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ABSTRACT 

Telecommuting is a form of working from a remote location that relies on 

telecommunications. Technological progress has resulted in an increasing number of 

personnel who are now able to telecommute from home. The rising numbers of 

telecommuters has resulted in an increase of published studies on this topic. This project 

relies on these and on interviews with several people actively involved in the field. 

A telecenter is a type of telecommuting which offers companies the opportunity to 

lease workspace for their employees. The midwest region is not familiar with telecenters 

which are more prominent in the state of California. The first telecenter of its kind will be 

opened by the City of St. Peters, Missouri, by the Fall of 1996. This study explores this 

new field of telecommuting, and focuses on the St Peters center, developing a marketing 

strategy based on current knowledge about the field. 

-:J; Since telecommuting is such a new concept, an in-depth look at the advantages 

and disadvantages must be explored. The tremendous advantage of telecommuting is the 

opportunities it offers the telecommuter. People who telecommute have a potentiality 

better quality of life. Company's benefit because happy employees productivity level 

increases by 20%. 

The biggest disadvantage in telecommuting is the cultural mind set which believes 

that if you can not see the worker, then they must not be working. Because 

telecommuting is such a new concept, many managers are uncomfortable with the idea. 

But this is a concern which can be addressed and solved. Telecommuting is new and will 

be a long range benefit for both the employers as well as the employees. 

The availability of case studies from previous telecenters enables one to establish 

the important elements required for a successful telecenter. The most vital element for a 

telecenter to be successful is the implementation of a strong marketing plan. It is difficult 

to market a telecenter because most companies do not see an immediate benefit. 

Therefore, to be successful, their perspective and commitment need to be long range. 

Overall, telecommuting will benefit companies in acquiring or retaining premium 

employees. 
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Although telecommuting can not as yet be directly associated with solving social 

problems, it can provide the means for people to acquire more personal time. With this 

supplementary accessibility of time, many telecommuters will be able to attend to their 

children's needs and become more involved within their own communities. With the 

current economical need of two incomes, parents lack the time for active participation in 

their children's lives. Many parents want an option to assist them in obtaining more time 

at borne with their families, and telecommuting is one option. 
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TELECOMMUTING 

CHAPTER I 

INTRODUCTION 



Supermom is a take on Superman, but Superman had superhuman powers 

and was a fictional comic strip character. To assume one human being can be all 

things to all people at all times, is living in Superman's fictional land of 

Metropolis. Let' s refrain from using this term and properly call mothers what 

they are, Mothers. While we are saying this, lets simultaneously agree that those 

who want to go to work, those who must and those who choose to stay at home 

will not attack the other' s working status. 

Many women believe having children will impact their chances for 

climbing the corporate ladder, and they are right. If they calculate the time 

needed and percentage of women who accomplish this feat they will understand . 

Only 3% of Fortune 500 CEO's are headed by women with or without children. 

As of a 1987 Wall Street Journal survey, the typical CEO was an older male, still 

marrie~ 80% had children and 90% had non-working wives. One must remember 

that it takes years, up to 20 years, for the average CEO to accomplish this feat 

(Debenport). This means that m order for more women to stay in their 

professions and still raise their children, telecommuting may be an option they 

have not yet considered. 

In many cases the current CEO' s now have daughters and these daughters, 

now in the work force, are having children, who are these CEO's grandchildren. 

These male CEO's are now first hand through their own families, feeling the 

stresses on women with children in the work force. This personal awareness of the 

difficulty of balancing family and career has helped spur the evolving change in 

corporate policy to support families trying to cope with childcare issues 

(Debenport). Such companies take the position that addressing the issues of 

families and how it affects their employee is not only good human relations, but 

also in the best interest of today' s company's bottom line. 

Part of today's change in th.e family is that more parents want to be the 

primary nurturer in their children' s early years. They feel that being there for 

their children is the most important gift they can give them. However, many 

parents can not swing it financially to have one or the other stay home full time to 
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raise the children. One way of addressing this problem is telecommuting: to talce 

one's job and bring it full or part-time into the home. This gives time to the 

children from the parent who is not otherwise available when they are required to 

be physically in an office 40 - 50 hours a week. 

Although both parents want to be a larger part of their children' s lives than 

what has been in the past 20 years, it is still the women who are the main 

caregivers. Where are all the mothers? To no ones surprise 6 1 % of the women 

currently in the workforce consists of mothers with children between the ages of 

6 and 17. Of that 61 %, 70% of these women have children who are in day care 

and half of those are children under the age of one (Brown p. 194). 

Both men and women are also working longer hours, with an average 

work week being 48.8 hours (Brown p. 7). According to the Bush Center in Child 

Development and Social Policy at Yale University, by the year 2000, 75% of 

families will have both parents working full time (p. 223). We would be lying to 

ourselves if we were to deny that children do not feel the pressures their parents 

are under. Because business organizations demand so much of both parents' 

lives, the issue of making adequate time for parenting is reaching a crisis level. 

With less time for the family, many mothers feel the guilt of working full 

time, a course usually prompted more by necessity than by choice. Most families 

make a decision due to economic pressures, and mothers are usually left with no 

alternative but to return to work. It should then be no surprise that this lack of 

parenting time is putting a stress on the family. No one is available to attend their 

children's after school activities, no adult is available to supervise children after 

school, and children are handling adult chores that they are not yet old enough to 

manage. With lack of time availability being remarkably noticeable, we must all 

be committed to enhancing a healthy child development lifestyle (Brown p. 186). 

So if parents need more time, and noted experts recognize that parents 

need more time, then the business world, which benefits from women's presence 

in the work force, bears some responsibility in helping this family time crisis. 

Corporations must recognize and support those who choose to make family a 
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priority (Brown p. 89). Businesses are beginning to recognize the effects of the 

parenting time issue and are now understanding the effects. The loss of above 

average employees and the turnover costs associated with this when a business 

ignores the family is the blunder of employers who can only blame themselves for 

overlooking their employees needs. 

With parents at work worrying about their children at home or at daycare, 

there is a direct correlation between stress and the resulting lower productivity, 

less concentration and higher turnover in the work force. For all employees, but 

most notably for women, these strains translate into lost profits for the company. 

Because of all the pressures on employees, companies have begun to look at 

family supported child care projects (Brown p. 195). Some companies have gone 

so far as to have on site daycare facilities. 

Studies by The National Employer Supported Child Care Project revealed 

some astonishing findings: 85% of employees said family-support policies were 

their number one benefit; those companies with these benefits had 65% less 

absenteeism, 53% more productivity, 49% less turnover, and 85% of the 

employees expressed that they felt the sensitivity to childcare needs enhanced the 

company's image. Merck & Company, a pharmaceutical firm, found that the cost 

of replacing an employee was $50,000, but to give a generous child care leave 

policy gave them a saving of over $12,000 per employee and increased 

productivity among the employees 20%. Companies who avoid employee 

turnover enjoy an excellent pay back (Brown p. 195). 

Many studies directly point out that both employee and employer benefit 

from family supported policies. What the studies do not show is how accepting 

society is to these policies. Companies are not the only ones that must change 

their way of thinking. As a whole we as a society must change to allow one to 

s.low down in his or her career and devote more time to family (Brown p. 89). 

Those who are single or childless should understand that a family friendly 

company can benefit everyone in the long run. They may not need it now, but 

like insurance, it will be there if they ever need it (Neely p . 38). Usually a 
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company that commits to family also makes accessible to their employees other 

generous benefits. 

Africans say that, "It takes a village to raise a child." This proverb means 

that everyone serves a purpose in society in being a part of raising a child. As 

Sheila Kamerman, Professor of Social Policy and Planning at the Columbia 

University School of Social Work writes, "In our society many see children as not 

their problem but the problem of the parents" (Brown p. 219). While I believe 

parents should be responsible, we must recognize that society is allowing parents 

less time to be parents. We have to remember that children are our nation's future, 

without them we would not continue, so we have to find the means in which to 

enrich our young people (Brown p. 219). 

Psychologist Mihaly Csikszentmihalyi, Ph.D., observes that if we put time 

into perspective, and look at the work day in a more reality oriented view we 

would find that we only spend 30 hours a week truly working. The rest of the 

time is squandered with employees taking care of personal problems on the 

phone, daydreaming, and coffee breaks. A person who works at home could 

spend these 10 hours with their children (Brown p. 89). This is why a major 

solution to society's problem of time crisis parenting is to make telecommuting 

accepted and more available. 

First we have to know what telecommuting is: telecommuters work from 

their homes on a full or part-time basis using computers or some form of 

telecommunications equipment to communicate with the office (Weaver p.19). 

New York-based LINK Resources in August of 1990 reported that 34.8 million 

workers are working full time or part time from their homes with computers. 

Editorialist, Peter Scisco, found that the telecommuters' reasons for doing so were 

that they all wanted to increase the quality of their lives (p. 6) 

Traditional telecommuters were data entry specialists, salespeople, and 

computer programmers as telecommuting began emerging (Cooper p.22). As 

technology has become more widespread in employee' s jobs, more non-traditional 

positions have become telecommutable. The most notable industry currently 
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enhancing its work flexibility with telecommuting is the service industry. 

Whether it be reservations or help desks, more and more employees are taking on 

the task of reinventing their positions to be telecommutable. 

How does Telecommuting enhance one's quality of life? Being able to 

telecommute enables the employee to balance the needs of the family and job 

from home. Telecommuting is a way work and personal-life can balance out and 

boost employees' morale (Neely p. 38). Telecommuting employees also find they 

produce more because they are away from the everyday distraction of the office. 

Telecommuting also benefits the business organization as welJ. More 

work is accomplished at home than in the office. The state of Colorado did a six 

month pilot project where they allowed certain employees to work from 

home(telecommute). What they found were two primary benefits as an employer: 

flexibility and productivity. Because the program was so successful for both 

employer and employee, they are recommending it to continue (Steers p. 19). 

Employees working from home makes good business sense. The Florida 

Telecommuting Project found that a company saves on overhead, lowers 

absenteeism, and retains employees who might have quit otherwise 

(Telecommuting p. 9). The Families and Work Institute in New York Survey 

found that the retention of female employees after childbirth was one of the 

greatest concerns of companies (Neely p. 38). The cost to the employer to replace 

this person was much greater than agreeing to a telecommuting arrangement. 

Allowing employees to work out an arrangement to telecommute helps 

companies to obtain and retain top notch people. This opens the door for more 

employers to hire qualified women with daycare or family issues. The overall 

advantages of lower rent, no parking costs, improved worker morale, no tardiness, 

less demand on an overtaxed transportation system and increased job satisfaction 

can benefit both the employer and employees (Weaver p. 19). 

From personal experience, I had the opportunity in my job to be a 

telecommuter from April to August of 1993. Like many companies, our 

company had a six week maternity leave, and, like most women, I did not feel this 
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was long enough. What can a company do for the six weeks in your absence? In 

my case, I was middle management, specifically a Merchandise Manager, and 

having a temporary employee would not work for my position. 

My job entailed buying, warehousing and shipping. The majority of my 

time was spent with contracts, vendors, storage and shipping availability with 

warehouse foreman, and delivery deadlines to department stores. I had spent over 

two years in the position and felt that most of the work could be computerized 

from the current manual processes and procedures. In the two years in this 

position, I had put all the necessary paper work possible (80%) on to the 

computer. 

With the help of the Management Information Systems department, I 

wrote a focus program that printed all my reports from files on the data base 

which specifically applied to my needs. I also set up my vendors, warehouses and 

store buyers on the electronic mail system called, "SYSTEM". I designed two 

electronic forms in sysm, one being a quality inspection for the warehouse and the 

other being a shipping update to speed up communication with the traffic 

department. I accomplished what no other area of this Fortune 500 company had 

done before. I made my job viable through a computer with only a small amount 

of time needed to physically be sitting in the office. 

After telling my supervisor I was expecting, her first reaction was "Oh no. 

What are we going to do while you are on maternity leave?" Of course I had been 

planning my course of action for quite sometime. So I proposed to my supervisor 

to have a computer installed in my home. She loved the idea, but the company 

had not taken this course of action with any other non-traditional computer 

employee. 

The computer installed in my home was not a personal computer but a 

dummy terminal. All of my work came from the company mainframe 

applications. The computer also had the ability to be in more than one application 

at a time, thus saving time. Since l had all my reports in the main frame focus 

program, I also had the ability to view them on line. Communication with all 
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departments, vendors, and warehouses was done through sysm, and all I needed in 

my home was a phone line for the modem. Communication was the key and I had 

access to everyone as they did with me. 

After writing up my proposal, and giving the cost breakdown, the 

company concluded that they would save money by installing a computer in my 

home. The expense to my division in the company would be only $125 a month. 

The expense to the company if one missed shipment in my absence occurred 

would cost the company thousands of dollars. After evaluating the pro's and the 

con' s, a proposal was drawn up by the company and we both signed off on it. 

Of course I could have never accomplished this telecommuting project had 

it not been for the support ofmy supervisor. She personally came to my home 

each week to drop off reports, and to pick up work that needed to be returned to 

the office. Because of the lack of interruptions at home versus the office, I could 

accomplish a day's work in 3-4 hours. The benefit to the company was that I only 

interrupted working for 2 weeks, and my benefit was that I was able to stay home 

for over 3 months instead of the company policy of 6 weeks. 

My ultimate goal was to work part time from home when I returned to 

work. Unfortunately my company was laying off, and even though my supervisor 

proposed this idea and projected how much money it would save the company, 

my division was still closed. The bottom line was that even though my line of 

work is not considered to be a typical telecommuting prototype, I had thought 

ahead and designed it to be. 

If I had the opportunity to telecommute again, going into the office on 

Monday and working from home Tuesday through Thursday would be an ideal 

situation. My decision to have a child and my employer's decision to work with 

that change in my lifestyle made a win-win situation for both. 

Everyone may make their own choices to have children or not, but in 

making the decision to have children, people must realize they have a 

responsibility to their children and to society. The lack of time for family is a 

disruption and must be viewed as a serious problem that impacts society in a 
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much broader sense. Family disruption is one of our many distressing social 

problems (Brown p. 51 ). I be) ieve that finding an alternative solution that might 

improve the quality of life for both children and parents - ultimately society itself 

- is worth looking in to. 

In the book, When the Bou2h Breaks, Sylvia Ann Hewlett writes, "Every 

child in America has felt the impact of time deficit". She used this term to 

describe how families spend less time together and the longer this trend 

continues, the more a tragic it will become (Brown p. 183). So who's responsible 

for society's problems? Are we to continue blindly ignoring that there are 

problems or are we going to say, "Yes there is a problem and today we will begin 

to contribute in solving them." With the evolution of computers the opportunity 

of telecommuting can be one solution that can benefit all parties involved: The 

employer, the parent, the chiJd. 

My personal desire to take an initiative to confront the parenting time 

issue and contribute to changing corporate policies to address these issues lead me 

directly to an article printed in the Business Plan section of the St. Louis Post 

Dispatch which headline was, "Citing Traffic Problems, St. Peters Supports 

Work-At-Home Program." The article was about the City learning of a program 

that would enable them to help more of their city residents stay at home and work. 

The city was applying for a federal grant that would enable them to start such a 

program (Sonderegger). This would be a first time venture not only for the City 

of St. Peters, but also for Missouri. 

After meeting with the City of St. Peters personnel who are in charge of 

starting this program, I was informed about their overalJ goals. The main goal 

was to set up a telecommuting center in St. Peters and use it as a launching pad to 

eventually move employees, mainly local residents into their home. The idea is to 

have employers rent space in the telecommuting center for their employees to 

work from. Then maybe a year down the line, the employer would be 

comfortable enough with the telecommuting idea that they would let their 

employer shift their jobs into their home. Then the process would begin again for 
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another employer venturing out for the first time with an_employee with the City's 

hope that they too would eventually allow this employee to work from his home. 

The over all intention of telecommuting is that it will benefit all involved. 

The City of St. Peters will use it as an economic development tool when selling 

their city and its advantages over other municipalities in the St. Louis area. The 

federal government will use it to help clean up the air and save wear and tear on 

the federally funded highways. Of course the Employer will get a break from the 

federal government for utilizing the center. The source that would benefit the 

most is, of course, the employee. 

To recognize that we do have a crisis for time and family is to accept the 

responsibility of the problem. Most people do not want or believe in taking any 

responsibility for any of society's problems. Luckily we have parents who do 

know their part in the responsibility of bringing a child into this world. Part of 

that responsibiJity is making time for being a responsible parent. We now have 

the advancement of technology to benefit parents who want more time at home. 

With computer evolution came the potential of telecommuting, and with 

telecommuting came the opportunity for people to work from home. The 

opportunity to work from home has not only benefited business and organizations, 

it can and has improved parenting. Women are now able to work from home 

during maternity leaves, parents can now spend less time at their office and more 

time with their children. 

Telecommuting is only a small contribution to the parent time crisis. But 

we now know from the expert psychologists and studies conducted that allowing 

parents as employees to telecommute benefits families, companies an_d society 

simultaneously. 

For companies to link telecommuting with parenting is crucial. It makes a 

major contribution to society in their roJe of corporate citizens. Giving parents an 

opportunity to have more time to be with their children can be directly correlated 

to how our society as a whole will be affected with our future generation. Today' s 

society is beginning to recognize a problem with the present parenting dilemma: 
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basically, the lack of time for it. If more parents were given the opportunity to 

stay at home to work, then there would be more time for parents to be the primary 

nurturer to their children and give them the guidance and supervision they need. 

My goal with this paper is to take a telecommuting project, such as the 

City of St. Peters, and give it a marketing angle that would be a grass roots effort 

for the citizens while simultaneously targeting the employers. The opportunity to 

guide this project to target employees who want and need to telecommute to fulfill 

family issues is my ultimate goal . A succ.essful marketing plan would not only 

benefit the City of St. Peters, the government, the employer, the employee, the 

parents, the children, but society as a whole. 
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Telecommuting is a buzz word for the 90 's. A search of articles published from 

January of 1995 to the present uncovers an abundance of material reflecting the intense 

public interest in this topic. To understand Telecommuting, one must also understand the 

distinction implied by two terms that are sometimes used interchangeably: "telework" 

and "telecommute". Telework emphasizes the work performed at a computer station 

outside the office, while telecommute emphasizes the impact of that work on travel 

(Chaudron p.1 ). 

In "Planning for Telecommuting", the authors, Susan L. Handy and Patricia L. 

Mokhtarian, give us their definition of telecommuting. A telecommuter does not 

necessarily have to be using a computer or be at home, a telecommuter eliminates or 

reduces their commute. A defining element for a telecommuter is the reduction of a 

commute because the work is done in a place other than their standard location (Handy 

p.101). For this project we are concentrating on the elimination or reduction of the 

commute. 

The two types of telecommuting involve those who work.from their home or 

those who work.from a te/ecenter. Both accomplish the goal of decreasing the commute 

of a worker. Since we define a telecommute as a decrease or elimination of a commute, it 

is important to look at the commute of a worker: 

Daily Daily Hours Equivalent 
one-way one-way per number 40-
minutes minutes year hours week 

10 20 80 2 
20 40 160 4 
30 60 240 6 
40 80 320 8 
so JOO 400 10 
60 120 480 12 

* Time table from "The One Minute Commuter": Lis F leming, L m ; Davis, CA; 1989. 

The author of"Flex.ible Workplaces are Key", Richard Cooper, feels that 

commuters are frustrated with rush hour traffic~ putting on corporate attire; and looking at 
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polluted skies. Along with the time table, he feels these are just a few of the factors 

motivating corporate America to telecommute (22). 

There are many factors that motivate corporate America to take a good hard look 

at telecommuting. Researching the subject, one discovers that there are many general 

categories of periodical literature. This project breaks down the research into these 

categories; Technology, Management, Human Resources, Labor Relations, Government 

(Clean Air Act or Legislation), Rural Economics, Disadvantages, and Societal Benefits. 

Since telecommuting is such a new and changing topic, what few books are out there 

have outdated information by the time they reach publication. 

As Michael Friedman, author of"Telecommuting: The Essential Link", expressed 

so eloquently in his Los An2eles Business Journal article, "To implement telecommuting 

solutions we do not need the next Holy Grail of technology to be uncovered." Phone 

companies' existing ISDN and switch 56 can be used as mediums for information to 

travel (3A). What is important to know from a technical standpoint, is ISDN, which is 

Integrated Service Digital Network. This is a telecommunications process for sending 

both voice and data over a single Line. It makes it possible for two users to 

simultaneously share, transmit, or update data (Gangemi p. 120). 

Computerworld's, Neal Weinberg, points out in his article, "Win 95 Support May 

Boost ISDN Fortunes" that ISDN is endorsed by the Microsoft corporation by supporting 

it in their Windows 95 software (6). The importance of this literature is to understand 

that ISDN makes for a higher speed of transmission capable of multiple tasks in data 

output, and a basic phone line may be alJ one needs technically. Author, Morris Edwards, 

in his Communications News article, "LAN evolution's third phase", reminds us that 

until ISDN, terminal emulation was the most common form of a remote access for 

telecommuting. This is where a telecommuter would dial into the main office's dedicated 

microcomputer or server (57). This form of transmitting is slower, can only handle one 

task, and does not update data on-line. At the time it was all the technology that was 

accessible. 

After reviewing the technical literature, the next step is understanding the 

obstacles created by management and human resources. Management must overcome a 
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cultural mind set while human resources needs to create a step by step processes and 

procedures so fewer shades of gray exist in managing telecommuting. 

Author Michael Friedman, also writes that "Management' s review of 

telecommuting is a paradigm shift." Managers will have to change their management 

style on evaluating their employees. Managers must look at time and motion, not quality 

and volume. Managers will need retraining to effectively evaluate a worker based on 

their performance. The fear of managers is that if they can not see their employee, then 

the employee must not be working (3A). 

Management' s fears are not unwarranted, there are workers who are not suited to 

telecommute. Management must know who the best employees are for telecommuting. 

ln HR Focus. "Tips for Managing", author Kathleen Barnes defines the best employees 

for telecommuting as mature, responsible, well disciplined, self starting, reliable, 

computer literate, and deadline oriented. Barnes also considered it important that they be 

independent problem solvers who can nurture client and coworker relationships from afar 

(9). 

Along with defining the personality traits of individuals well suited for 

telecommuting, it is significant to identify the best suited career choices. In author David 

Chaudron's article, "The Far Out Success of Teleworking'', he lists the best suited careers 

from the studies as sales, customer service, writing, or research. Work that involves 

individual, not group contributions are considered the ideal job for telecommuting (6). 

Another question managers have regarding telecommuting is why should I as the 

manager, change. Sandra A. Sullivan author of, "Flexibility as a Management Tool", 

answers this question from a survey by the American Management Association from 

1992. Of the 5,000 employees surveyed, 87% indicated that flexibility in the work day 

was the number one issue. SuJlivan also points out that management must look at the 

"flexibility life cycle." Management underestimates their workers needs and feels they 

can be satisfied with more money. Some may, but what if the company is not able to 

give raises. Considering telecommuting as a benefit would be a logical step towards more 

flexibility for the employees from management (Sullivan p. 393). 
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Sullivan's article goes on to explain that flexibility is a low-cost employee benefit 

that will improve productivity and motivate the workforce. The ChiJdcare Action 

Campaign reported that businesses lose 3 biJlion dollars annually as a direct result of 

child care absences. But telecommuting is more than a women's issue, as some managers 

assume, it is a social issue. Companies must address this workforce issue and managers 

must adapt, because it impacts their bottom line (Sullivan p.393). This article makes it 

clear that telecommuting does not solve the childcare issue, but it is a stepping stone in 

the process. 

As the author, Cooper, points out, there are other benefits management can bring 

to the companies' by offering telecommuting. Not providing a work space in prime real 

estate could save a minimum of $2,000 per employee per year. Telecommuting also 

reduces the amount of parking needed in costly downtown areas, decreases absenteeism, 

and reduces overall facility costs. Telecommuting would also increase the company's 

recruitment pool as well as retain prime employees. The image of being a cutting edge 

employer is free public relations that accompanies the shift to telecommuting as a side 

benefit (Cooper p.22). 

From the researched literature relating to examples of telecommuting working 

effectively for management, there are three noteworthy examples. IBM, Xerox, and 

Yellow Freight Systems, embraced and ran with the telecommuting concept. The Xerox 

corporation calls their telecommuting program, "Work from Anywhere" and the common 

term for IBM's program is, "The Road Warriors". 

According to the article in Forbes, IBM refers to their salesforce as "The 

Wandering Tribe". IBM has taken their sales force out of the office and sales 

management is no longer assigned to an office. The sales force works from anywhere 

with any equipment needed to fulfill their jobs at IBM's expense. "We've saved the 

corporation 12 million a year in reduced physical space costs," John Frank, a manager 

with IBM says. "Coming back to a desk with a brass plate on it is a lot less important 

than keeping a customer satisfied," says Susan Whitney, General Manager for IBM, 

North America Midwest region (Forbes p . 93). 
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Richard B. Cooper, Jr., CFM is the facility manager at Yellow Freight Systems in 

Overland Kansas. He wrote an article for Managing Office Technology in which he 

describes telecommuting as a great way to accommodate employees, advance the 

organization, and abide by the law where it applies. Yellow Freight Systems also sent 

their sales force on the road. Cooper says he has encouraged and witnessed the results of 

an experiment in virtual officing at his facility (Cooper Jr. p. 45). 

Author Cooper Jr. goes on to report that YeUow Freight Systems equipped their 

sales force of more than 700 people so they could perform their jobs outside the confines 

of an office. Cooper personally challenges every facility professional to attempt 

telecommuting today. Cooper found that telecommuting kept both the organizational 

goals and the employees desires in mind and challenged him to use managerial skiUs and 

ingenuity to take his employees' productivity and satisfaction to a new level (Cooper Jr. 

p. 46). 

As Alice LaPlante reports in her telecommuting article, "Telecommuting: Round 

Two: Voluntary No More", the Xerox corporation also took the telecommuting challenge. 

Xerox called their program, "Work from Anywhere". Xerox provided their reps with the 

most up-to-date information on all their products. Xerox also found that their reps were 

more productive and no longer needed an office. Xerox's goal is to eliminate the 

remaining offices and go to what Wendy Starr, manager of the life cycle program for 

Xerox, calls the "airport red carpet room concept". The district offices will act as centers 

for roving reps to drop into, which would eliminate the one-person-one-office concept 

{LaPlante p. 134). 

The conclusion due to the research of literature exemplified how management of 

all three corporations embraced telecommuting and ran with the concept. The company's 

management saw direct results in their sales that directly and positively affected the 

company's bottom line. 

Another topic that is new to telecommuting is that of Labor laws. Trade unions 

are now trying to develop effective strategies to resolve the issues arising from 

teleworking (Homer p.333). Some of these are explored in an unsigned article in Nations 

Business entitJed "The Legal Aspects of Telecommuting". Patrick J. McCarthy, a labor 
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and employment attorney with Pitney, Hardin, Kipp, and Szuch, in Morristown, New 

Jersey, says, "You are bound by the same safety and wage-and-hour laws that you must 

adhere to for those who spend each workday in the company's facilities." He goes on to 

say that just because businesses have employees working at home does not relieve them 

from the application of traditional labor laws (Nations Business p. 12). 

Telecommuting' s newness would explain labor's interest in the labor and law 

issues. The labor union's concern is how to work their way into this new sector of labor. 

Telecommuting has the potential to exploit workers and the labor unions could possibly 

protect these workers. 

Just as telecommuting raises issues for organized labor, it similarly challenges the 

management and personnel areas of companies. The human resource perspective is 

explained in an unidentified article in HR Focus entitled "A Sample Policy, Managing 

Telecommuters". Human Resources basically is the department that sets up and enforces 

employee rules and guidelines. For telecommuting this is an essential function. Human 

Resources must know how to guide the employer and employee through what can be a 

human resources nightmare. Outlined in chapter 3 is a sample policy, but here are some 

common issues and solutions for the concerned employer: 

ISSUE 

Need telecommuter 
in a crisis 

Security of materials 

How do I know he or 
she is working 

Spouse or children 
answer telephone 

SOLUTION 

Agree on policy 
with telecommuter 

Require a locked file 

Use performance measures 

Ask telecommuter to set a 
policy during work hours 

• Source: Commuter Transportation Services Inc. 
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This is just an overview of a few common concerns raised by managers of 

telecommuters and suggestions on how to handle them (15). From the readings and 

personal experience I have determined that policies and issues will continue to arise and 

roust be dealt with at that time. No two jobs are identical, so implementation of one 

telecommuting procedure is impossible. This is why it is important to remember that 

these are guidelines, not rules. 

From the literature we understand that technology for telecommuting can be 

simplified, management' s fears overcome, and bumanresources' questions answered. Up 

to this point we have not discussed the significance of the EPA (Environmental 

Protection Agency). In further research we discover that the EPA can provide a boost for 

telecommuting because it assists companies' compliance with the Clean Air Act. 

Yellow Freight Systems manager, Richard Cooper, Jr. says, "The Federal 

Government has already written the excuse for you." The excuse is the implementation of 

the Clean Air Act in 1990 and it is written for management. This act requires businesses 

with more than I 00 employees in one location, to decrease the air polJution created by 

their employees' commute by 25%. The Clean Air Act of 1990 is a mandate for 11 states 

with the possibility of becoming a requirement for all 50. The Clean Air Act of 1990 

forces companies to look at alternatives in their employees transportation needs (Cooper 

Jr. p. 45). 

Although government mandates are not necessarily the route one would want to 

take, it is the push companies need to consider an alternate method, such as 

telecommuting. The best overall method would be for companies to want to be on the 

forefront of change with a proactive attitude. But to change a complete business culture 

overnight will not happen. The Clean Air Act may be just the push companies need. 

According to the Kansas City Business Journal, as of 1995 there were more than 

2,000 Missouri companies required to comply with the Clean Air Act. Companies must 

obtain a permit when they have the potential to emit above the threshold levels. The 

article explains that most companies affected are those with equipment or manufacturing 

plants that emit exceedingly at this time (Kansas City Business Journal p. 22). 
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[n the course of researching the literature on air pollution, 1 was helped in my 

research by a state librarian with a phone call to the Air Pollution & Control for the State 

of Missouri. The phone conversation with Peter Goode of the Air Pollution & Control for 

the state of Missouri, confirmed to me that there is only one area in the state of Missouri 

that bas non-attainment for ozone. Emissions that pollute the air directly because of 

commuting only occurs in St. Louis. St. Louis and its surrounding areas are classified as 

a moderate ozone level (Goode). 

Under the EPA, the Congestion, Mitigation and Air Quality improvement 

Program, there are 5 classification of ozone levels, they are: Marginal, Moderate, 

Serious, Severe, Extreme. These classifications were the creation of a program called 

The Congestion Mitigation & Air Quality Improvement Program. (Public Law 

Stat.1933). Each year, beginning in 1992, the government has set aside money for this 

program and the amount increases each year. By the fiscal year 1997, the funds will be 

up to $1,029,000,000. These funds will be dispersed by the Highway Transportation 

Commission to help each state comply with the Congestion Mitigation & Air Quality 

Improvement Program(Public Law I 05 Stat.1919). 

It is significant to know that grant money exists to fund a telecenter. As in all 

government programs, knowing where and how to find the funds is the key. In the case of 

Missouri, only those areas that are classified ozone contributors qualify. Ifl understand 

the laws correctly, St. Louis and its surrounding areas are the only ones who qualify for 

this money under the Congestion Mitigation and Air Quality Control program. This 

means any and all programs that promote clean air qualify for money to launch a 

program. A company could open their own telecenter with the help of this program as 

well as the one the City of St. Peters is opening. 

When it comes to government advocacy, it does not end there. After reading the 

article, "Employers Tax Breaks", from Home Office Computin~. August 1994, on 

telecommuting, I found that Representative Bill Balcer of California was trying to pass 

telecommuting tax credit legislation. I phoned the Representative's office and his staff 

sent literature containing the following information. Right now in the Congress of the 
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United States House of Representatives, Representative Bill Baker of California is trying 

to pass a bill, H.R. 1316. This bill explained in laymen's terms is: 

THE TELECOMMUTING TAX CREDIT ACT OF 1995 

• Provide employers with a $500 tax credit for each employee who 
telecommutes 40 hours per week from home. The credit is pro-rated 
according to the percentage of time spent telecommuting, i.e., 20 hours per 
week of telecommuting qualifies an employer for a $250 annual tax credit. 

♦ Provide employers with a $250 tax credit for each employee who 
telecommutes 40 hrs. Per week at a telecommuting center. (The same pro­
rating applies. 

a) Being closer to the employees residence than the central 
worksite of the employer; 

b) A faciJ ity where employees of two or more employers 
or separate business units of the same employer perform 
services; 

c) The telecommuting center is separate from the central 
worksites of the respective employers. 

♦ The bill caps the tax credits any one employer may receive to no more than 
50% of normal tax liability. 

• Information provided by the office of Representative Bill Baker (R) California. 

This bill rewards companies for proactively pursuing telecommuting, as opposed 

to the EPA fining of companies for not complying. As of February 1996, the bill had not 

passed, but if it does, it wiJl have an impact on telecommuting. Not only would 

companies be complying with the Clean Air Act, they would also be getting a tax credit. 

This newest category of controversial articles written about the concerns of 

telecommuting, is the affects on the rural areas. Kenna R. Seal and Robert L. Harmon 

wrote, "Realities of Rural School Reform", and took in in-depth look at how technology 

has made it possible to bring education, training and employee opportunities to rural 

areas. A pilot program done in the Appalachians found that because of the dwindling 
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student enrollment more schools were going to have to be merged. This meant a burden 

would be put on students, and an increased chance of High School dropouts (Seal p.119). 

With the technology to set up telecenters, a college education or technical training 

was now available to the Appalachian communities that previously saw poverty as a 

continuum in their circle of life. With the local residents educated and trained, more 

outside businesses and industry were willing to relocate to the area (Seal p. 123). 

Technology also made it possible for the schools to link up to an unlimited network of 

information (p.124). 

A complete opposite view of telecommuting and its effect on rural areas came 

from James H. Snider, in the article, "Information Superhighway". Snider claims the 

environmentalists are worried that telecommuters are going to pillage the scenic lands 

and streams. With 80% of Americans living in metropolitan areas, the environmentalists 

are worried about telecommuting redefining rural life (Snider p.18). Specific concerns 

are the loss of forests and open lands due to an invasion of populace from the urban 

areas. Their answer to this concern is to strengthen land conservation incentive laws now, 

before the infiltration happens (p.21). 

To deny that telecommuting has a downside is like wearing your left shoe on your 

right foot, you are ignoring the obvious. In researching the literature l found for every 5 

articles on the advantages of telecommuting, there was one on the disadvantages. 

Telecommuting is not for every employee or every company. Some employees overwork 

because they do not know when to quit, while others overeat due to the increased access 

to food when working out of the home (Bredin p. 9). 

Another telecommuting dark side for companies pointed out by Betts, is the cost 

to equip an employee with the technology needed to telecommute. The cost to equip a 

telecommuter can exceed $4,000 for start up and $2,100 annually (Betts p.55). These 

costs were based on setting up an office to be the telecommuters home from the road. 

David Bjerklie points out another disadvantage in his article, "Telecommuting: 

Preparing for Round Two", that the most common way a telecommuting project is 

sabotaged, is by the other co-workers. Bjerklie walks us through a hypothetical scenario. 

A company has an employee who wants to set up office at home. The employee is 
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productive and the boss and the company agree to try a telecommuting situation. The 

other employees catch wind of the situation and become jealous and make chaos among 

co-workers. The company sees this and ends the project This happens every day, and to 

avoid it a company can set up guidelines and make telecommuting an opportunity for all 

the employees (Bjerk.lie p. 20). 

What doesn' t come through fully in the literature to date is how advantageous 

telecommuting can be to society as a whole, this is the most current topic in 

telecommuting. Robert Maynard in his article, ' 'The Growing Appeal of 

Telecommuting", interviewed Warren Masters and Faith Wohl both with the Office of 

Workplace Initiatives, United States Government Service Administration. Faith Wohl 

thinks that telecommuting will have a place in solving some of society's problems. 

(Maynard p.61). This is significant in the research of the literature because they were the 

first to admit that telecommuting was more than just an increase in worker productivity. 

Warren Masters goes on to telJ us that he feels telecommuting benefits go beyond 

the employee and the employer. Masters feels telecommuting can improve the family 

function and increase civic involvement He goes on to say that Telework is a timely 

response to today's pressing problems. The article also pointed out that the government 

plans to put 2% of their employees into telecommuting (Maynard p.62). 

I was so impressed by this information in my literature review that I called Mr. 

Masters office in Washington DC. From the phone call I was transferred to a Mr. 

Wendell Joice, Research Psychologist with the Office of Workplace Initiatives, United 

States Government Services Administration. Mr. Joice told me that the federal 

government passed a bill called the National Telecommuting Initiative sponsored by the 

President's Management Council. The goal of this National Initiative is to have 3% of the 

federal employees telecommuting by fiscal year ending 1998 (Wendell Joice). This is 

significant because the government is backing what they believe to be an important issue. 

Telecommuting is an issue that is evolving as we speak. It needs to be 

categorized to effectively address the different concerns or issues of each division. The 

technology for telecommuting is there and is user friendly. Management is becoming 

more aware of telecommuting benefits and is addressing a new style of effective 
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management for it. Human Resources also must address telecommuting issues with 

guidelines that work for the employee and the employer. 

The government is also part of the telecommuting evolution. Because of 

pollution, the EPA and its enforcement of strict codes is giving telecommuting a boost. 

The boost is also helping rural communities who now have access to training and better 

employment because of telecommuting. There are companies implementing 

telecommuting that are at the forefront of technology. In most cases, companies' 

experiences with telecommuting .is showing positive effects on their bottom line profits. 

The literature suggests that there are disadvantages to telecommuting, but if addressed 

now these can easily be redirected or overcome. The bottom line ....... Society overall is, 

can, and will directly benefit from telecommuting. 
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After researching the expansive range of topics on telecommuting, there is a 

fundamental bond that unites them. With telecommuting there are 3 benefactors: the 

planners, the businesses, and the workers. Developing a successful telecenter can 

satisfactorily meet all their needs. With the help of the research stud.ies, "The 

Telecommuting Center and Related Concepts" and "Telecommuting: Moving the Work 

to the Workers", we will take an in-depth look at setting up a telecenter. All the 

information for this chapter is from research reports specifically compiled by the 

University of California and Commuter Transportation Services, Inc., and the Federal 

Highway Administration and the State of California Department of Transportation. 

At the conception of a telecommuting project, it is crucial a decision is made as to 

which type of telecommuting is best. The authors, Michael Bagley, Jill Mannering, and 

Patricia Mokhtarian, of "Telecommuting Centers and Related Concepts: A Review of 

Practice," give us an in-depth look at the choices available for telecommuting. There are 

2 types of telecommuting, home based or center based. Within the center based category 

exists single or multiple employers (ES-1 ). It is important to know and understand the 

advantages and disadvantages of all options for telecommuting. 

The advantage of home based telecommuting is that it is pollution free (ES-1 ). 

Since the employee has no commute, the environment is spared and the employer 

complies with the EPA guidelines (ES-1 ). Another advantage for the employers is that 

they do not pay rent in a home based office (S-1 ). Disadvantages that the employee has is 

no face-to-face contact with their co-workers. Another disadvantage is lack of boundaries 

between home and work with no transition time. Home also may not be a desirable place 

to work and there may be small distractions such as overeating, smoking, or substance 

abuse (S-3). 

Experts agree that full-time work at home will be the least popular form of 

telecommuting (S-4). It seems clear from the research on home based telecommuting that 

the advantages lie with the employer with the employee burdened with most of the 

disadvantages. 

The advantage of a telecenter versus a home is that there is a distinct set of 

boundaries that separate home from work. There is also the interaction with others that 
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helps employees in socialization and makes for a professional atmosphere. The actual 

commute to the center provides a transition time to or from work (S-3). Center based 

telecenters also offer increased security for companies' materials and equipment as well 

as the ability to share equipment (ES-I). 

The advantage of a multi-employer center begins with the marketability of the 

idea to small and medium sized businesses' economically, it helps the employer. A 

multi-employer center decreases the risk for large employers to test the concept on their 

own, because the employers do not have to commit, and if they want to end it they can 

with little trouble or loss of investment. If the telecommuting concept works for them, 

they can develop their own center (S-7). Other advantages are: the availability of 

conference rooms and availability and opportunity to share equipment. While worker and 

property liability are a tricky issue in home-office telecommuting, a telecenter offers 

more defined and controlled atmosphere. Supervisors also tend to feel more confident 

that the employee is working at a telecenter rather than at home, simultaneously the 

center provides a professional image(S-4). 

The disadvantage to a multi-employer telecenter is the cost of rent (ES-3), and the 

distinction on the part of the tenant employers to pay rents of fair market value or any at 

all (ES-4 ). If a telecommuter maintains a desk at the office (ES-3), then the manager 

bears the task of reorganizing how office space shall be utilized (ES-4). It is also difficult 

to prove increased productivity to management that would offset the cost of renting more 

space for the employee (ES-3). Another disadvantage for the employer is the task of 

training their management in supervisory techniques appropriate for working with 

telecommuters (ES-4). 

Because single employer centers were usually implemented without any public 

subsidy or run by large corporations, there is no documented research and few 

examples.(S-6). Because of these factors, there were no case studies of these centers 

available to use for this project. Both home and center based telecommuting may 

continue in the future, but each will serve a different market segment (S-4). 

After reviewing all of the case studies in, "Telecommuting Centers and Related 

Concepts: A Review of Practice", 12 key areas emerge as important to any future 
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telecenter inception.(S9). The key areas are: Goals & Objectives, Time Required, 

Training, Marketing, Location, Management, Features, Security, Financing, 

Telecommuter Description, Center Utilization, and Transportation. 

In the case study findings there are three key areas of~ and objectives set by 

the telecenters. The first goal is transportation; this would reduce air pollution, conserve 

energy and decrease traffic commutes. The second goal is increased cost-effectiveness; 

the telecenter promotes the surrounding businesses and produces economic development 

for city planners. The last goal is research; unfortunately, however, although it was 

important to keep records for future centers' success, many did not (S-9). 

The tiiw required to set up a telecenter, the studies report, is 6 weeks to 3 years; 

the average telecenter took 6 months. The study felt that 12 months was needed to do it 

properly because it allowed for finding the right site, doing the necessary marketing 

research, developing and implementing a marketing plan, and creating sound telecenter 

policy to serve as guidelines for users and staff. Two factors that directly influence the 

length of time needed, are the time spent on site location and marketing goals. The 

studies show that more time is essential for marketing than choosing site facility(S-10). 

The studies stress that trainin~ is one of the key elements that need to be solidly in 

place in order to prepare telecommuters for successful participation. Training needs to 

cover house rules and use of equipment, as well as seminars on how to work a successful 

telecenter (S-10). The studies conclude that informational packets provided guidelines 

for appropriate work and allowed for fewer misunderstandings (S-1 1 ). Training is 

detailed at end of this chapter. 

Marketin~ and promotion in all the case studies stand out as the key element of a 

successful telecenter. This element is to be taken seriously, handled by professionals, 

done early and continued as long as the telecenter exists. Since it is the key factor, chapter 

4 details a marketing and promotions plan for this project's telecenter. 

Location is the fifth element uncovered by the case studies. A tenant ready 

location is considered the best. The other important considerations are accessibility, 

elimination of commute, and proximity to restaurants, post office, banks, dry cleaners, 
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etc.(S-12). Site location was important for its convenience and further reduction of any 

use of air polluting transportation (ES-2). 

Another key element acknowledged in the case studies is center mana2ement. A 

full time manager with on-site technical support is considered a requirement. The actual 

duties of the manager could include service to workers, monitoring equipment, creating 

reports and financial records, hosting tours, overseeing site security, technical support, 

public relations, and center evaluation (S-12). 

Center features is another key area defined by the studies. Features needed in a 

well planned center are an equipment room, reception desk, administrative office, lunch 

room and most importantly a conference room. For the actual work space a desk, chair, 

phone, computer, file cabinets, and a LAN are all desirable. Anytime the software, 

printers or files can be shared is considered a cost saver to the employer and thus, an 

advantage (S-13). 

Security, the studies report, is often an afterthought of employees, but is in fact a 

very key element. Security is, of course, of great importance to the employers and to date 

the studies report, no problems have been reported at any of the telecenters reviewed. It 

was key for a telecenter to avoid leasing space on the same premises as the competitors, 

to assist in noncomplication of security for the companies. The availability of private 

offices with a lock and key can also help employers with the security issue (S-14). 

Finance, is a key element to those considering opening a telecenter. Start up cost 

of a telecenter, the studies estimate at between $120,000 dollars up to $425,000 (ES-3). 

A Breakdown of income and costs was seldom available, but 30% to I 00% of start up 

costs is reported as provided by the public sector. Of that amount, 30% to 40% were 

funds supplied by the government (S-I 6). The actual employers who participated paid a 

lease fee of anywhere from $0 to $850 a month with $100 being the average (ES-3). The 

actual cost is proportionate to the number of occupants (S-16) but estimated monthly 

operating expenses came out to be between $6,600 to $18,900. To date there are no 

financially self-supporting telecenters (ES-3). 

Another area cited in the studies, participants description gives a demographic 

breakdown of a typical telecommuter. The description broke this composite person down 
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as; 2/3 male, highly skilled field (ES-3), professional, with programmer being the most 

descriptor (S-16). Clerical applications are rare because management tends to be against 

it; what few there were, were commonly part-time (S-16). A need to reach other types of 

users, than those currently involved in telecommuting center programs is cited in the 

research (ES-3). 

The next area of discussion, cmter utilization, is basically the mathematical 

breakdown of workspace representing the percentage of workday space occupied (S-17). 

To reach this number, one must divide the average number of spaces used per day by the 

average number of spaces available (ES-3). Identifying the optimum occupancy level is 

an important consideration (S-17). The average mean utilization from the case studies 

was 34% and varied from 13% up to 90%. An important related factor is the amount of 

rental income needed to offset the overhead costs (ES-3). 

The final key element brought out in the case studies is transportation. Reducing 

commutes was the objective, because of the lack of record keeping, there are no studies 

yet that evaluate the impact oftelecenters on transportation (ES-3). The only key 

conclusions available from the transportation standpoint reveal that 93.4 were the average 

commute miles, 2.8 hours the average commute time, 35 mph the average commute 

speed, and the commute was not so much long, but slow (S-17). 

All of the preceding key areas identified by the research report "Telecommuting 

Centers And Related Concepts: A Review of Practice" are fundamentally indispensable 

to cover if one is to consider opening a telecenter. This is why, for this project it was 

necessary to identify, list and explain each one. 

The concluding discussion of this chapter comes directly from the Commuter 

Transportation Services, Inc., prepared handbook on how to set up a telecommuting 

program. The report was prepared through grants from the United States Department of 

Transportation, Federal Highway Administration, with the cooperation of the State of 

California Department of Transportation. The handbook specifically deals with 

companies putting employees in their homes to work. For this project, however, we are 

going to focus on the handbooks guidelines on selection, policies, and training of the 

supervisor and the employee for telecommuting. 
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Before a company implements telecommuting, it is important to carefully choose 

the potential telecommuters. Of all the literature l reviewed for this project, these 

selection surveys were an indispensable tool for anyone considering telecommuting. 

Appendix A is the "Complete Selection Survey for Employers" put together by the 

authors, Elliam Shirazi, Jeffrey Fink, and Joanne Pratt. The survey is found from pages 

59 through 62 of the Commuter Transportation Handbook, "Telecommuting: Moving the 

Work to the Workers" . (See Appendix A} 

In Appendix B we have the "Selection Survey for Supervisors" which is found on 

pages 63 through 66 of the Commuter Transportation handbook. This is for supervisors 

to fill out for the potential candidate who wants to telecommute (Commuter 

Transportation Handbook p. 59). (See Appendix B) 

The training session designed by the authors for the Commuter Transportation 

Services, Inc., is a masterfully designed program that gives the training, monitoring and 

evaluating of telecommuting. For this project, we will only focus on the sections for the 

program that would directly relate to a telecenter. 

The authors point out that a well-designed telecommuting program will not work 

if the people telecommuting do not know how to use it. Training is one of the key 

preparations for a successful telecommuting project. To begin one must know how to 

schedule the telecommuter (21 ). The following steps on evaluating employees jobs was 

prepared by Commuter Transportation Services: 

What to do: 

l . Hand out copies of the Calendar worksheet. (See Appendix C) 

2. Ask employees to think back to the week prior and list on the calendar 
each specific task that they performed during the week. 

3. Evaluate the number of days per week they could telecommute at home 
by instructing them to: 

• Circle tasks that could be done at a site other than the main 
office. 
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• Circle face-to-face meetings that could have been handled by 
phone from their office at home. 

• Group together the tasks they can do at home onto days they 
did not have to be on-site. 

• Cluster the on-site tasks onto the remaining days. 

• Ask them: How many days last week could you have 
telecommuted by rearranging your schedule? Was last week 
typical? 

4. Ask employee the number of days per week they think they could 
telecommute on a routine basis. 

5. Employees should also check off any equipment that they used while 
working (22). 

Not only is it key to evaluate the employees jobs, it is also important to evaluate 

the managers perception of the employees job. The difference between what the manager 

versus the employees perceives to be telecommutable work can be cleared up through 

these two worksheets. 

The next step for our project would be the managers' view of a workable 

telecommuting scheduJe (25). 

WbattoDo: 

1. Hand out copies of the Calendar worksheet. (See Appendix C) 

2. Instruct managers to fill out a separate calendar for each telecommuter. 

3. Evaluate the number of days their employees could work at home by 
instructing them to: 

• Write in each face-to-face meeting. 

• Circle any face-to-face meetings that could have been handled 
by phone or memo. 
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• Group together the tasks that employees could do at home on 
the days that the employee did not have to be on-site. 

• Write in any tasks that the telecommuter could only have 
performed in the central office. 

• Ask them: How many days last week could the employee 
have telecommuted by rescheduling? Was last week typical? 

4. It may be appropriate with some people to discuss the pros and cons of 
telephone or conference calls versus face-to-face meetings (25). 

The goal of the first worksheet is to determine how many days per week a 

candidate can feasibly telecommute (2 1). The goal of the second worksheet is for the 

supervisor to determine what telecommuting schedule is most feasible for this employee 

(25). Both will give the employee and the employer a better understanding of what work 

and how much time is practical when telecommuting. 

The next step is equipping the telecommuter. A telecommuter makes a checklist 

to decide what equipment is required, such as reference materials and supplies. It must be 

determined who will provide the equipment, and what on-site support is required for 

access to the office automation system. The goal is to determine what the telecommuter's 

needs are from the company's standpoint (28). 

The next step outlined by the Commuter Transportation Handbook is 

Communication and Evaluation. The Goal is to help telecommuters and their managers 

learn how to communicate daily without face-to-face contact. (30). 

What to Do: 

1. Establish through discussions with the telecommuter or telecommuters 
that their manager bas a responsibility. 

• The manager should give detailed instructions. 

• The telecommuter should ask questions to get feedback from 
the job that they are expected to do (30). 

2. Use the MBO management approach, Management By Objectives. (31) 
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The Commuter Transportation Handbook does not detail why MBO is the best 

approach. But ifwe refer to Peter Druckers definition from his book, An Introductory 

Yiew ofMana2ement, Management By Objectives means that every job within an 

organization is working towards the objective of the organiz.ation as a whole (351). In 

order for this to occur, managers must have policy and structure which leads to an 

organized purpose (352). MBO integrates individuals efforts into the common 

performance (364). 

With the Commuter Transportation guidelines, it will help the manager define to 

employees what the expectations are while the employee in turn will know what is 

expected of them. MBO is a sophisticated approach found difficult for many managers to 

achieve but will contribute to the success of the company. With telecommuting being a 

new approach to enhance the employees life, it too is an enhancement to the common 

performance. 

Another implementation outlined by the Commuter Transportation Handbook is 

Addressing Concerns. The purpose for acknowledging this issue is to assist the 

telecommuter and the manager to better understand each others concerns (31 ). The 

following is from the Commuter Transportation Handbook on what to do when 

addressing the concerns of managers. 

What to Do: 

1. Ask telecommuters and their managers to compare their lists of 
concerns. They should: 

• Try to resolve or dispel each item. 

• Try lateral thinking, that is, new ways to handling issues in 
this new situation. 

Example: How to handle others in the home answering 
the telephone during business hours. Solution: install a 
separate business line in the home off limits to other 
household members. 

• Decide what procedures will best serve the clients, customer, 
employer and employee (31 ). 
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The last step of training is Monitoring and Evaluating. It is important to get an 

idea if telecommuting is working for your company. By monitoring and evaluating you 

are able to fine-tune your telecommuting program There are two types of evaluation, 

informal and formal. The informal is asking around while formal sets up interviews, 

focus groups, surveys and research data (33). Either way one chooses to go, it is 

important to monitor and evaluate your telecommuting program. 

Although step by step training was set up for home telecommuting, in this 

handbook, a telecenter can adapt to this program. In reviewing the literature, there has 

been no other writing so complete to walk both the telecommuter and the supervisor 

through training. Appendix Dis a Sample Telecommuter Assignment designed for 

supervisors (54-55). (See Appendix D) 

The last section covered is the Sample Telecommuting Policy. Appendix E has 

the sample Telecommuting Policy put together by the authors. The sample policy will 

outline all information needed by any person or company needing to set up policies. The 

policy outlines any agreements or expectations of employee and employer. As the case 

studies on training pointed out, set rules (policies) are a key part of the training element 

(S-10). (See Appendix E) 

This chapter covers specific studies from current telecenters and the Appendixes 

are surveys, training guidelines, and policies created by experts in the growing field of 

telecommuting. Since it is a new and developing field, many individuals who are 

currently considering telecommuting are unaware that this information exists. Utilizing 

the outlined information in this chapter will keep other telecommuting projects from 

reinventing the wheel. This chapter will clarify any questions' planners, businesses or 

workers have of telecommuting and if it would work for them. 
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