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Mini-Abstract

This study determined the type of effect telecommuzing has
cn emplovee morale and productivity.

The results found telecommuting to have a positive effect on
participating employees. Their morale and productivicy increased,
leading employees to conclude that telecommuting can be a viable

work solution to growing environmental, social ard economic

changes.



Abetract

The purpcse of thig study was to determine the type of
effect Celecommuting would have ¢n employee morale and
productivity. The sample population consisted of one hundred
companies and corporations from seven eastern states.

The study indicates that telecommuting had a positive effect
on respendents, as thelr morale and productivity increased.
However, scme expressad concern aboub resentment from on-zite
employees and resistance from management regarding the progranm.

The researcher concluded that with economic, scocial and
environmental concerns, telecommuting can be considered a

feasible work sclution.

IT



CEHAPTER 1

Importance ¢f the Preoblem

Sometinmes LU takes a natural disaster to push ideas inte
motion. The Los Angeles earthcuake, which caused = breakdown of
the widely used freeway system, and the historic =o0ld weather in
the Northeast and Midwest that closed many businesges, sparked
employers to sxperiment with a more decentralized way to conduect
buginess. That solution was telecommuting.

Though natural disasters thrusted telecommuting into the
spotlight, intersst first arcse from searching for solutions to
numercus concerns: one wasd traffic congesticn. Ths growth and
development of cities and suburbs make the cemmuts to work
difficult and stressful.! The seccond concern: the average daily
round trip commuts to work. For example in the Washington, D.C. -
area aleone the average commute is 102 miles, or twe hours and 40

minutes cn the road.® To meet air-quality standards mandated by

'Arizona Energy Office, State of Arizona Telacowmmuting Filet

Six-Month Fvaluatjon, Phosnix, Arizona: 1594,

‘“Washington Post, The Federal Page-U.S. Plaps more Working

Cloger to Home: March 17, 1995,




many states, organizations have lmplemented travel-reduction
programs. The goal 1s to reduce single-occupancy vehicle travel
by encouraging car poeling or van pooling.

According to the U.8. Environmental Protectiosn Agency,
motorists release about 1,000 tons of pollutants into the air
each day. These pollutants have bean linked to braakdowns in the
czone layer, and creation of a thin layer of haze over major
cities. Breathing car fumes also damages lungs.

A reduction in traffic eguates to conservation of the
nonrenewable resource, petroleum. It is the most important source
of energy in the United States says the U.S. Energy Information
Adminlgtration. Transportation alone accounts for almost two-
thirde of the total petroleum consumption.

Corporations have been seeking new ways to give employees
sabbatical time without hirling temporary help and leszing good
workers. Most employees take sick days or vacatica days when
needed. What happens in a situation where the employee needs more
than the allotted time? One example is parents juggling
parenthood and work. Many f£ind that between regqular and overtime

hours, the time spent with their children is limited. Parents of



newborns can also relats to this dilemma.® They often find
themselves torn between working and spending time with their
children. Many crganizations have tried to remedy this prokblem by
implemsenting on-site day care centers. Parents of older children
can bhenefit from day care; howsver, newhorns are not
accommodated. Much like child care, many emplovescs care for
elderly family members. Limited finances often negate nursing
homes as an option.

Ancther concern ipvolves employees recuperating from
restricted-mobility injuries or surgical procedures. Many find
themselves in a similar predicament as parents with children.

The disabled have been fighting for many years to take their
place in the workforce. They argue that employers refuse to
accommodate theilr apecific needs. Becauss of their rersistence,
organizations have begun to address thess grievances. Scme
changss include designated parking places closer to buildings,

wheelchalr rampsg for easy accessibility, special elevators and

Mark Luczak, Telecommuting capn belnp H/CD pgencies ( Housing
and Community Development), Jeurnal cof Heusing: Mar-Apr 1992, E-
27,

Mark Luczak.



telephones for tha hearing impaired.® Though businesses strive Ee
meet the needs of amployees with diszbilities by complying with
the Americans With Disabilities Act, many disabled people still
find themselves -jobleses.

Telecommuting offers a viabkle sslutlon Lo increasing
prassurez Lo make the workplace more responsive to emplovess’
gver-changing needs. Conecern for the environment znd ENETYYy usa,
the demands of parenting, dependents’ care, healts and long
commutes maka working at home highly attractive for many
employeed. Telecommuting snables employees Lo perform their Jobs
away From the office through the use of a PC [personal computexr)
nelworked to their companizs' wmain compubter system. With the use
of & LAN {(local area network), Lelecommuters cam gain access to
information and have the ability to communicate with other people
and to Lransmit and receive fllas.

In the 1960s, ATAT introducad a picture phone, but it never
caught on.®* Perhaps the device was before its time. However, new

s#creen-baged phones have been devaloped, Marketers predict that

‘Karen Matthas, Telecommuting: Balopoing Ruginess gnd

Employss Needs, Human Resource: Dec. 1992, n. 3.

*Ripley Hotch, Communicabions Revolution, Naticn’s Business:
May 1%9%3, p. 20.




thay will become a household appliance. These gimplified PC8 are
baged on an interactive desktop video. Northerrn Talecom promotes
4 product called VISIT, a computar-based hardware/software
package that enablesa users to view persone they are telephoning
on their PO screens while they work together on tavhk, graphics or
atnear images on screen.’ Edward Lucente, Northern Telecom's
execullve vice president zays, "Multimedia communications will
becoms= an imperative for bhusiness success, just &5 computers
amerged as an important compelilive Lool in an ecrlier era.®
VISTT works on both Macintosh and Windows computers. AT&T has a
gimilar product called the Video Phone. T is not as
sophisticated as VIETT. Tt does not offer exchangss of text or
graphics. Howevar, the Video phone has international
compatibitity-unlike VISIT, which is only compatible with
telephone aystams in the United States. Both companies havea
tapped lnto the wave of the future and the author is guite sure
that this 1s just the beginning.

Telecommuting cffers numerous technological advantages for
corporations, its flexibility can 1ead to higher emplovees
productlvity and positive morale. That iz the focous of this

study.

"Ripley Hotch.



Problem Statement

Ag more sophisticated technology infiltrates the workplace,
the idea ol telecommuting becomes an alternative for employees.
Technology enables employees to communicate from home, possibly
changing the whole structure and definition of an "office." The
purpose of this study is to investigate the effeczs of
telecommuting on the productivity and morale of employees using
tele-commuting. This study may also give employers lecking to
teiecommuting as an option for their organizatlions, insight to
make an educated decision. It may also help emplevers and

anployees decide whether telecommuting fits thelr needs.



Delimitations

1. Though the study menticned various areas of business
telecommuting can help, The study’s raesgearch was limited to the
productivicy and morale of emplayeas of 100 eastern state
companies and corporations.

2. The study i also limited to only the productivity and
morale of the human rescurces/perscnnel directeors of thosze
companies.

3. Companies studied were limited to eight eastern states:
New Jersey, MNew York, ConnecticuL, Massachusetts, Pennsylvanisz,
Delaware, Maryland and Washingtcn D.C.

4. The study dlid not consider the effect cf telecommuting on

non-telecommuters .,



Purposg

The U.&5. Labor Department projects an average growtll rate of
1.2 parcant. until tChe year 2005, about half of what it was from
1875 Lo 1990. The esconomy continues to stagnate and workers are
realing from more layoffs and the restructuring of entire
industries. The aconomic Lrends causing corporate downsizing have
forced companies o laook for ways to cut coste and maintain
efficicnay.

The global markets demand immediate access to information
24-hours per day, constant availabllity te custonars and longer
days.? This market has induced many industries to streamline
producticn in ways that employ more techneology and requires more
akills. Fasater and better technology such as the Integrated
Services Digital Network (ISDN}, techneology which transmits
velce, data and video over conventional phone linas allows
emplovees to work from remote locations.

Telecommunications link worldwide information networks. Link
Resources Corporaticon, a New York -based rasearad and consulting

firm that conducts the annual National Work-at-Hone Survey each

Dr. Lamar Reinsch, The Bell Atlantic Telawork Studv: 1994,
8



yaar Ly telephoning a randomly saelacted sample of 2,500
hougeholds, states that 7.6 wmillion employees teleacommute, 12.52
million pecople are primary self-amployed homeworkers, 12.1
million are part-time self-employed homeworkers, and 5.2 million
are high tech corporats after-hours homeworkers. 3.2 million
houszsholds ocwn PCS, 1.5 million own modems, 1.2 miilien own
eallular phones and 810,000 own fax machines.

The staggering amount of persaonally-owned hardware that
grows yearly, makes the tranaition Lrom work to home easier and
less expensive for corporations. Bmplayess with their own
communicaticns systems ab home mey cost the corperaticon only a
link-up fee to cutsida informstion.

New devices, called persconal communicators or paraonal
digltal assistants let cmployees tap ints networks anvwhere in
the world.” This technology can recognize s person’s handwriting,
and send and receive faxas, all by using Lhe teleshone. The
telephone will becoms smaller and more powerful, and its
functions will merge with computers, known as CTI {computer-
talephone interfacs), Currently, the most popular form of

interactive telecommunication comes from the on-lina datbabase

'Ripicy Hotch.



gervices. Today’s top five services are: CompuServe (the largest
with more than a million members), Predigy (a commercially
oriented service jointly operated by IBM and Sears), GEnie,
amarica Online and Delphi. These on-1ine services offer ways for
PC ugers to talk directly to others with similar interests all
over the world. Most online services have a computer bulletin
board that is accessible with a modem. A bulletin beard typlically
has a "sysop" {(systems operator) who serves as a type of
maderator. David A. Young, owner of Snapshots One Hour Photo, in
Londonberry, N.KH. says, "Just by typing in questicns on the
board, I've gotten answers on legal advice, accounting -- even
marketing strategies to compete with WalMart." The chief device
in telecommuting is the personal computer and a combination of
voica, fax, elactronic mail and paging.

Beverly Addante, president of Telecommuting Works, a
consulting organization kased in Morton Grove, Illinocis =zays
telecommuters should be coached to think about tneir goals, their
daily routine at home and the supplies, equipment and office
support they may require.*® The state of California provides a

few hours training for their telecommuting emplovees. They cover

Pchari Caudron, Working at Home Payves QOff, Psrsonnel Journal:
Now. 19%2, p.40
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topice such as organization and time management; dealing with
interruptions by family members and friends; office organization;
communicating with co-workers; and safety and =agurity.
Telecommuting invelves numercous considerations before
implementing the program. According te Addante, cix
congiderations should precede a telecommuting program. Qne
consideration is the kind of equipment needed, wha will pay [or
it and who's responzible for maintaining it . Anacher ig the
security programs needed to protect the data, There hasg been no
workers’ comnpandation claims related to telecommuting. But
Addante sdvises emplovers to ensurs the safety of thelr workers.
Compensation and henefits should alse remain Lhe same for workers
ragardlaas af their work environment. Though unicas at first
thought. telacomnmuting would be s convenient way teo exploit
warkers, their views have changed. Becognizing this dilemma,
unions such as the AFL-CI0 now call for legislative control of
Ltelecommuting to ensure that at-home workers recelve the zame
treatmeﬁt and opportunities as coftfice warkers. Acdante also
advocates the development of feormal telecommuting guidelines and

policies. Developing policies givea managers a chance to

‘Ishari Caudron.
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trouvbleshoot and develop clzar goals and objectives.

An employer’s selection of the right employee for
telecommuting is crucizl to the success of the program.i®
DuPont, based in Wilmington, Delaware gives their employses
telecommuting cuestionnaires to help them asszess whether working
from home is a viazble cption. The guestionnaire asks the emplovee
to address such issues as what work will be accomplished at home
versus in the office, what distrastions may be present at home,
how good communication will bs maintained and why he or she
should be considered as a candidate for telecommuting.

"The questionnaire is a tool for emplovees to start a
cenversaticn with their managers about their suitability for
relecommuting, " explains Susan Moran, Senior Specialist for
workforce partnering at DuPont.

The saducticn cf the technological possibilities of the
virtual office scunds inviting, but the managerial and personal
implicaticns may cause sumployers to rethink what is meant by
organization. The managerial dilemmz is, "“How do you manage
pecple you can't see?? Tha principle cf trust keeps emerging as

the zimple answer. But in order for that teo be achisved, managers

Hghari Caudron.
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and smployees must adjust thelir way of "office" thinking. No
longer will employvees and managers come to work everyday and
personally interact with one another.*® The definition of a
husiness used to be that managers and emﬁloyees go to work and
the managers would manage and the workers would work "at the
office site."The office will resemble a ¢lub: A place for eating,
meeting, and greeting, with rooms reserved for activities, not
people. This is also known as "hoteling." The bottom line is that
maragers need to learn how to trust and communicate on another
level with their employesz. With all the advantages of
telecommuting, the auther poses the questien: “Ir the long run,

how sucecessful isg telecommuting, really?”

Procedure

The author perused over 100 articles and books to gather
information on telecommuting. The magazine and newspaper articles
were found on the shelves and computer systems of the libraries
of Rowan College, Burlington County Library, Buriington County

College, Rockville Library in Maryland and Montgomery County

BLeon Jarcoff, Age of the Road Warrior, Time Magazine: Spring
1895, p. 38.
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Tribrary, Maryland. Informaticn was also derived from the Cross
County Connectlion (Transportation Managemani Association) located
in Marlteon, New Jerscy and the New Jergey Department of
Transportation. S8ome of the publications the author rzferenced
were: The Persopnel Journai, Nalion's Business, Infowsrld,
Harvard Business Journal, Training & Development. Comnbitar world,
Datamaltion, The Urban Transportation Monitor, Pukblic Relatiocns
Quarterly, Home Office Computing, PC Novice, Workplace, Naw
Wenparr, Sales & Marketing Management, Parsomal Computing, PC Week,
The Office, The Wall Sireet Journal, Modern Office Technalogy.
Bvie, HEForus, Human Resources, PC World, Family Matters,
Technological -Forecasgcing-and-Social -Change, Futurist, Social-
Science Quarterly, Research-in-the-Soclology-of-Crganizaticonsa,
The Philadelphia laogquirer, Jourpal-of-Communication, Urban-
Affairs-Quarterly, American Demographics, and The Washington
Pazt. Many of bLhe puklications menticned featurcd several
articles on the subject. The auLhor alsc gathered data from other
sources such as thée Celecommuting handbeck prepared by tha Tnitead
tates Department of Transportation and the Faderal Highway
Administration, = telecommuting pilet published by AT&T end che
State of Arizopna, Link Rescurces, NYC (home office rassarch

company) , and Teleswork study by Bel! Atlanticg.

14



Terminology

Telecommuting
Employees who spend all or part of the work week at home,
communicating with their offices via phone, fax, computer or any

other communication technology.

Primary self-amployed homeworkers

Self-employment is the primary source of income for the
hemeworkers, who typically operate home businesses or freelance

ags consultants and contract workers.

Part-time gelf-employed homeworkors
Homeworkers who hold multiple jobs and work from home

part time.

15



Eigh tech corporata aftar-hours homeworkers
Homeworkers who use PCS, modems, fax machines andfor exhra

phone lines to do company work &t home after normal businass

hours.

Hokteling

Whean employees needing office space book a room at least one

day in advance Lo conduct business with clients.

16



Chapter 2

To provide a backgreund for the study, a comprehensive
review of the literature was performed. Teopics researched
include: employee motivation, productivity, work at home,
communication, computer technology, cffice technology and
business and envircnmental categories. Electronic database
gearches were conducted including business abstracts, theses and
dissertation azbstracts, social science and governmental lndexes.
These datzbases were housed at Rowan (ollege, Burlington County
Library, and Rider University Library, all in New Jersey.
Research was msliso conducted in Maryland at both Montgomery Countv
and Rockville Libraries. The literature search also included a
review of the indexes of current business magszines, marketing
and management publications, computer publicat.i;::ns, newzpaper
articles and the Internet.

The literature revealed that considersble mazerial exists on
telecommuting in bocks, pariodicals, trads journals and on the
Tntarnat., For the purposs of this study, any material 10 vears or
cldaer was excluded.

The literature search revealed that experts agree about the

positive lmpact telecommuting has on the productivity and morale

17



of employees znd their employers,

Duncan B. Sutherland Jr,, Vice President and Chief
Infrastructure CLficer at Fitch RS, oftfers some insight intc why
telecommutlng increases employee morale, while suggesting that
for employees toc perform their beast work, thay must be
comfortable wlth their surroundings: "Thers's a growing body of
data that suggests cffices aren't Ehe most affective and creative
environments to work in."# He continues by sayving that people
find comfortable places to work just as cats do. The companv's
igea is to help people becomz better at what they do, nct
nacassarily to do more. The article statzss that telecomruting
allows people to integrate the various factors of their lives by
bringing work and learning together in one envircament.
Sutherland explains "When people become whole and are empowerad
to make decisicns about their environment, thev perform magic
with thair minds, "

Shari Caudron states that telecommuting was introduced to
combat environmental pollution; but during her research, she

found that the program boosts preductivity while forcing managers

Y“Duncan B. Sutherland Jr. Ficch RS empleovess do their best
work where their comfortable, p.44.
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to sgharpen their management skills.?® According te the article,
many companies f£ind that having emplovees work at home is more
than Sust a way to decrease traffic congestion, long commutes and
pollution. "The growing popularity of telecommuting can ailsoc be
contributed fattributed) to the fact that from ali accocunts, it
works, " gayvs Carol Nolan, "...using technology to nove
information, rather than people, employers can cub cffice
expanged, dave energy and respond to theair enployass’ changing
lifestvle needs. People aren't [aced with the same interruptions
at home, so they can maintain 2 high level of concentration.®™®
Tha article alsoe brings forth the challengs of convinecing
managerd that their jobs do norn become insignificant becauss they
manage talacommtara. This mind sat has created a reluctance in
managers Lo suppoart telecommubting programs for two reasonsg: they
are alrald they won't be ghle (o monitor an employee's acLivity
and they think thevy can't effectively manage people who work AWaYy -
from direct supervision.' Gil CGordon suggests'that the key to

managing telecommuters is to manage by results, not oversceilng.

PShari Cauwdron, Working al bome pave off, p.42,

*ehari Caudron, Workipo ag Home pPave OFf, o.42.
Poil Cordon, Moxking at Home Pava OLE, p.44.
19



"We neesd to trzin managers to focus cn whether th= budgst was
completed accurately and on time, rather than what color pencil
was usad.”

Many =xperts implement telecommuting for different reasons,
but ultimately come to the same conclusion--that telecommuting
worka. Wolan focused on the exchangs of information, energy
savings, reduced offlce expengesg and adapting te amployes
lifestyles. Gordon centered cn tralining and gettbing resultse from
enplovees, Cauvdron, on the other hand, L[ocused on the reducticn
inn traffic, long commutes and polluticon. &ll acres thet
telecommuting has increased amployee productivity and morale.

Tha Homa Office Computing Magazine conducted a survey to
gain & pergpective on corporate America's zttitude toward
telecommuting, The raspondents were from over one hundraed Fortune
1000 companies and governnent organizaticonda. The data acolliected
came f[rom the human rescurce/personnel departments and corporate
management .

Thea datz revezled that less than half of thz companies
studied had implemented telecommutlng; but mors t“han half had
formal telecommuting policizs. They saild that telecommuting would
aventually come to theilr organizations, but they were not vet
raady For it. The survey alas found that the most important

20



factor used by personnel staff te determine whether a worker way
telecommute is a demonstrated ability to work independently,
while the person’s position was secondary. Seventy-two percent of
the respondents felt the best reason te let peoplz work at home
was to retain valuable emplovees, while traffiic and polluticn
concerns were secondary. Balancing work and fzmily ranked third.
Over half of the respondents felt that telecommuters are mors
productive at home. Mere than 60 percent of the respondants
didn't support telecommuting, had not studied the issue, did not
believe it sheuld be studied and didn't think their organizations
would adept telecommuting. Fifty-seven percent of the companies
cited managemant resistance as the number one reason for
resisting telecemmuting.

The overall satisfaction rating from companies utilizing
telecommuting ranked high from the viewpoint o both
telecommuiters =and supervisors. Telecommuters did mention a few
problems: isclation, difficulty reaching management and clients,
limited promotions, co-worker resentment and missing scheculead
meetings. Supervigors echoed, "Telecommuters aren't always
available when they are needed and non-telacommuters resert the -
situation."

AT&T and the state of Arizcona conducted a six-month

21



telecommiting evaluation pilot (1990) as part of a travel
reduction plan for the state, The pilot emerged from concerns
about traffic congestion, air pollutlon, and energy consumption.

The study consisted of a two-part process, the pre-pilot and
the actual pilot. The pre-pilet cutlined general telecommuting
pelicies and guidelines. A survey was administered to determine
the expectations and concerns of participating employees and
their supervisors. The survey revealed:

* Employees were secure in their ability to accomplish
their tasks.

s Thay bhellieved their working relationship with their
gupervisor would remain the same.

s They anticipated telecommuting one to two days per
week,

= They felt telecommuting would help tham spend more
time working on tasks and objectiwves.

* They listed writing, document review and planning as
tasks that would be bstter performed at home.

Eoth supervisorzs and employees expeacted telecommuting to be
beneficizl to the employer as weall az themselves. They agreed
telecommuting would énhance productivity through an improved
working enviromment with fewer interruptions, enabling employees

22



to batbter manage thelr time.

After aix maonths, a follow-up survey was zdministered to
gzugs the reactionszs of the telecommuters, supervizors and nomn-
telecommuters. In all, 124 telecommuters and telecommuting
aupervisors, 57 naon-telecommuting superviscors and 46% non-
ralecomnmitera from the four state agenciezs and ATET wares
surveved.

The tzlecommuters drove 97,078 fewer miles, avoided
gqenerating 1.9 tons of air pollutants, zavad an estimated 510,372
in travel expenses, and endured 3,705 [awer hours cof stressful
driving time. Both the tezlecommuters and superviscrs reporied
incoraadad employee productivity and efficiency and improved
morale and attitudesg. Long-term benafits ware racuced demand for
costly office space and parking facilities and lower smployeae
abzenteesism and lower turnover rates,

Bacsed on the resulte of the survey, Maricops County in
Arizonz =zstimated that if onz perecent of all employees in private
and public sector companles with 100 or more employees
telecommuted one day par waak tha county would realize the
following kenelite annuzlly:

* more Lhan 2.4 miilicn milas nobt driven
» 185 tons of pollutants not releaszed

23



» nearly 463,00 gallons of gas not burnad
* approximately 360,00 fewer hours of siresesful
* commuter Lralfic endured

Nearly two-thirds of all non- taelecommiting co-workersz
surveyed would telecommute if glven the opportunicy, and felt
their jobs would permit them to work at homé ope day a week. They
also stated tagks that require focused attention, i.e. pianning,
evaluationg, reviews, analysis, audits and research would be
batter perform=d at home.

According to a &tate manager, telecommuting can have a large
potential impack on an crganization, making positions more
attractive and increasing emplovee retention ratas,

Qrer sixby percent surveyed reportad an improved 3job
attitude during the pilot, and an equal number stated that
telecommuling would zffect their future caresr choices.

Increased employ&e productivity is a benefit for Lhe
employer as well as tha amployee. Productivity increases rhe
value of the work produet or gervice and reduces the cost of
doing business. Forty percent of pilot superviscrs reported
telecommuting had increased =mployec produativity because of an
improved work environment. Sixty seven percenl of the suparvizors
roeportad the cverall productivity of their departments increased

24



because of telecommuting programs.

Both supzrvisors and telecommuters agreed telecommuting
programs should contlnue and be expanded (o include qualified co-
workers. Thare wae alse consensus Lhat Lhe program should he
expanded to other despartmenta, agencies and emplovers.

Dr. Lamar Reinsh, & professor of managemant communication at
Gaorgelown University School of Business, conducted a
felacommunicacion study for Bell Atlantic. The atudy examined the
changlng relaticonahinsg over s period of manths ameng ¢
telscommuting managers and employees at several companies. Soma
were Fannie Mae, American express, Belloors and Marriost
Tnternational. All participants were Bell Atlantic enarcmers. The
study specifically explored issues of krust, productivity,
corporabe loyalty, and management's ability to supervise workers.
Dr. Reinsch and his team collected data through guestionnaires
and intervicws. Overall, telecommuting was successful at all the
companics .

Three guarters of all telecommuters said thev wers more
preductive while telecommuting and cne-quarter said there wera ne
digsadvantages in telecommuting. Meat believed telzcommuting
changed their home life for the Lecter. Many commanted that
celacommuting offered more flaxibility in work hours which
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permitted them to Lake a more active role in tamily life. The
mest fredquantly cited dimadvantages reported were: lack of
communicatimﬁ, i.e. managers ware difficult to reach when
problems arose; antiquated technology; inability te perform all
routine affice tasks at home.

"Anybody can look busy in an office, but that does notL
nececsarily mean that they are. Our telecommuters have specilic
sales goals and quality objectives they have to attain. They can
easily meet them at home with a fax, phone and computer as at Lhe
office. We found that the flexibility makes our staff mora
productive."-Yee Jao. Project Leader, Health Program, American

Bxpress Travel Related Servicegtt

The study gives several recommendations for succesafyully
implemanting a telecommuting program.

1. Do not overlook the importance of communication and

Lraining.

ha

Redefine authoriby.
3. Provide strong technological support for relecommuters.
Studles show that telecommuting ig a4 slrong contender as a

work alternative, enabling businesses Lo explore new ways no

"Dr. Lawar Reinsch, The Bell Atlantic Telework Study., p. 3.
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balance internal and external aspects of conducting business.
Existing research has been either very regilonal cr limited to a
handful of companies.

This study examines companies on the eastern sazboard. The
previous studies were conducted in western and mid-western
gtates. Other studies surveyed companies that did not have a
telecommuting program in place. This study deals with compahnies
that have established telecommuting programsi. The study goes
beyond the initial phase of telecommuiing to the setiled phase

where telecommuting has been established for a pericd of time,
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Chapter 3

Teledommuting affecte many aspects of buginess and the
anviraonment.. The purpose of this study was to determine rthea
effects telecommuting has on the productivity and morale of
emplayass Tthat wuse 1L, The researcher collected data from various
literary scurces and surveyed 100 human resources and personnal,
directors.

The data neaded Lo dreate a telecommuting questionnaires came
from books and newspaper/magazine articles. Data was also derived
from the Department of Transportaticm, Federal Highway
Administration, an annual work-at-home study, survays from the
states of California and Arizona and organizatiorns such as ATET
and Bell atlantic. The information was accessed through libraries
in the states of New Jersey and Maryland, the Internet, Cross
County Connection (Transportation Management Azscclation). The
topics regearched included home office equipment, reasonzs for
telecommuiing, profiles of telecommuters, employes praductivity
and morale and question and answers from other helacommuting
EUIVeYS.

The ressarcher created a 14 gquastion survey based on the
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data found from the above research., Questionz Sa, €, ¢ and 10 had
Likert scale answers to measure the degress of influence
telacommuting hasg on employeas. Question Sa asked if
telecommuting improved the way the dirsctors conducted their
business. Question & askesd how directors found the quality of
communicaticn with telscommuting employees. Question 9 and 10
askaed if telecommubing had increased emplovee morale and
productivity. Six of the questicons were multiple cheice
questiong. Other gquestions inguired about telecommuting
equipment, how often employvees telecommute, why organizations
implementad telecommuting, and the percentage of the workforce
that telecomutes. The remaining gquestions c¢oncarnad the job
title of the perscn completing the survey, tenure with the
organization, type of worker they would consider as candidates
for telecommuting and if their companises had ever used
telecommuting to isolate troublesome smployees. The rezearcher
aross tabulated cuestion 7 and 8. Then ¢alculated frequenciss and
percentages.

Aleng with the survey, the regsearcher sent a gover latter
explaining the nature o¢f the study and asked companieg and
corporations for their veluntary gparticipation., The purpose of-
the letter was twolcld: to ask for veluntary participztion, and
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o pigue the curiosity of the companies. The resgearcher hoped in
reading the letter, corporations would participats, realizing
that the results might benefit their organizations.

The razsearcher curveyved 100 companies and corporations, and
acoepted the sample size as adegquate. The companies represented
gn azcurazte zaocesdmant of faokd and opinions regarding tele-
commuting. The eastern coast companies were chosen f[rom an
article listing the top 1,000 companies in the United States
pubiished by Fortune magazine in January of ecach year. They were
chosen because no such study had been conducted previously on the
sast coast and nany of rthese companies had alreédy impilemented
Eelescamuting.

Computerized databases were essentisl in gathering
praliminary data for the thesls. The author uaed gystematic
rafgarch stratoegics and sccondary sources. The information moved
the suither o break down tha generalized subject of telecommuting
inteo two gpeciflce ampectis of Leleconmating - - em>loyee
productivity and morale. The information derived from bhe
research l=d the author to limit the Cime line of the information
to 10 years or less, comparison of opposing pointis of view on the
subject and the content of other studies. All of this ultimately
led to a systematic and straightforward study using mail surveys.
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The author hopes this study will shed light on a growing
alternetive for "traditional offices." Though the author chose
large corporations, she feels that rapidly growing communication
technology gives all types of businesges an opportunity to

compete .
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Chapter 4

This chapter reports the findings obtained through telephone
and mail surveys. Sixty-one companies and corporasicns in
Massachusetts, Connecticut, New York, New Jersey,

Pennsylvania, Delaware, the District of Columbia and

Maryland participated. The zurvey consisted of fourteen
questions. A copy of the cover letter and survey are provided as
Appendix &. The respondents’' answers were calculafed using

fregquency over percentage (n/H).

Question l: The percentage of workforce that telecommutes
now. Less than 10%(67%), 10%-20%(26%) and 20%-40%{0%) ., sStaff that
telecommute between 40%-60% (2%, &60%-30%(5%) and C respondents

chose 80%-100%. 7 cut of 10 employees telecommute less than 10%.

Tabhle 1
% of gtaff < 10% |10-20% | z0-40% | 40-50% | 50-80% | 80-100%
participating ‘
n/p 41/51 16/26 o] b 2/5 8]

Question 2: Days per week a typical emplovee telecommutes:

two days a week(46%), five days per week (15%) and three days per
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week (14%) . Employees whe telecommuted one day per weak(13%) and
four days per week(3%). Telecommuting twe days a wesek ranked the

highest of all the other answers.

Table 2
% of days empleyees 1 day 2 days 3 days 4 daye B days
telacormute
n/p g/13 ZB/46 14723 273 9/1s

Question 3: The reascns telecommuting was chosen as an
cpticn: This guestion generated scme confusion ameng a faw of the
respondents, Many only ranked the number cne reason for the
implementation of telecommuting. The auther calculated the number
cne reascn respondents Jgave, Family obligations (38%), managewment
decisicn (25%) and health(10%). Environmental concernsz (8%) and
state preograms(1%) and the respondents that didn't use the list
given(13%), They supplied their cwn answers, whichh consisted of
personal life, work/life balance, it's the best practice, the
nature of the business, extra mcney and an incentive program for
top performers. € out of 10 companies ranked family obligations

as the number one reason for telecommuting.
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Management decision ranked ag the second highest -eason for

telecommuting. State programs were the lowest on the list,

Table 3
Beascens for environ. fami 1y hwalth | management ; Btate othars |
talaoommut i doncern ocbligaticn dedigion | program '
n/p 5/8 23/38 6/10 15/25 i/t 11/18

Question 4; The technology used to work from home while

telecommuting: computer {(95%), fax machine{90%) apd tLelephone

{95%) . DBeepers{45%), video conferencing(ll%) and other tools --

voice-mail and e-mail (%) . Some raspondents had no use for

technological tools as menticnad above because their occupation

didn't warrant them. They required manual equipment to complate

their job. A staggering 2 out of 10 telecommuters have computers,

Lax machines and telepheones they use to conduct and complete
their office work at home. Nearly half of them carry beepers,

making them reachable at all timas.

Tabla 4
aquip, used ta Coniputer fax telaphone | heeper | video- ather
telacommuta ‘machina aonfer. tools
n/p 58/85 E0/90 58/05 30/4% 11711 3/5
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Question 5: Respondents that telecommute: ves(39%) and no

{61%) . The majority of the managers did not telecowmmute because

they also supervised non-telecommuters.

Tablz 5
respandents that Tead HNo
telecommuete
o/p 24733 37761

Question S5A: The influence telecommuting has on the way
respondents conduct business: (The "n" for this guestion is 24)
58% of the respondants thought telecommuting had a very positive
influence on the way they conduct business. 21% felt that
telecommuting somewhat influenced the way they conduct business.
4% felt that telecommuting had very little effect on the way they
conduct business. 8 out of 10 respondents felt telecommuting had
a positive effect on the way they conduct business. Only one

respondent felt telecommuting had very little affect on the way

they handled business.



Based ca the ovarwhelming amount of managers that [eel

telecommuting has a positive affect, the one respondent's answer

bacoves lass valuable.

Tahle 5h
degrae Very scmawhat no very not akt B/A
talecomnuting much opinion | litkie all
affects businesr
/e 14/R8 5721 1/4 1/4 0 3/l

Question §; Respondents!’

feelings aboutl communication with

thalr employees Chrough telseommuting: comminication was easiecr

{48%), communicaticn remained the same (40%)zand communicaticn

becams more dlificult (8%). Respondants that had no opinicni2%) ox

Aidn't answer the question{2%)., Well over half of the respondents

felt communication was either mascicr or remainad Lhe =ane.

The numbar &f respondents that answared more difflecult, oo

opinion or didn't answer were 80 far f{rom the top answera thabt it

decreanas the answers' reliability.

Table &
r
Fealings towazd eagier somea marcs o N/h
aommnicating using difficulk opinion
telecommuting
/P 25748 25740 5/8 N 1

36




Question 7: How respondanktd measure productiviiy: meeting
dezadlinesi57%)and improved guality[48%), Respondeals that chose
the "other® category suggested client surveys, claims, customsxr
gatialfaction, fewer errors, and the guantity of the work
completed(26%) . Decreased downtime (9%) and ne respoasa (5%) . Quar
half of the respondents falt maeting deadlines best measured

productivicy, Improved guality ranked second in measuring

productivity.
Table 7
messuremant of loprovad dadraased megting other N/A
praduchivity quallty dowik Line deadlised
i n/p 28/4€ /5 36/57 18/28 3/5

fuection B: How respondents measure cmploves morala: (Tha
regpondentg checked all the answers that applied to them)
postitive attitude (76%), the guality of work{65%), =nd the
quantity of work(59%). The"other'"categorv(ll%) cikes cliient
gurveys, customer satisfaction, fewar errors, reducad hturngver
and reducsed gtress as a morala indicator. Dagressped abgenteeism
(16%}and communication(l5%}. & out of 10 wanagers Feel a positive
attitude baat depilcets morale. The guality of work ranked second

with & out of 10 managers and the quantity of work came in a



close third with 5 out of 10 manragersg. The <hart on fhe naxt pags
illustrates the comparisen of productivity (Question 7 and

morale (Cuestion 8) answers.

Tabhle B
measuTramant positive deareased | batter quality quantity cthe R/A
of morale attituds abrankt. commm. of work of work r
n/o 46/75 10/1e l0/58 1z2/&9 IES59 TSLL iy
Exhibit 1.0
Productivity vs Morale
= s
[ra T
Eroductivity Morate
A=Tmproved Quatity A-Positive Attitude
E-Decreased Downtime B-Decreased Absenteelism
C-Meeting Deadline C-Beftar Comminication
D-Cther D-Quatity of weork
E-No Opinion E-Quantity o wWwerk
I—Cther

G=HNo Opinicn
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Duestion 9: Hes telecommuiing increased emplovee morale?

Telecormruting has inereased employea morale wvery much

(69%) .Telecommuting increased morale scmewhat (28%)and no opinion

(3%3) . The respondents that chose very little or not at all({0%).

7 out of 10 regpondents feel telecommuting has increased emploves,

morale. Less than cne-third of the respondents that chose the

anewar scomewhat ranked second.

Table 9
emplayves marale wary much scmewhat | no opinicn | vexry litkle not at
all
n/p 42/63 17728 2/3% ¥ 3

Duestion 10: Has telecommuting increased emploves

productivity? Increased very much(é64%), scmewhat (34%} and very

1igtle(2%). & out of 10 respondents agree that telecommubing

caunged an incersase in productivity. Only one respondent felt

productivity had increaszed very little.

Table 10
employee productivity Very somewhat oo opinion ey not atc
much little all
o/p 35/64 2L/34 0 ] y
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Question 11: The type of worker considered to be the best
candidate for telecommuting: self-digscipline(28%), self-
motivation(25%)and hard worker (13%) . Good communication skills
(12%) ., & menths or more work time with the companyv(12%),
dedication(9%)and knowledge of their job(3%}. One-fourth of the
respondents felt self-discipline and gelf-meotivation were key
factors in a good telecommuter. A hard worker and good

communication surprisingly were a digtant second.

Tabkia 11
Tvpe of gelf- gelE- hard gocd | dedica- | tima with | knowledge
workar motivated digcip | workera | comm tion COMp ALY of dab
n/p 15/256 17/28 8/13 741z c/a 7/1z2 2/3

Question 12: Job titles of respondents: human rescurce
managers (41%), supervisory/manzagerial positions(31%) and
personnel manager=(13%). The czategory of other -- customer
gervice manager, telecommuting manager, directcor of emplovee
policies and programs, director of work/Llife initiatives,
employee relations manager, placement representatives and wark

life consultant (15%) .
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Quastion 13: Years reapondent worked with their

arganization:

1-10 years(61%), 10-20 veara(30%) and employed 2C+ years(3%).

Table 13
Humbey of vears 1-10 yaars 10-20 vyears i0+ years
n/p 41/57 18/3¢ a/3

puestion 14: The respondents that use telecommuting to
igolate troubiesome employees: 100% of the respondents answerad
no. A very common commant expressed was "troublesome emplovees

should be fired.®
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Chapter 5

Summary

In rezent years extarnal Amarican bhusinassead have Taced the
dilamma of adapting Lo changes Lhal direclly ilmpact Cheir
organization. Unfortunately, many companies respond by
downsizing, massive-layoffs, mergers or closing their doors
permanently. Organizations are beginning to redefine themselves
and their employess in an effort to stay competitive. In the
pasat, the organization was the inatrument of ita owners while the
individual was Che instrument of the corganization. The individual
was a hired hand, a human resource, emploved to work the assets
of the organization. Good pay, good prospects, and a challenging
ich were enough for most. The human recource, however, i1c now the
human asset, not the human liability. Companies are placing more
value on employees.

Over the last geveral yeards, information technology has
triggared a host of soclal and economic changes zffecting people
and institubtions worldwide. American companies geek fresh
approachas that will help them compete more effectively

domestically and globally. They alsc want to provide benefits to
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all areas of zocliety including ecology, the econcmy, and the
quality of 1ife of their employees. Telecommuting is =n option
considered by businesses and government agencies. Emplovers
benefit from increased worker productivity, higher emplovee
morale, better retention rates, reduced cost of cffice space,

tewer parking spaces, less air pollution and reduced strain on

LANS .

CONCLUSION

This study surveyed one hundred companies from Connecticut,
New York, New Jersey, Maryland, Washingtomn D.C. and
Massachusetts. Companias ware asked if telecommuting increased
emplovee productivity and meorale., The results indicate that
telecommuting deoes increase employee morale and productiviby.

A gquestionnalre was [ormulated with the help of the author's
professor. A cover letter and the questionnaire were mailed teo
cne hundred companies, with seventy-five responses via mail. The
author called the companies that did not respond and conducted
ten to forty minute surveys via telephone. These conversations

providad more in-depth information regarding the feelings and
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concarns of the employeeg, above and beyvond the scope of any
written guegticnnaire., Example: Although many emplovess love
telecommuting, many managers deny the privilege to telecommute
because they are leery of the program. Another exampie: Somatimas
the digtractions at heme ocutweigh the digatractiors at work making
it ecazier to complete tasks, making the workplace mora invibing.

The surveys returned via mail alsae providaed valuable
informabion ¢oncarning policies and procedures of Che companies.
Many companles sent the company handbook along with actual
questionnalres used to determine the cligibility ot an employes
to telecommute. Scme even sent thelr training manuals. Becauss
sampling was not random, the results and interprefation reftiects
the opinions of the managers surveyead.

The results were thet few employeezg Lelecommube and thoze
who do, do so infrequently (once or twice a week) . Organizations
consider telecommuting a privilege that must be carned. Some
companics have guestionnalres for beoth the manager and the
potential telecommuter to assess cligibility. If telecommuting is
accepted, the participants and their managers engage in a
training sesgion, explaining =sach person's role and outlining

changes that telecommuting brings.
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The research also showed that although many state agencies
utilize relecommuting, only a single respondent indicated the
program was state initiated. Most respondents said family
obligations or a management decision caused them To telecommute,
It seemed irenic Lo the author that management decisions were
cited because telephone research indicates that most managers
avold telecommuting for many reasons.

The data indicated that the best measure of productivity waa
improved work dquality. Te the surprise of the author, gquality of
work and guantity of weork dominated other choices the author felt
pertained to morale.

211 the respondents agreed that telecommuting should not be
used to isolate troublesome employeez. The comsensus was that
troublezome employees should be fired. They sald telecommuting is

used as a reward for hard working employees.

RECOMMENDATION

The author found that telecommuting shows definite promise
in the race to balance business’ and employees’ needs. It ig a

conveniaencse that allows workers their freedom to create thelr own
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daily schedule. Technology has enabled employzzas Lo do just about
anything through computers, from banking to purchasing wardrobhes.
Telecommuting is just another étep in the informecion age that
benefits businesses and society.

Although telecommuting is a wonderful pregram, the author
recommends further studies on the effect of telecommuting on nomn-
telecommuters. Thay are algo part cf organizaticons and their
adijustments to the program should ke taken inte consideration.

Because employees were not surveved in this study, the
auther feels that further studies should be conduzted with the
telecommuters themselves. Talking with the telecommuter would
prompt many questions such as: How they divide their time? How
did they create their daily schedula? What time of day is best to
work? How thev deal with distractlons at home and how much
overtime do they accrue?

The author recommernds that training for managers and
telecommuters chould be extended to non-telecommuters as well.
The author, along with meny organizatioms, feels the training of
all employees 1s the key to making telecommuting a success.

The traditional rules of management, marketing, technologf
and communications are changing. The pace and complexity of new
technologies, the dynamics of customer and suppliser ralationshiﬁs
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and the changing naturec of cmployes-to-employer relationships ars
causing people and organizations to redefine themselves. To help
redetine thelr cxdsztence and improve their parformancs,
organizationd are now uding pubklic relstlons tos
tRe-engineer their busine=zz syvstem
*Tdanti Ty and organize what They do best
*Creele an prganizatliconal architecturs showing
how work, people and formal and informal
structures interact
*Taa fime asg a sourae of competitive
advantagse bhroughout organizabicans
*Build a framawork for their future that relias
o knowledge, learning and the ability te apply
Lhem Lo daily decisions
*Empower employees at all levels with the
authority to think through thelr aszsiguments and
take responsikility for impreoving cfficiency,
productivity, quality and morale
*Taz total dquality manageneant to addrassed the
quality of worlk life and tha gqualibty of products
and aervices for tha antire organization
Tha nature of busineses is [orsver changing. Each dav new
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rulee emerge. The informaticon age combines computers and
comnmunication, Lifts the [ield cf puklic relaticne to a new
level., No leonger is communication an afterthoucht in business,

the art of communicaticn 1s businsss.
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Appendix A

Question 1

The percentage that lelecommutes now

|
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The perceniages catargories

Question 2

Days perweak employees feiecommute

1 day Z days Endayﬁ 4 days 3 days
ayE
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Appendix B

Question 3

Reasnnt {or lalnenmmuting

avnig Tamily health mgm! clale elhar
Reatoht

Question 4

Tachnolegical toals used
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Appendix C
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Appendix D

Quesiion 10
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Appendix E

TELECOMMUTING QUESTIONNAIRE

Telecommuting is defined as an employee who works from home part of the workweek Commuaication with
the office is maintzined through telephone, computer, fax or other home communication technology.

L. \What percentage of yaur workforce telecommutes now?

Clessthar [0% 0 10-20% [O20-40% 0O40-60% [60-30%6 C80-100%%
2. Bow siagy days per week does a typical emvlover telecsmmate?

Olday O 2days O3 days O4days O35 days

3. YWhy was telecemmuiing chosen az an oplion?
{Ranlt i avder of most frequently used reasons, use "1™ for teason most frequently used: use "5" for reason least

used)
— environmental concern — management decision
— family obligations — state prograt
— health

4, Checelc the box that best describes the techoological tools used to do your work from bome while
felecommuiing. (Check all that apply)

Ocomputer Dfax DOtelephone DObeeper O video-conferencing O other
5. D& you personslly telecommute?
Oyes Ono
5a. If you do telecommute, hias telecommuting been a positive influence on the way vou conduct business?

tiverymuch tlsomewhat U noopinion [ verylittle [Onotatall

& Do you {find communicating with yonr amployees through telecommuoting:
Ocasier DOsame Omere difficelt O no opinion
7. How does your organization mensure productivity? (chack ail that apply)

Cimproved quality U decreased downtime [ meeting deadlines [ ather




8. How do you measure employee morale?

O positive attitude [ decreased absenteeism [ better communication [ quality work
O quantity of workk O other (please specify) ——M—————

2. Ie your opinion, has telecommuting inerensed employee morale? (check all that apply)

Overymuch  Osomewhat Onoopinion Overylittle Onetatall

10, In your opinion, has telecommuting increased employee productivity?

O very much [ somewhat

Ono opinien O very litle O not atall

F1. What type of warker would you consider to Be the best candidate for telecornmuting?
{congider work hahits, initiative, organization, ete.....}

12, What is vou job title?

}3. How long have you been with the organization?

14. Have you ever used telecommuting to isolate troublesome employees? (explain)

(Please send or fzx the survey to the Helow address)

Thank You for your
Cocperation,

Shewn M, Swangin
321 Irick Road

Westannpton, New Jersey 08060
Phone (609} 261- 0674
Fae  (609) 702- 6071
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Shown M. Swangin
311 Irick Road
Westampton, New Jersey 08060
Hame (609) 261-0674
Fax (609} 702-0071

To: Heman Resource or Persaonel Director

T'in a praduate student from Rowan College of New Jersey gathering infostnation for my thesis on
ielecommuting. I'm stwdying how telecommuting affects employee marale and productivity in your
corporation.

E have consfructed and enclosed a survey to gather original information. YWoul@ you pasticipate in
my project? Your organization's participation in this study would help provide accurate information about
the pros 2ud eons of telecommuiing as an aiternadve work style, I'll keep all informmation sonrces and answers
confidential

If you have any questiong, please ezl or fax me at the above numbers. Any additional information
vou car provide would be greatly appreciated. For example, I would appreciate copies of policies, employee
manuals, orientation material and feed back documents. (You may copy and distribute the letter and sorvey
to all managers who supervise telecommuting employees). T Jook forward io receiving your eompleted-
guestionnaire.

Thank Yon fer yeur Ceoperation,

Shown M. Swanrin

P.S. There's been no results from this geographic area
on telecommuting. Your contribuiien can begin the data

collection about this important work scyle ehange.
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