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Abstract

Literature was reviewed to investigate the fordes are driving telework arrangements, the perceive
benefits and drawbacks from teleworking, and therexto which teleworking arrangements are utilized
in the United States in both the private and pubéctors. Results of a qualitative case analyss ar
presented, comparing the experiences of manageb®tm a large profit-seeking travel management
corporation headquartered in a large Midwestemninithe United States and a large state goverrahent
agency headquartered within 50 miles of that cilyganizational similarities and differences are
identified in the skills and competencies which apmsidered key in managing teleworkers, unique
challenges to supervising teleworkers, and appesaased by managers to develop self-reliance and th
capacity for teamwork in teleworkers. Finally, clusions regarding key telework manager skills and
strategies which may be effective for organizatioffering telework arrangements to employees are
presented along with suggestions for future re¢earc

Keywords: teleworking, telecommuting, management stratefpegrofit, public agency

1. Introduction

Teleworking utilizes communications technologyThe U.S. Office of Personnel Management (OPM)
as a means of substitution for work-related travé2006) defines telework as a “work arrangement in
and enables team members to interact virtuallyhich an employee regularly performs officially
with one another without having to be physicallyassigned duties at home or at other work sites
present at the office at the same time (Day argkographically convenient to the residence of the
Burbach, 2011). Teleworkers are sometimes facesnployee” (p.2). Teleworking enables workers to
with time sensitive decisions that require action dnteract virtually without having to be present at
the exercise of judgment in generating solutionthe office. While the utilization of telework
when team interaction is not possible. Tharrangements has become common in the private
challenge for managers is to simultaneouslyector, teleworking initiatives have only recently
develop self-reliance in individual teleworkersbeen initiated in many public sector organizations
along with the capacity for teamwork. in the United States.

Forces Driving Telework Arrangements

2. Literature Review Day and Burbach (2011) suggested that telework
decisions are driven by the nature of the work, the

rceived convenience to the teleworker or other
¥am members, travel related costs or demands,

Teleworking was introduced during the 1970s as
means to substitute communications technolo
for repetitive work-related travel (Niles, 1994).
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economic cost savings from not having to maintaiwith respect to culture, gender, and age. This
office space, and the likelihood of businesicreasingly diverse workforce will create
disruption during emergencies. However, thiadditional strains on management as employers
provides an incomplete view of the forces drivingittempt to satisfy the training needs of telewaker
teleworking. A more complete view of the decisiorb
drivers would include global economic, social,
political and environmental pressures, as well aeleworking benefits  both  workers  and
the emergence of internet and remote commao¥ganizations, as work opportunities are expanded
nication technologies, education, and rapidlpeyond traditional geographic boundaries. Tele-
changing workplace demographics. (Agresyorkers often realize savings on travel related
Edberg, and Igbaria, 1998; Kolman, 2008; Murragxpenditures, clothing, food, and dependent care
and Mohamed, 2010; Leung, 2004; Meister anHilbrecht, Shaw, Johnson and Andrey, 2008;
Willyerd, 2010) Leung, 2004). The time savings from not having to
Since the late 1990s, internet commerce has moveg mute and _the ab'“t.y 0 get a 'erX|bIe work

' edule may increase job satisfaction, enable one

pec_)ple towards virtuql informatio_n soci_eties ir}o reserve time for dependent care, reduce stress
which goods and services are provided without thaend improve the teleworker's work-life balance

need for direct face-to-face interaction wit o .
consumers (Agres et al., 1998). Leung (ZOOZBDay and Burbach, 2011; Hilbrecht et al., 2008;

suggested that much of the work in an informatiogeung’ 2004; Major, Verive, and Joice, 2008). In

. ddition, the ability to create a customized work
society can be performed by teleworkers. Facmr%vironment may be accommodating to workers
which have transformed the way Americans wor

. . Iy esiring greater privacy or with special needs or
include public policies that encourage deveIOpmer(;ﬁsabiIities that limit their ability to relocater o

of community and rural network infrastructures . X i
y ommute to work on a sustained basis (Bricout,

increased computer literacy, a necessity to a(dnpt%OM; Collins and Moschler, 2009; Day and

phange in response to globallz_atlon, downsizing Gurbach, 2011: West and Anderson, 2005).
jobs, trends toward self-service and automate

delivery of goods and services. Today, manyeleworking promotes development of improved
homes are equipped with technologies thamanagement skills in allocating tasks, planning,
integrate high speed internet (e.g. broadband cablacilitating mediated communication, and in
DSL or satellite), telephone (e.g. digital voiceeov monitoring work (Leung, 2004). It may improve
internet protocol (VOIP), personal computersproductivity by eliminating absenteeism, commute
laptops, electronic tablets, cellular devices, aritme, idle time spent socializing, and office
entertainment receivers to deliver high qualitgistractions (Collins and Moschler, 2009; Day and
sound, image, text, and data processingurbach, 2011). Teleworking can enable the
capabilities. At the same time, teleworkers haverganization to continue or restore its operations
been empowered to make business decisions falowing a disaster, as the organization is not as
organization structures have become flattened @fependent upon having employees on-site at its
response to economic and competitive pressuradfices. (Collins and Moschler, 2009; Day and
For many, the prospect of working in a virtuaBurbach, 2011) The organization may realize
environment is acceptable or even preferred gavings from not having to provide office space,
traditional office work settings. parking, and supplies for employees (Day and

Byrbach, 2011; Leung, 2004). Teleworking also
\Il‘vil:ﬂgrézggg)tﬁgggj;i tga:;?jnscglraz%eeor;tﬁlentggnefits society in reducing commuter traffic, fuel
. . P Oye88nsumption, air pollution, crowding in cities, and
are factors driving telework. By offering teleworl\Near and tear on transportation systems (Day and
as a work alternative, workers view telework as @urbach 2011: Leung, 2004)
means of enhancing their quality of life. There may ’ ’ ’ '
be forces, however, that counter the drivers dtotential Drawbacks of Teleworking

telework. Meister and Willyerd (2010), forT - :

. eleworkers may feel socially isolated, or may
ixam_ple, precll(lfct that_“byl/) the year 205.0’ thﬁﬂss coffee breaks and discussions about
merican workforce will become more IVerseorganizational news (Leung, 2004; Collins and

otential Benefits of Teleworking
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Moschler, 2009). They may prefer face-to-facdhere may be an increased risk of information

meetings to computer mediated discussions eecurity breaches due to sensitive information
conference calls (Leung, 2004). Distractions dieing transmitted over public networks and stored
home may make teleworking infeasible (Leungn unencrypted form. This is considered to be one
2004). Teleworkers may not have the discipline tsignificant drawback to the use of teleworking by

adhere to established work hours or to worgovernment agencies (Collins and Moschler, 2009;
independently to meet deadlines, and may Heay and Burbach, 2011). Also, organizations have
tempted to put personal priorities ahead of workess control over the maintenance of computer
Individual contributions are not as noticeable, anegquipment (Day and Burbach, 2011). Opposition to
may not be recognized by supervisors and cteleworking arrangements from unions, the IRS,

workers. This could hinder career advancement. and OSHA may also be issues, as workplace
addition, the teleworker may incur costs ircompliance standards may be extended to the
establishing internet access, network connectivityeleworker's home (Ford and Butts, 1991).

personal (;omputlng equipment and software Whlcarowth in Utilization of Teleworking

are not reimbursed.

. . The number of teleworkers in the United States
It is desirable to assemble a team of teleworkeéi

with complementary skills: however. assessment creased from 4 million in 1990 to more than 19.6
) P y ; A . illion in 1999, with up to 27% of employers
skills can be a challenge without some direc

- ffering telework arrangements by 1998 (Leung,
supervision (Day anq Bu_rbach, 2011).' Ne 004). By 2011, the number of people estimated to
employees may require time to acquire an

- L : . lework in the United States at least one day per
assimilate organizational information and tQNeek had risen. but was estimated at under 30

esta_blish work relatio_nships. Younger workers, | illion by the Telework Research Network (2011).
particular, may excel in the use of technology, bli the Federal government, 25% of telework

may struggle in developing Interloersonaeligible employees participated in some capacity of

relationships with team members without som . o
initial face-to-face interaction (Day and Burbachﬁe;?g\rlgrk(bnszg#’c ; P Oi;roge:(s)gggg 2,\%:;] ;gir%/gﬁ:

2011). 2012). Day and Burbach (2011) noted that many
It may be more difficult to develop trust betweergovernment managers resist teleworking; a few
supervisor and teleworkers (Leung, 2004exceptions were noted in states that have
Telework requires skills such as listening, verbalstablished telework initiatives, such as Virginia,
and written communication, conflict resolutionArizona, California, Connecticut, Minnesota,
team support, and productivity monitoring, whictOregon, Texas, Utah, and Rhode Island. In a
some supervisors may lack. (Day and Burbackurvey of adult workers in Michigan, nearly one in
2011; Leung, 2004). Telework may reduce tearive reported working from home instead of
collaboration and disrupt team unity if teleworkerecommuting, and 28% reported willingness to
are treated unequally, are excluded from importatelework if given the opportunity by their
meetings, or if the communication infrastructure oemployers. A few cities that have telework
facilitation skills are lacking (Day and Burbachinitiatives include Dallas-Ft. Worth, Phoenix, and
2011; Harbert, 2008). Feelings of disconnectedneSan Diego (RIDA, 2002).
from the organization, lack of identity with the
organization’s culture, and the absence of tea
spirit may limit teamwork (Day & Burbach, 2011).There is a need to better understand the
It is important for supervisors to possess oexperiences of managers in developing self-
develop strong interpersonal and conflicteliance and the capacity for teamwork in tele-
resolution skills to ensure that team unity isvorkers. Lepsinger and DeRosa (2010) reported
maintained. Telework may reduce creativity anthat 27% of virtual projects failed or were non-
productivity if expectations are not set, technglogperforming, despite established use of virtual
tools are not provided to teleworkers, oteams in the private sector (Day and Burbach,
monitoring capabilities are not in place (Day an@011). In light of the preponderance of studies
Burbach, 2011; Schindler, 2007). from the private sector, Day and Burbach (2011)
suggested that the application of telework

%gnificance of the Problem
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arrangements in public organizations calls for mongools were selected with the assistance of two
perspective from public organizations. The uniqugatekeepers, both employed within their

challenge for these managers is in developing tearganization to provide access to participantshBot
members who may have different motivationafjatekeepers had a professional working
needs, so that they are able to work independenttglationship with the individuals within their

and at the same time are willing to collaborate armhrticipant pool, and both prospective participants
focus on accomplishing team goals (Wright 200held a telework management or supervisory
2007). position within their organization. Each gatekeeper
rovided a list of telework managers or supervisors
telework experiences of managers in a priva S c.hoose from. .Of the thirteen names provided
sector firm and a state governmental agency Wthm.the. fOf-le’OfIt corporatehtravel ]rcnane;]gemer:jt
order to improve our understanding of telewor qgiaer(]jlzjglc?:’thi i)\gigcivr\)/grrlf c(;itgrsigr;ngra\taﬁ QE;[ILth y
Specifically, we aim to identify, organlzatlonaIAISO, of the thirteen participant names provided

differences in managerial skills and competenmeiithin the state wildlife management department,
i

identify challenges to developing and managin ne were chosen for the study based upon

teleworkers, and identify approaches used - o .
develop self-reliance and the capacity fopartlupant criteria and availability.
teamwork in teleworkers in a corporate travelhe interviews were semi-structured and designed
agency and a state wildlife agency. The centréd explore the participants’ thoughts and feelings
research question for this study was: How dabout their experiences in managing teleworker
governmental and corporate managers d&kams. The interview process was guided by an
teleworker teams interpret their leadershiinterview protocol containing four open-ended
experiences? guestions. The questions were focused on
participant perceptions about technical and
interpersonal skills and competencies that are
3. Research Methodology imperative to managing teleworkers, the unique
: , . hallenges to developin and  managin
Data analysis was conducted on interview da %Iewor%ers, and  the pap?proaches usedg ?0
from eleven corporate travel managers of;

. . s S{multaneously developing self-reliance and the
supervisors and nine state wildlife managemen

officials.  The samole of corporate travelcapaCity for teamwork in teleworkers. Initial
ey amp P responses to questions were probed by the
participants consisted of two males and ning . .
. : . . |8terV|ewer to ignite more thorough responses.
females, including two directors, six managers, an
three supervisors. The sample of state wildlif@articipants were interviewed at a mutually agreed
management participants consisted of eight malepon day and time via telephone to ensure privacy,
and one female, including two Fisheries Assista@nd interviews were recorded in a secluded office
Division Administrators, one Wildlife Outdoor using a speaker phone and digital recording device.
Education Specialist, one Fisheries DistricThe interview analysis consisted of organizing and
Manager, and five Wildlife District Managers. All transcribing the text. A preliminary data analysis
participants had been employed by their curremtas conducted to gain a general feel of the data
organizations for more than one year, werthrough detailed readings of the participants’
responsible for the supervision of at least twperspectives. Then data was coded and organized
teleworkers, and had at least five years dfy interview question, theme, organization and
professional working experience. participant using a simple spreadsheet to compare
A qualitative case studv approach was utilized tand contrast organization differences. It is thioug
q y app . f?‘nis process that units of data, words, sentences o
address the research problem. Because little 1S . . .
ta chunks were compared in order to inductively

known about the differences in experiences 0evelop thematic categories. To ensure the validity
corporate verses public managers of teleworker ! the findings, a member checking process was

and because the researchers seek to understand the "
e , ) o . incorporated where participants were asked to
participants’ experiences, a qualitative design wa
; . . check the accuracy of the account (Creswell,
appropriate (Creswell, 2008). Separate participan

The purpose of this study is to compare th
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2008). In addition, samples of interview trans@iptVerbal communication skills: Ten of eleven
were subjected to an external expert audit to @nsworporate participants and seven of nine state
validity of findings. Once the interview wasgovernment participants considered good verbal
transcribed, a copy of the summary analysis wa®mmunication skills key for telework supervisors.
provided to the participants along with feedback oRarticipants from both organizations commented
themes concerning experiential factors notedn the potential for miscommunications to occur
during the interview. Because the participants didue to inherent limitations of e-mail. The followin
not indicate inaccuracy of the results, theesponse from a state government participant
interpretations were found to be fair and accurat#élustrates this theme:

resulting n findings that are deemed to .b‘la‘ve had an instance where, in a report | asked for
grounded in the data, logical, and appropriat

Sne thing, and | got something else. And, it jsst i
(Creswell, 2008). matter to me of picking up the phone and saying,
okay, so what you did was great, but here’s what |
actually need. Or, sometimes | will send them an
example of what | would like to see.
This section presents themes drawn from the Key,iqre periodic face-to-face meetings: Seven
telework management issues described tg

4. Findings

articioants. Thirteen themes are common o bo eleven corporate participants and five of nine
participants. Tl ate government participants considered good
organizations; however, there are two them

: o th vate f fit i Ace-to-face meeting facilitation skills key for
unique 1o the private Tor-profit-corporalion anGe, g gk supervisors. Meeting face-to-face

there is one them(_a unique to the state governme %Iriodically permits teleworkers to interact with
agency. Interpretive comments that follow eac ne another and with the supervisor to help in

story seek to illuminate ontological underStanding&eveloping a team identity. However, because
of themes. teleworkers are dispersed and often work remotely

Themes Common to Both Organizations from home, supervisors sometimes find it
challenging or impossible to schedule face-to-face

Proficiency in the use of communication tools: :
meetings when all team members can meet. The

Ten of e'e"?” c_orporate pz?lrt|C|pants cited the u?8llowing response from a corporate participant
of communication tools (i.e. PC, the InternetrII strates this theme:

email, messaging, and telephone communications

as key in managing teleworkers; similarly, eight of have them come in once a month for staff
nine state government participants cited the use wfeetings. Without it, | think it would be more a
communication tools as key. In both organizationdunch of individuals instead of a team.

participants commented on their reliance on the 8)‘penness honesty, and appr oachability: Ten of

mail and the telephone for routine communication leven C(’)rporate’participants and se.ven of nine
with teleworkers. Some differences were notecf‘ate government  participants  considered
however. Corporate participants indicated aisplaying openness, honesty, and approachability

preference for instant messaging and oth ey for telework supervisors. These characteristics

collaboration tools to encourage teamwgrk, Wh'IS\/ere seen as crucial in enabling supervisors to gai
state government participants did not utilize thestﬂe teleworkers' trust. Likewise, openness

tools at all. In the state government organizatimpronesty and approachability are viewed as
less collaboration among wildlife agenCypaneficial in developing commitment and trust
teleworkers was required, and funding for mong team members. The following response

cqlla_boratlon t00|S_ was not viewed as a hig om a state government participant illustrates thi
priority. The following response from a corporatgy . .,

participant illustrates this theme:
. t comes down to respect basically, and that's how
They need their development tools to be able ;\%u gain someone’s trust; you have to earn their

program. We have voice over IP options for the spect by being honest in the good times. honest
1o be able to talk on the phone and then particﬂpal]: t?]e baé time%. Being transpgrent, hone’st, and

, ) :
in conf(?rence calls. We are about 90 to 95% ema hen being clear on expectations.
we don't get a lot of call volume.

Science Target Inc. www.sciencetarget.com
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Active listening: Eight of eleven corporate Once a year, we try to have a little get-together o
participants and five of nine state governmerd Friday afternoon, where families are all invited.
participants considered good active listening skillYou'll cook hotdogs or something, there’ll be soft
used to prevent conflicts or detect and clear ujrinks, there might be some beer, but everybody’s
misunderstandings as key for telework supervisorgretty behaved, and families are invited, wives,
Active listening is crucial because of the remotkids, etc. And, | think that's really important.

nature of team interactions and the likelihood th%t

verbal communications among teleworkers an o .
. : ) 9 . eleven corporate participants and seven of nine
supervisor will be misunderstood. Through active, .o government  participants  considered

lr';%rgr?g ige ggﬁﬁig\go;:}io?gtet;%t\),\llirferasvm.?_h%lgworkers who lack tech_nical or interpersonal
following response from a corporate parti-cipanikIIIS a challenge for supervisors. In the cas:thef
illustrates this theme: orporate travel agency, §pec:|a||zed travel m_d/ustr

: knowledge and experience was considered
Basically I've got to have good listening skills... essential before an agent could even be considered
have to be able to decipher how they’re explaininfpr telework opportunities. In the case of the
things to me in order to make the quickestildlife agency, specialized knowledge of natural
judgment call | can. resources and agency experience is considered
essential for one to be considered for a permanent
ull-time telework position. It is especially ciil
or new state government hires to possess strong
echnical and interpersonal skills, due to
restrictions in terminating state government
Getting to know team members personally Social employees once hired. Therefore, full-time
activities involving the supervisor and teanpermanent telework positions in the wildlife
members can help in building team unity, which imgency are often filled from a pool of candidates
turn facilitates the building of work relationshipswho have held temporary positions within the
and trust between teleworkers and the supervisvildlife agency. The following response from a
People have social needs, and like to feel likg thatate government participant illustrates this theme
are more than just a resource. The foIIowina

|

response from a state government  participafiy =Y { SITERAY, Feb PIEAIERS 1 1B T
illustrates this theme: Yy y

well, and they don’t communicate with landowners
One of the guys that | have working for me is avery well. So there are occasionally problems.

extremely avid birder. He also happens to be a f?ultural and personality fitt Four of eleven
of kayaking and fording the rivers in the area an pex y it :
orporate participants and five of nine state

that sort of stuff. We had to do his annual review,
and we just needed to have some discussion abguémbers who are not a aqood cultural or
where things were going, how they were goin 9

that sort of stuff. | knew that he had a kayak, a rsonglity fit a challenge to developing and
I've got one myself. We went down and forded anaging teleworkers. For example, a number of

stretch of the North Platte River, and basicall)? ate government participants commented on team
spent the day chatting about work. contht; that qccurred due to strong feminist or
chauvinist attitudes of new hires. In these
Promoting social interaction among team situations, it was noted that the individuals who
members Social activities that encouragewere a disruptive influence eventually terminated
interactions among teleworkers help to develotheir employment. The following response from a
team unity by facilitating the building of work corporate participant illustrates this theme:
relationships among team members. This in tumthink ou really need to get to leamn each
encourages trust, commitment, and accountabili{ NNk y, g )
to other team members. The following responsI d|V|cJ!uaI person's ,personqhty. 'Thats key,
especially when you're working with a remote

I[lzr:q: state government participant illustrates th'agent because of how you might address things,

ack of technical or interpersonal skills: Four of

Team unity: Four of eleven corporate participant
and five of nine state government participant
considered it key for telework supervisors t
facilitate team unity by:

Science Target Inc. www.sciencetarget.com
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express things, and how each individual interpretassist in decision-making. The following response
it. from a state government participant illustrates thi

Self-starters or goal-driven team members: Eight theme:

of eleven corporate participants and five of nin&lany times there’s more than one way to
state government participants considered haviragcomplish a certain task or a certain project. So,
team members who are not self-starters or godhere are many times when | don't step in on that.
driven is a challenge to developing and managirdpn’t want to be a micro manager, because they
teleworkers. One of the challenges that teleworkensay have a different way of accomplishing it.

parsonal I from theit work responaibiites, and CiVe SUpEvisory leadership: Six of eleven
P P : corporate participants and four of nine state

]?(;)”rgvrci';t'ngS;?nV\llgrkcgrczorgg]g ;OrtiiiSgﬂfdrléfolgéovemment participants considered it important
9 P P P P P or supervisors to lead by example and to be able

illustrates this theme: and willing to assist teleworkers in completing
There were a couple of people who stood outjork during times of high work volume or stress.
where their productivity really suffered when theyBy being aware of work performed by team
went home. One agent was not as productivenembers and by assisting with team workload,
because they were getting sidetracked, becausepervisors are respected as coworkers who can be
they were in their household. You know like, oballed on for assistance. The following response
I'm sitting here, well I've got some laundry to dofrom a corporate participant illustrates this theme

you know. And so we had to really hone in on thq’they do have respect for us, because they see that,

.anc.l f.'nd the rqot cause, and really address it an %hot only will we coordinate the workload and
individual basis.

gather the information they need for their projects
Setting expectations: Ten of eleven corporate but when we'’re in a crunch time, we will actually
participants and six of nine state governmerget involved and become a working manager. We
participants considered it important to seimay roll up our sleeves and do some coding if
expectations to motivate teleworkers. Becausge're in a timeline.

teleworkers tend to be self-starters and are goal ..,

driven, it is important to set expectations tq face development opportunities: Ten of
o _Imp P eleven corporate participants and nine of nineestat
achieve desired work performance. For th

corporate participants, this meant setting indigidu overnment participants considered it important to

and team transaction volume goals: for the stafsoV/de face-to-face training, ~mentoring, and
overnment participants this r?]ean’s establishin(?Jploort to teleworkers to help them to become
9 P P oductive. Because teleworkers may not interact
agreed upon budgets and annual goals. T

following sample corporate participant respons th one anqther or .Wlth. _the|r supervisor for
illustrates this theme: &xtended periods, it is critical that supervisors

' assess the developmental needs of team members.
During the hiring process, | really hone in on theThis is especially true with respect to newly hired
fact that they really need to be a top notcheleworkers who may lack needed technical skills
employee. They need to have high transactions, knowledge. The following response from a
their monitors need to come in strong, they have &tate government participant illustrates this theme
be volunteering, and they need to be flexible

0 .
their schedule. 7\ young man started to work with us, and when he

and | drove down the road the first morning he was
Empowerment: Eight of eleven corporate there and he made the comment, or he asked a
participants and nine of nine state governmeiguestion. As we're driving down the road he said,
participants considered it important to empoweéiwhat’'s out there in that field?” And, | said, |
and hold teleworkers accountable so they can leadon’t see what you're looking at. | was expecting,
from mistakes and develop self-confidence. This igu know, that there was an animal or something
especially true in developing self-reliance in theut there. | said | don’t see what you're lookirtg a
teleworkers, to prepare them for situations iWVell he says “that plant that's growing out there”.
which other team members may not be available fnd | said is there something a little different ou
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there? And we're driving down the road. No, noteleworkers who areself-starters and are goal
he says, that whole field, the green things owlriven
there, what is that? And | said, oh, gosh that’

alfalfa. And he said well what do you use alfalfsream building is complicated due to the dispersed

fature of teams, logistical difficulties in bringin
Oy§eleworkers together face-to-face, and challenges
h building trust and relationships. However, a
number of participants commented on the positive
Monitor performance: Ten of eleven corporate team building effects of socializing and bringing
participants and seven of nine state governmetgieworkers and their families together face-teefac
participants considered it important to monitofor company sponsored events. Another minor
teleworkers’ performance and to help address thelreme was the importance of teleworkers sharing
shortcomings. The corporate supervisors whinowledge to build trust and develop skills and
participated commented on the requirements theabmpetencies within teams. It is beneficial for
teleworkers meet average daily, weekly, monthlysupervisors to share knowledge with teleworkers
and annual volume quotas; this necessitates clased to encourage teleworkers to share knowledge
monitoring of teleworker performance. Statdy responding to requests for assistance and by
government participants indicated their team’documenting best practices for team reference.
work is driven by annual budgets and goals rath&ive participants also commented on the increased
than volume quotas. However, state governmeptoductivity of teleworkers due to the absence of
teleworkers interact less frequently with each otheffice distractions.
and with supervisors; therefore it is essentiat th?’rivate For-orofit Corporation Themes
supervisors monitor performance to ensure plans P P
and goals are achieved. The following respond&orkflow monitoring and tracking: Ten of eleven
from a corporate participant illustrates this theme corporate participants cited the use of workflow
We had a relatively new agent who was hard tmonltormg and tracking tools as key in

. . Mmaintaining high productivity in teleworker teams.
reach at the end of the night via phone or emai his is because profitability of the travel

e o e a0 anagement corporaton i dien by achiewng
doing things at home instead of staying on th%ansactlon volume quotas. ThIS was not a them_e
phones and being available for business TrWr state government participants, because their

' ork is driven more by budgets and not quotas.

people that we have on are expected to be th : .
and focus on work. So, in that case we coached ?’f@e following corporate participant response

. (llustrates this theme:
agent, let her know what our expectations are, an
really started leaning on phone reports to mak&/e can track our outbound calls as well as our
sure she was working. inbound calls to see how often agents are having to
Several minor themes were detected for botP out to vendors and to f_olloyv up on regervations
make sure that everything is handled in the way

corporate and state government SUpervisors. It iFat the company expects it to be. | don’t think we
important for supervisors to facilitate team

! ; . could do what we do without those phone reports.
conference calls in order to deliveonsistent
communications Also, it is important for Feelings of isolation: Six of eleven corporate
supervisors to possesgperience and proficiency participants, but just one of nine state government
in their field or industryso that they can assesgarticipants, considered helping teleworkers to
performance, mentor less experienced teleworkem/ercome feelings of isolation a challenge.
and assist teleworkers with their work as needethdividuals who are extroverted and have strong
Another minor theme detected was that supervisosscial needs can have difficulty working in a
may not havesufficient time available to mentor virtual environment without direct interpersonal
new employeedue to other administrative dutiescontact with coworkers. The following response
such as attending meetings, completing departmdmm a corporate participant illustrates this theme

reports,  etc. (_:orporate and state government o4 an employee that it didn’t work out for them;
participants indicated a preference towards hlrlntgley got too depressed. They felt too isolated, and

to go here. He did well, but we had to start fr
square one.
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they lived in a small apartment, was new to thapply to state government teleworkers. Finally, a
area he was living in, so | think he felt isolatednumber of corporate participants noted their use of
Was home way too much, and had some anxigtgsitive reinforcement to motivateith incentives
and some different issues that resulted in thad, amffered for exceeding goals.

kind of led to not being a good working

. The use of positive reinforcement and incentives
environment.

for exceeding goals has the effect of intensifying
Several minor themes were noted for corporatee internal motivation of teleworkers. While the
supervisors. A few of the corporate participantase of positive reinforcement was not noted in
commented on teleworkers’ feelings of responses from state government supervisors, their
disconnectednesdrom the organization which preference towards hiring self-starters suggests th
arise due to inconsistent corporate communicatiop®sitive reinforcement would be effective in
of organization news; changes in strategiesotivating teleworkers. It is unknown if the use of
markets, policies, and benefits; and career growgerformance incentives is permitted under the state
opportunities, etc. This was not a theme for thgovernment participants’ compensation system,
state government organization, whose participantsit the use of incentives for exceeding goals could
commented on regular monthly face-to-faceesult in teleworkers working harder to achieve
regional meetings, attended by supervisors amgbals.
f|eI<_JI employees, where_lntt_er-dlwsmnal actlvmes%tate Governmental Agency Themes
projects, and organizational changes an
opportunities are discussed. Limited compensation and advancement: Five of
Difficulties in supporting different learning ning state gover.nment participants _ considered
limited compensation and advancement challenges

prefgrencesrver(_e F'ted by corporate participants Mo recruiting and retaining teleworkers. The wages
relation to training provided by the corporate

training department. This was not cited as gffered to teleworkers, many of whom have

9 P ' - fMasters degrees, is often below the wages that
challenge by state government participants as 3meone without a university degree can earn in
strong state government agency commitment

continuing education was noted. A few corporat Re private sector. Fortunately, the wildlife agenc
nuing . - OrPOralG.s been able to hire employees who are passionate
participants mentioned lack oflirect critical

feedbackfrom teleworkers as a challenge. On about nature and their roIe_ in protecting _wiIdIife.
important difference between the corporaie angowever Improvements in  compensation and
state government participants in this study was th dvancement opportunltle;s may_be necessary to
corporate supervisors interact more frequently wit%;traCt talent to these positions. The foIIowmg).tw

) o o responses from a state government participant
teleworkers in monitoring productivity than do. : ,

: |I{ustrate this theme:
state supervisors. Therefore more frequen
feedback from teleworkers is sought fronfor the most part, we're hiring people that, at the
corporate supervisors, as compared to statery least have a Bachelor’s, in most cases have
government supervisors. Corporate participangone through and gotten their Master’s degree,
also expressed some concern feliminating and that they're applying for and getting jobs that
distractions from the teleworkers’ work are paying upper $20K’s to low $30K's per year to
environment, whereas  state  governmerstart. And, not tremendous amounts for raises or

participants expressed no such concerns. anything like that.

A few corporate participants mentioned that it mayhey’re doing what they love, and that’s perfectly
be beneficial toallow employees with specialfine. They are definitely in it because of their
needs or a desire to work flexible hours tgassion for the field and not the monetary
telework these employees could customize theiicompensation). It is just kind of accepted that
work environment and schedule to meet thethat's what they wanted to do, and that’'s what it's
needs without disrupting other team membergoing to be.

Absent unique job requirements that woul
preclude individuals with special needs fro
teleworking, presumably the same benefits woul

% minor theme noted by state government
pervisors’ is the need fetrong organizational
ills. It is important for state government
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supervisors to possess strong organizational skiggnificant differences were identified in the
because the focus is on managing wildlife agenoprporate travel agency and state wildlife agency
programs and providing resources needed fesupervisors. The interpersonal skills that were
teleworkers to fulfill their mission and achieveidentified as most important were verbal
goals rather than on monitoring production quotasommunication skills, active listening skills,
as corporate participants do. Another minor themmaeeting and conference call facilitation skills,
identified by state government supervisors is thajpenness, honesty and approachability, and the
supervisors may ladlormal training on managing ability to facilitate social team activities desagh
teleworkers This is due to limitations in training to establish camaraderie. There was a strong
available to supervisors; also, teleworking has natdication that openness, honesty and
been utilized in state government to the extent @pproachability are crucial in supervisors gaining
has been used in the private sector. the trust of teleworkers.

Challenges common to both corporate travel
agency and state wildlife agency supervisors in
developing and managing teleworkers included
There were thirteen major themes common timdividual teleworkers who are seen as cultural or
corporate travel agency and state wildlife agengyersonality misfits, team members who are not
telework supervisors in explaining their leadershipelf-starters, miscommunications via e-mail or
experiences. A number of corporate and statelephone, and difficulties in finding times and
government participants suggested that overallaces for periodic face-to-face team meetings. To
teleworkers tend to be more productive than offica lesser extent, insufficient time for mentoring is
workers, but they also identified unique challengealso seen as a challenge.

and skills needed in developing and managi
teleworkers. Key technical skills identified by bot

5. Discussion

n@orporate supervisors identified the need to help

2 eleworkers in dealing with feelings of isolatios a
corporate a_nc_i State ~government participan unique challenge, while state government
included proficiency in using the PC, the internef, \

. ) ervisors noted that their remote workers
email, and the telephone. Possessing techmgﬂp

knowledae. experience. and proficiency in the fiel nerally interact face-to-face with ranchers and
Wiedge, experi ’ proficiency in the el ndowners on an ongoing basis. Feelings of
or industry was also seen as beneficial t

) : folation among remote state government
supervisors of less experienced teleworkers. FPéIeworkers was not seen as a unique challenge. A

corporate fravel agency supervisors who alsw corporate participants identified distractiams

accountable for their teams achieving transactiq&ck of attentiveness on conference calls, differen

volume_g_oals, proficiency in the use of automate arning preferences, and lack of critical feedback
productivity and workflow tracking tools Was ¢ taleworkers as challenges

viewed as essential. In addition, proficiency ie th
use of team collaboration tools was viewed by Gtate government supervisors identified low
few corporate participants as a valuable skill foeompensation and a lack of advancement as
supervisors. State wildlife agency supervisorghallenges to recruiting and retaining teleworkers.
however, suggested that they are primarilkack of technical and interpersonal skills
accountable for achieving annual program goaRpssessed by remote workers was seen as a
and budgets, but not accountable for their teaneallenge, due to restrictions in terminating
achieving transactional goals. In addition, remotemployees who do not perform up to expectations.
employees who work for the state wildlife agency.ack of formal management training and lack of
collaborate less frequently than do their corporagccess to collaborative technology were viewed as
counterparts. Therefore the ability of agencghallenges by a few state government participants.
supervisors to organize and manage resourcesis
seen as more important than using productivi%a
tracking or collaboration tools.

developing self-reliance and capacity for
mwork in teleworkers, some common themes
are shared by corporate and state government
In terms of key interpersonal skills andsupervisors. These qualities are developed by
competencies needed to manage teleworkers, @mpowering teleworkers, while at the same time
setting clear expectations, actively monitoring
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team performance, mentoring and providing faceime, leadership roles on important projects, or
to-face training opportunities to help teleworkiers advanced developmental training as an additional
satisfying their development needs. Many of thiorm of compensation to state government
study participants stressed the need for sharing teleworkers. Finally, research to develop a success
information with teleworkers, as well as the neegdredictive instrument to measure personal
for teleworkers to share information with oneattributes such as passion towards work, ability to
another, to ensure team success. This can Wwerk in isolation, unselfishness, self-motivation,
accomplished by encouraging teleworkers to hegnd drive to achieve goals would be beneficial to
one another, and by rewarding individuals foorganization leaders responsible for recruiting,
unselfish behaviors that promote teamwork andeveloping, and retaining teleworkers.

contribute to team success. However, it is esslenttﬁhe challenge of limited compensation and

itrtlfe;[ra:tlij(fr?srvéf)o'[ﬁatet‘ﬁg\;eze ?ﬁg;;ozvhfr:egjogﬁgsdvancement opportunities in the state wildlife

arise, and that they possess and utilize highg ency appears to be addregsed, at least in phrt an

deveioped interpersonal skills to resolve conflictggrhalos indirectly, by the. hiring of “self-starters
nd those who are “passionate” about nature and

g;(rgfé:ge alrgl dgrrgﬂ?/ ' iﬁugirs\?sst?nrs ?(allsec:/vor:ig?s t eir role in protecting wildlife. These employees
needed in makin pdecisions rg arding unusugl®Y be exhibiting a public service motivation
9 g g here the challenge to telework is countered by a

zﬁuatcl)(r)tns, Cgrnocl)ra:?e pgﬁvf;\rl}gor(:Xp?r:t tzcr::i];f; trong personal alignment with the mission of the
bport. P P ' P ublic agency resulting in job satisfaction and

indicated a, W|II|ngne.s$. FO aCC‘?-‘pt a share of tceommitment to the agency despite the challenges
teleworkers’ responsibilities during times of hea

workload V¥ telework (Moynihan and Pandey, 2007; Wright
' 2007, Wright and Pandey, 2008). The influence of
Limited compensation and opportunities fopublic service  motivation on  telework
advancement was a major theme of stagrrangements should be investigated.
government  wildlife  supervisors. SeveralG
supervisors suggested an approach to offset ﬂE)I
limitation to recruiting and retaining high quality
teleworkers is to hire teleworkers who ar
passionate about their work.

etting to know team members personally and
?omoting social interaction among team members
were mentioned as important to facilitating team
Efmity in both organizations. Adults need social

interaction so they can see things from different
perspectives, construct knowledge, and acquire
. knowledge (Mezirow, 1991, 2000; Tweedell,

6. Suggestionsfor Future Study 2000). Also, engaging adult learners in active
A number of studies have focused on the benefigarning methods improves motivation, leads to
of teleworking (e.g., Major et al., 2008). A fewrich knowledge, and promotes higher levels of
studies have focused on the impact of individu@ngagement with the educational material (e.g.,
teleworker and work characteristics on work outpufVlodkowski, 2008). Reviews of empirical research
(e.9., Turetken, Jain, Quesenberry, anth active learning consistently identify the

Ngwenyama, 2011), but relatively little researcimportance of providing direct and active learning
has been focused on the impact of workflovexperiences for adult learners (Prince, 2004,
monitoring and tracking on transactional worklaylor, 2007). The effects of novel and traditional

output. This research suggests that for transaadtiorsocial interactions and active learning experiences
work processes there is a positive relationshipn teleworkers team unity and performance should
between passive workflow monitoring and trackingpe investigated.

and productivity. Another topic for future study is

the impact of offering performance-based

incentives and rewards to teleworkers for. Conclusions

exceeding individual and team goals. This mig
include, for example, studying the impact o?
offering incentives such as additional vacatio

or organizations offering telework arrangements
0 employees, this research suggests that thefuse o
Yutomated workflow monitoring and tracking tools
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is essential for maintaining productivity forineffective in fulfilling its mission. Organizatien
transactional work processes. Other technicalsskilkhould provide compensation and advancement
or competencies that supervisors should posseepportunities comparable to those offered to
whether employed in a corporate or publigraditional workers to make teleworking
organization, are proficiency in using telephonespportunities more attractive. Human resources
PCs, e-mail, messaging, and internet browsengrofessionals should recruit teleworkers who are
technical knowledge and experience in the field grassionate about their work, are self-starters, and
industry; and familiarity with team collaborationare motivated to achieve goals. Supervisors should
tools. provide face-to-face training, mentoring, and
gupport to team members to ensure development of

Supervisors should consider ways to improvskiIIs needed for telework. Leading by example
interpersonal skills in interacting with teleworker - | 9 by P
.and functioning as a working supervisor may

face-to-face or through verbal communications, i . )
nable supervisors to gain the respect of

actively listening to team discussions to kno I K M d : hould
when intervention or assistance is needed, [ cWorkers. Managers and SUupervisors shou
facilitating meetings and conference calls, and iy POWer their teams, and encourage the sharing of
presenting one’'s self in an open, honest, a Bformanon among teleworkers 1o deve_lop
approachable manner. It is very important for th ea”.‘W‘”k- They should also set expectations,
supervisor of teleworkers to share information,an'ammtOr performance, and help teIevyorkers to
to be open, honest and approachable in orderquress. de_v_elopmental_ ne_eds. Supervisors should
earn the teleworkers’ trust. reward individual contributions to team_vyork and
team successes through recognition and
Organization leaders, managers, and supervis@eslebrations to reinforce team behaviors.
should consider employing strategies to address tBepervisors should avoid and resolve conflicts
challenges of teleworking noted in this study. Fathrough active listening and communication. They
example, managers should consider the cultursthould also promote team unity by encouraging
and personality fit of the teleworking team incamaraderie among teleworkers outside of the
making hiring decisions. Personality clashes camork setting.
destroy team chemistry, and render the team
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