such, the 
specific roles of the supervisors and the relationship with their telecommuter subordinates are crucial. 
 

The Role Of The Supervisor/Manager 
 
The introduction of telework is likely to place greater demands on managers than do traditional methods of 
work, at least in its early stages. Remote management requires a major change in both style and attitude.  
Supervising a telework structure is, according to Olson, beyond the capabilities of managers who rely on 
ongoing visual contact with their employees to assure that the tasks are being fulfilled.  Managers must 
move from a process to a product supervision; they must be significantly more concerned with identifying 
and negotiating for specific results, rather than with monitoring work activity. Management should focus 
on results by shifting more responsibility to employees for specific products. Romero (1983) suggested that 
the telework manager must accept a much more egalitarian relationship than in the past, 
becoming a facilitator rather than a dictator. 
 
The problem of implementing telecommuting often boils down to a question of mutual trust.  If the 
manager is into controlling every little aspect of the work, the potential benefit of telecommuting might 
never be realized. The manager must be confident that the employees will not abuse the distance from 
supervision and that they remain an integral part of the organization. 
 
Managing in a telecommuting program requires the establishment of precise standards for product quality, 
time frames, work hours, and office visits. Remote management needs a more formal pattern of 
communication. This mean that managers should be more disciplined in setting clear objectives and in 
keeping records of instructions given and decisions made (Huws, Korte & Robinson, 1990).  
Telecommuters need feedback on their performance, and updates on office events. As such, it is important 
that lines of communication should be kept open (Gordon & Kelly 1986). 
 
The work progress is usually monitored against an agreed-upon project schedule. Where time worked is of 
importance for the measurement of work, time sheets, diaries of work progress, and reports on hours 
worked and tasks completed are used. Other ways to improve supervision is by telephone contacts and 
regular meetings between teleworkers and managers. 
 
FI International in Europe has developed considerable expertise and sophistication in remote management 
of its software development staff. It has developed a method of remote management that combines time-
based payment with the setting of "deliverables" as fixed work targets. The FI members are monitored 
quantitatively and qualitatively through weekly reports, team meetings, detailed record-keeping, and 
monitoring of visits to clients and computer time-usage (Shirley 1988). 
 
The following list is a summary for managers on how to manage a telecommuting project (Romero 1983; 
Huws, Korte, & Robinson 1990; Gordon & Kelly 1986; Olson 1988): 
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• Help telecommuters organize their work according to time frame and resources. 
• Provide the workers with all the tools they need to check their own work. 
• Monitor productivity by maintaining regular contact and by being informed of progress and 

problems. 
• Set up designated periods to evaluate the progress of the tasks. The designated period can be upon 

completion of specific sub-tasks, specific dates during the time frame, or on a recurring basis, such 
as once a week. 

• Periodically review the telecommuter's work schedule, and confirm that efforts are spent on the 
highest priority tasks. 

• Provide regular review and appraisal by using the same performance management and appraisal 
scheme that is used for other employees. 

• Supervise the technical aspects by ensuring that equipment installation at the office or home is 
hassle-free and that the necessary software is available and accessible. 

• Train teleworkers by providing on-the-job training, seminars, off-site conferences, training 
material, etc. 

• Control security by ensuring that no computer fraud occurs. 
• Look after the telecommuter's "well-being." 
• Set motivational incentives by defining promotional paths, such as promoting to become project 

manager and providing a challenging job through which the teleworkers can grow professionally. 
• Maintain communication between the telecommuter and the office by arranging for regular 

meetings with colleagues and managers, and by visiting the telecommuting sites. 
• Make sure that on-site employees are not expected to do extra work to cover for the 

telecommuters. 
 

Supervisor/Employee Interaction 
 
The purpose of the supervisor/employee interaction is twofold: periodic performance review and problem 
resolution.  In the former, supervisors meet regularly with workers according to a pre-agreed schedule, the 
work plan is reviewed and compared to the actual work completed, and feedback is provided. 
Unsatisfactory performance is brought to the employee's attention, and positive performance is reinforced. 
 
Problem resolution includes two broad categories: job-related problems and general problems. The former 
may include resources that are needed but were not identified earlier; lack of co-workers' cooperation; or 
equipment needs. General problems include non-job-related items: e.g. transition adjustment problems in 
the office or at home with the family (The Florida Legislature 1990). 
 
Telecommuters must be involved in setting the specific objectives and timetable for each project with their 
supervisor.  An agreement should be drafted with the supervisor, which documents the responsibilities of 
each party, establishes the work hours, and specifies the task objectives and the timetable.  The agreement 
should be reviewed regularly to determine if any changes are necessary or if the department plans have 
changed.  This approach will help to avoid any misunderstanding, and the expectations of both parties will 
be clear. 
 
Communication between the manager and telecommuter is essential.  Both parties should be clear, concise, 
and consistent because of the limited encounter time.  Managers should be able to pick up clues to 
problems that the telecommuter may be reluctant to discuss, and vice versa.  The frequency of 
communication must be established according to the needs of both parties and the demand of the project. 
Some employees prefer to work independently and to interact only when it is necessary, while others may 
want to discuss the progress of the project on a weekly basis.  The structure of the communication, (e.g., 
combination of computer mail, telephone, FAX memos), should be agreed upon by both parties.  The 
employee and the supervisor should thoroughly discuss issues, such as the short- and long-terms goals for 
each task, how often the goals are reviewed and updated and the expected quality and other criteria that 
affect the completion of the assignments.  Discussing the challenges can lead to their resolution. 
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Evaluation 
 
The purpose of the evaluation process is to give the organization estimates of the changes produced by 
telecommuting on the nature of the jobs performed and on job performance.  The evaluation survey can be 
administrated to the participants at three points: just prior to the initial telecommuting, at the project 
midpoint, and at the end of the formal pilot period.  A variety of data should be collected from participants 
concerning general demographic information, work patterns, work social relationships, energy-saving, and 
cost/benefit information. The information can be collected using questionnaires or a telecommuters' and 
supervisors' forum.  Responsiveness to the survey and participation in the forum should be an absolute 
requirement for participants in the project.  It is important during the implementation to keep an accurate 
account of changes produced in order to decide whether to expand beyond the pilot phase.  A report should 
be prepared using all the information collected in the survey, which will include recommendations 
regarding expansion or continuation of the program. 
 

Overall Program Evaluation 
 
The change in performance is the main indicator of the success or failure of the telecommuting program.  
Both supervisors and employees must assess this. Factors to look at include: 
 

• Has sick leave increased or decreased as a result of the telecommuting program? 
• Has the requirement for office space been reduced? 
• Are computers and other resources more available through lower use? 
• Has commuting time been reduced? 
• Has the demand for parking space been reduced? 
• Are telecommuters generally available when needed, or do co-workers waste time because of lack 

of access to telecommuters? 
 
For the purpose of evaluating their program, organizers of the State of Florida telecommuting project has 
put together a working group consisting of the telecommuting coordinator of each participating state 
agency and the Department of Administration's telecommuting program staff. The group meets regularly to 
share information and to discuss the status of the program. In addition, the participating supervisors and 
workers filled in a questionnaire that covered issues such as self-assessment (e.g., how much they felt their 
effectiveness had changed over the past year). To answer this they had to rate the importance of a number 
of performance indicators, such as volume and quality of work performed, feedback from others, and career 
progression. The worker questionnaire also covered issues such as: 
 

• Productivity, motivation, social issues, manager/worker relations, relations with co-workers 
• Personal issues, expenses, leisure time, the home environment, conflicts at home, distractions at 

home, communication with friends 
• Communication information, usage of the telephone and usage of telecommuting facilities 
• Commute information, time and mileage for travelling to work and demographics questions 

 
The Supervisor Evaluation Survey covers the following areas: 
 

• General information, number of employees who are telecommuting 
• General attitude on productivity, social issues, management issues, and supervision 

 
Supervisors were also given a questionnaire concerning the telecommuters' performance. 
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Training Evaluation 
 
Evaluating the training program should be conducted against its objectives. In the case of the telecommuter 
training, the evaluation should focus on the telecommuter/supervisor working relationship and the set-up of 
the home office.  Questions that should be asked include: 
 

• How is the working relationship with the manager? 
• Did the work environment increase productivity? 
• Were there any problems with this environment? 

 
The focus of the evaluation for the supervisor training should be to learn techniques of managing remote 
workers.  Questions to include in the evaluation are: 
 

• Was the supervisor able to manage the telecommuter remotely? 
• Did the supervisor establish a good communication pattern with the telecommuter? 
• Were results monitored? 
• Were the support and the required assistance provided? 
• Did the telecommuting program have any effect on the worker/supervisor/peer relationships? 

 
Questions to include in the overall training evaluation are: 
 

• Was the transition into the telecommuting pattern of working fairly smooth? 
• What was missing in the training format that should be added or emphasized? 

 

Legal Issues 
 
There are several legal issues that must dealt with when implementing a telecommuting program. 
 

Union Issues 
 
Union involvement presents complications for the introduction of telecommuting programs in several 
organizations. The union is concerned with four specific issues: loss of members, worker exploitation, low 
pay, and poor conditions. Their main concern is with the issue of telecommuting as a ripe area for 
exploitation of workers - particularly routine information workers, such as secretaries and clerks. The fear 
is that telecommuting will turn into an electronic sweatshop for these workers, complete with piece-work 
payment systems, work speed-up, etc. The union wants to monitor the actual work hours and the conditions 
to prevent abuse. 
 
Telecommuting structure requires decentralization of the work force.  As such, unions are concerned with 
the loss of unity among their members and loose relationships among them.  They prefer that their 
members be centrally located so they can interact and maintain strong relationships and unity. 
 
Some of the questions that the unions are concerned with in relation to telecommuting are: 
 

• What are the rights of employees who are not participating in the telecommuting program? 
• Are they expected to commute daily while co-workers stay at home and still enjoy company 

benefits? 
• Are fringe benefits the same for in-office and at-home workers?  If not, are the different plans 

equitable? 
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Where chances of union opposition are identified, involving the union in early planning can help to avoid 
confrontation, because the union is viewed as helping to create innovation for its members.  In the U.S., a 
group of home-based teleworkers employed by the University of Wisconsin hospital to transcribe medical 
records have joined the public employee union, and as a result they now receive the same wages and 
benefits as on-site colleagues, instead of piece rate.  The employees reached an agreement that covers all 
the aspects of the working conditions in the home, sets realistic work standards, provides access to the 
unions by their members, and spells out the conditions under which the employees will be able to get in and 
out of the program.  Yet representation of teleworkers by trade unions is the exception rather than the rule 
(Huws, Korte, & Robinson 1990; Brown 1988). 
 
Meanwhile, given that telework is one of the rare "win-win" programs -- i.e. both management and labor 
can benefit -- the unions are not doing their members much good by resisting the concept. 
 

Zoning 
 
The intent of zoning is to preserve the non-commercial character of residential neighborhoods.  Problems 
arise when the rules exclude every kind of commercial activity. In some cities in the U.S., the same rules 
that prevent someone from operating a manufacturing business in a home also prevent telecommuters from 
doing office work at home. However, according to Gordon (1990) many cities are revising their zoning 
laws to accommodate various kinds of work at home if the work does not affect the neighbors or the 
neighborhood.  For example, the city of Los Angeles modified its zoning codes to specifically promote 
home-based telecommuting. Los Angeles also specifically includes a telecommuting area congestion 
reduction option for prospective developers of large office buildings. 
 
Zoning laws can be a major obstacle for the implementation of a telecommuting program. Prior to program 
installation, telecommuters should find out what, if any, restrictions they face and jointly with their 
employers develop a strategy to deal with them if needed. 
 

Tax Deduction 
 
Salaried employees who telecommute may be able to deduct some of their overall household expenses. 
This includes real estate taxes, mortgage interest, causality losses, rent, utilities, insurance, depreciation, 
and office-related costs not covered by the employer.  Full-time telecommuters who can prove that there is 
no space for them at the office or that the equipment and other facilities they need to do their jobs are not 
available at the office have the best chance of being qualified. 
 
If the telecommuter is an independent contractor, it is much easier to qualify the office as the principal 
place of business for tax reasons. He or she should establish that the home office is either the principal 
place of business or the place where clients are met on a regular basis. 
 

Health And Safety 
 
The legal responsibility for the health and safety of teleworkers will vary according to the employment 
status. The most detailed document on this subject is a policy statement issued by the U.K.-based computer 
manufacturer DEC. The document, designed to provide health and safety protection for employees who 
conduct office-type work in their homes, placed an obligation on the teleworkers to take reasonable 
precautions to ensure their own safety and that of other users of the premises. The company has the right to 
inspect the premises to ensure that they are safe and provides a detailed safety questionnaire which 
teleworkers must complete annually (Huws, Korte, & Robinson, 1990). 
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Although in the U.S. the teleworkers are covered under the Occupational, Safety and Health act, in practice 
it is impossible to enforce it effectively in a telework setting (Bureau of National Affairs 1986).  Adequate 
levels of safety and health protection for teleworkers may be jeopardized by difficulties in carrying out 
inspections to ensure that standards are maintained. The access of public authorities to private residences 
may be limited.  To avoid this problem, contracts can sometimes include special clauses allowing 
inspections. The agreement between the teleworkers and the county of Los Angeles specifies that the work 
space in the home must be maintained in safe conditions, free from hazards and other dangers to the 
employee and equipment. This agreement provides for inspections to guarantee that these conditions are 
met (Jala 1991). 
 

Insurance 
 
The main legal issue concerned with insurance is the possibility of increased exposure to workers' 
compensation claims, resulting from work-related accidents in the homes.  However, no claims have arisen 
so far from any organization that has implemented a telecommuting program. 
 
There are several questions related to insurance issues that have to be dealt with: 
 

• Who should be responsible for the loss or damage of data or equipment used in telework? 
• Who should be responsible for injury to third parties on the teleworker's premises? 
• Who is insured for the delivery and pick up of the telecommuter's work? 
• How are the costs of work-related and home-related insurance divided? 

 
It is suggested by Nilles (1987), that each organization develop a guideline regarding these issues. This 
guideline should include cover contingency plans for down-time resulting from equipment malfunctions, 
family crises, etc. 
 
The Florida project (1990), in its contract with telecommuters, specified that the state is not liable for 
damages to the employees' property that result from participating in the telecommuting program, nor is it 
responsible for any associated costs such as utilities and home maintenance.  At the home office the 
employee is covered under the Workers' Compensation Law when performing official duties. 
 
It is highly recommended that the company insurance should also apply to equipment in transit.  Transit 
coverage is beneficial when the value of the data being transmitted is high or if the consequences of lost 
data are detrimental to operations.  The company would have to evaluate whether the consequences justify 
the premium costs. 
 
When workers are responsible for the insurance, they need to check two aspects of personal insurance: 
equipment theft and damage in the home under the work-at-home arrangement and personal liability issues. 
It is important that everyone understands at the outset where the telecommuter's liability ends and the 
organization's begins. Prior to arranging coverage, organizations would be obliged to ensure that the 
telecommuter's work site is suitable and free from hazards. 
 

Contracting 
 
Employee Versus Independent Contractor: There are two possible contractual relationships between 
teleworkers and employer. One is to maintain the status of the employees; the other is to convert their status 
to independent contractors, and treat them as vendors. The two approaches are compared below. 
 
Employee: The teleworkers are full-time salaried employees who receive full salary and benefits while 
working at home, and their status remains unchanged. They have the same legal status, rights and 
obligations as on-site employees. In the U.S., most of telework experiments have involved a retention of 
the employee status. 
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Independent Contractor: The arrangement here is based on an hourly pay or piece rate without any 
benefits. Most companies prefer a piece rate, especially for keyboard workers whose output can be 
measured to payment by piece rates. Blue Cross/Blue Shield of southern California instituted a work-at-
home arrangement based on piece rates, while compatible work being performed in the office remained on 
an hourly wage.  FI International is another example of a firm that successfully hires independent 
contractors. 
 
This approach has several business advantages, but can be disastrous as well. The advantages to the 
employer are: 
 

• Highly flexible work force which can be recreated as needed 
• More stability for the core staff, "no lay-offs" policy 
• Avoidance of the cost of sick pay, holiday pay, maternity leave, pension contributions, and other 

overheads associated with permanent employees. The employers pay for what they use. 
• The contractors can provide a specific skill that is rarely required. 

 
The disadvantages for the employer are: 
 

• Higher hourly rates of pay per week or day than would be payable for employees 
• Lack of dependability and loyalty 
• Lack of security and confidentiality, especially when the contractor is also working for 

competitors 
 
Several questions are raised regarding this employee status. For example, will the employees be considered 
self-employed, and what are the implications for pension arrangements, tax approval, and so on?  What 
kinds of rights and benefits would still be maintained, if any?  The regulatory issue of most concern to 
telecommuting is labor laws affecting the terms and conditions of these forms of employment. The question 
is whether telecommuters should be or want to be classified as employees or independent contractors.  
According to U.S. case law, if teleworkers contract with only one organization, they may be in the eye of 
the law full employees (U.S. Congress, Office Of Technology Assessment 1985). U.S. case law suggested 
that determining if the teleworker is an employee depends on the degree of dependence on the supplier of 
work. Criteria to assess this are opportunities for profit and loss, whether risk capital is supplied, the degree 
of permanence of the relationship, and the amount of skill and initiative contributed by the worker.  Under 
IRS rules, if in-house employees begin telecommuting but still do the same job, the employer cannot take 
them off the payroll by labeling them "independent contractors." 
 
The potential of employee abuse is a crucial issue concerning the independent contractor arrangement.  
Companies that have set up programs on the assumption that a person working at home is equivalent to an 
independent contractor are targets for accusations of worker exploitation. If the employer chooses to 
convert telecommuters who were employees to independent contractor status, this conversion may be 
illegal under the law.  Gordon suggests that it makes little business sense to do so.  Even though there are 
significant cost savings, these must be compared with long-term effects of having non-employee 
relationships where loyalty to the job and company often suffer. In practice, Pacific Bell has studied 
different telecommuting programs and realized that some programs that failed were ones where employees 
were converted to outside contractor status.  It decided to maintain their telecommuters on the same 
compensation and benefits programs, and offer them the same opportunities for advancement as their on-
site counterparts. 
 
Two companies have been sued over this matter. Cal Western is being sued by eight former home workers 
for unfair labor practices, and Wisconsin Physicians Service is also being sued.  In both cases the 
telecommuters were classified as independent contractors, a status that was combined with lower pay than 
on-site employees doing the same work, and few or no benefits. The suits test the issue of whether the 
telecommuters were actually employees of the companies instead of independent contractors who were 
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paid strictly per work basis.  The issue here was more the clarification of the rights and privileges of 
employee versus contract status in employee compensation. 
 
The issue of independent contractor status cannot be dismissed as purely an exploitative tactic by 
management to reduce labor costs. In a study of home-based workers, it was found that organizational 
status overrides occupation when work is done at home: e.g. self-employed word processing vendors 
exercise more autonomy than do employed programmers. Other benefits for the self-employed occur only 
when the teleworkers work for more than one organization. The benefits are: easy to claim tax concessions, 
a greater variety of work, and cross-fertilization of ideas, especially when several clients are involved. 
Teleworkers with scare skills may be able to negotiate higher rates of pay than they would receive as 
employees. One can also have the choice of projects to work on. 
 

Drafting The Contract 
 
An agreement document between the employee and the employer should be drafted that explicitly details 
the conditions of the employee under the new arrangement and the conditions that both parties agree to.  
Each agreement must be discussed and renewed annually, whenever there is a major job change or change 
in the worker's or supervisor's position.  The agreement should include a job description that specifies the 
job classification, the arrangement of the communicative relationships, and the task expectations. The letter 
of agreement frequently contains statements regarding worker's compensation and liability issues in detail, 
such as liability if machines are stolen or damaged. If the telecommuting is to be temporary, it is essential 
to have a plan for the return to on-site work. It is important to state in the agreement that the telecommuting 
arrangement can be terminated any time if it is obvious that the company's needs are not being met. It 
should also be stated that employees do not have an obligation to telecommute, and may return to the 
conventional office arrangement if they wish to withdraw from the program. 
 
It is suggested that a contract must be drafted between the teleworker and other members of the family, 
agreeing that this mode of work and the demands it places upon everyone in the home unit are acceptable to 
all. 
 
The Pacific Bell contract agreement between the company and the telecommuters includes the following: 
 

• A statement that the employee salary and benefits will not change because of participation in the 
program. 

• Terms and conditions related to data security. 
• Stipulation of a normal number of hours per week (40). 
• A statement of the specific hours of work. (This came about to preserve Workers Compensation 

should an employee be injured while working at home. Employees who want to change their 
hours, MUST notify supervisors first). 

• A list of equipment and furniture to be provided by the company. 
• A clause reserving the company the right to visit the home work site on 24 hours notice for safety 

matters (Olson 1988). 
 
New York Life Insurance Company has developed a contract that outlines the general mutual 
responsibilities and liabilities. Appendices to the contract describe the specifications of the task performed, 
the deliverables to be provided by the employee, the dates they are due, the payments schedule, and the 
amounts. The task specifications spell out the precise form and content of the deliverables and how these 
are to be developed. 
 
According to this contract, payment is based on the highest company programmer salary level on an hourly 
basis, multiplied by the number of hours estimated to do the job. Payment may be a lump sum upon 
completion of each deliverable, and expenses are paid by the company upon receipts. 
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The Florida project drafted a Telecommuting Agreement that includes duration of the contract, work hours, 
pay attendance, leave, overtime, specification of the state-owned equipment, rights for inspection, liability, 
reimbursement, workers' compensation, work assignments, evaluation of participation, and curtailment of 
the agreement. The agreement also includes two attachments, one that deals with the working hours and 
locations for each day of the week, and the other with home-office evaluation. 
 

Summary 
 
At times when competition has gotten tougher and profit margins have decreased, the need for business 
innovation and changes has become a condition of success. Telecommuting is suggested here as one 
answer. Telework is inevitable as organizations realize the need for new ways to increase productivity 
without increasing personal pressure.  The fundamental impact of teleworking on society depends on its 
ability to make some jobs and tasks independent of the location of the worker. The range of jobs potentially 
encompassed by teleworking increases as the supporting technology becomes more powerful and 
sophisticated.  However, programs that did succeed were those that were managed with an emphasis on 
personal issues, rather than on the technology. 
 
The detailed planning aspect of telecommuting implementation is a precondition for the success of the 
program. Several programs fail because of poor program planning and administration, lack of corporate 
guidelines and standards, lack of management commitment and inadequate interaction between at-home 
workers and office staff.  Following a specific guideline -- e.g., selecting the job, selecting the 
telecommuters, training the managers, training the teleworkers, linking the telecommuters to the office 
taking care of technical details, conducting program evaluations (Kelly 1985) -- can insure a successful 
program. 
 
According to Jack Nilles (1987, JALA 1991), although telecommuting might have a number of inherent 
attributes that would make it attractive to organizations, its acceptance over the next decade will be decided 
largely by the attitudes and experiences of middle managers. Furthermore, it will take a significant amount 
of empirical evidence to convince managers that the rewards of telecommuting are as promised and that the 
risks are mostly illusory. Many companies have taken the risk and succeeded.  Will your organization be 
next? 
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