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Executive Summary

spend their time as a function of

both their personal and work/life
needs. For many years, both business
leaders and the public at large have
heard anecdotal reports that employees
who are given opportunities to work
more flexibly are more dedicated and
productive employees and are better
able to manage their lives outside of
work. The Boston College Center for
Work & Family, in partnership with six
major corporations, conducted a two-
year research project to assess the
impact of workplace flexibility. Results
from this study of 1353 employees and
151 managers now make available
empirically-based information to support
this experience, concluding that in
most cases greater workplace flexibility

People make choices about how to

®

IS a win-win situation for both compa-
nies and the individuals they employ.

A Closer Look at Flexibility

Previous studies of the effects of flexi-
ble work arrangements typically have
not distinguished the findings by type
of flexible work arrangement. Rather,
they have combined information
about employees who use a variety of
flexible work arrangements, including
part-time work, job-sharing, telecom-
muting and shorter work weeks. In
contrast, this study more closely exam-
ines and distinguishes the effects of
three forms of flexible work arrange-
ments being used by employees work-
ing full-time jobs: traditional flextime,
daily flextime, and telecommuting.



= Traditional flextime is defined as
working a schedule that has start
and end times that the employee
has chosen and includes certain
core hours determined by the
supervisor or organization.

= Daily flextime is defined as working
a schedule that enables the employee
to vary their work hours on a daily
basis.

= Telecommuting is defined as a
schedule in which employees con-
duct their work off-site for some
portion of their core working
hours. The location of work may
be the employee’s home or satel-
lite office.

The Case for Daily Flextime

Results reveal that the most promising
form of flexibility is daily flextime.
While there is still a place for more
traditional forms of flexible work
arrangements, companies can be even
more successful by embracing a
broader commitment to flexibility.
The same dynamics that are requiring
companies to be more nimble in the
marketplace hold true for today’s
workforce. The world is more com-
plicated, the pace of life has dramati-
cally quickened, and demands on time
are greater. Companies have found
they need to be much better equipped
to adapt quickly to this changing
world, and employees are coming to
the same conclusion.

Companies that create work environ-
ments allowing for this daily flexibility
are finding that their commitment is
paying off. Employees using daily flex-
time are more likely to say that this

flexibility has a positive impact on their
productivity, quality of work, and their
plans to stay with the company. For
individuals, the findings are equally
exciting. Employees working flexibly
are more satisfied with their jobs, more
satisfied with their lives, and experience
better work/family balance.

The Challenges of Telecommuting

Experts in the area of telecommuting
have long warned of the potential
problems with telecommuting, if not
managed appropriately. The data gath-
ered through this study confirm that
telecommuting arrangements, as they
are typically construed, pose the great-
est number of problems for employees
relative to other forms of flexible work
arrangements. Compared with both
daily flextime and traditional flextime
users, telecommuters work more often
while on vacation, rate their work/life
balance and life satisfaction significantly
lower, believe they have more negative
relationships with their managers and
co-workers, and are less committed to
their jobs. Compared to managers who
supervise telecommuters, employees
who telecommute are less likely to
report that they are viewed as committed
to their jobs, and are more likely to
believe that they do not get the same
challenging assignments as other work-
ers. In contrast, managers who super-
vise telecommuters are more likely
than employees who telecommute to
believe that telecommuting has nega-
tive effects on employee-supervisor
relationships, and are less likely to feel
that telecommuters get the same pro-
motions and performance reviews as
other employees.

EXECUTIVE SUMMARY



Project Background

The Boston College Center for Work
& Family conducted this research in
collaboration with six companies:

= Amway Corporation

Bristol-Myers Squibb Company

Honeywell

Kraft Foods

Lucent Technologies
Motorola, Inc.

This study is unique for several reasons.
First, as a cross-company study, the
project provides first-of-its-kind compar-
ative data about the impact of flexible
work practices in different industries.
Second, by including information from
both users and non-users of flexible
work arrangements, the study is uniquely
positioned to examine perspectives of
diverse team members. Third, because
the study included reports from man-
agers as well as employees using flexible
work arrangements, it provides the
opportunity to examine the more far-
reaching effects of flexible work
arrangements. Data for the study were
collected using surveys, in-depth
personal interviews, and focus groups,
allowing for meaningful analysis of both
guantitative and qualitative responses.

STUDY HIGHLIGHTS

Impact on Companies

According to both users of flexibility
and their managers, there are several
business-related advantages of flexible
work practices, most notably in the
areas of productivity, quality of work
and retention.

Productivity

70% of managers and 87% of employees
reported that working a flexible
arrangement had a positive or very
positive impact on productivity.

Quality of Work

65% of managers and 87% of employees
reported that working a flexible
arrangement had a positive or very
positive impact on quality of work.

Retention

76% of managers and 80% of employees
indicated that flexible work arrange-
ments have positive effects on retention.

Impact on Managers

In addition to overall positive out-
comes for the companies, the direct
managers of employees working flexi-
bly reported favorable results in rela-
tion to their own work. 75% of man-
agers reported no change in their own
workload, while nearly all believe that
work group productivity and their job
performance was the same or better.

Impact on Employees

Users of both daily flextime and tradi-
tional flextime reported many positive
outcomes. In most instances, employees
using daily flextime were most positively
impacted while telecommuters reported
the least positive effects.

Work-Life Balance

Users of traditional flextime and daily
flextime reported better work/life
balance than both non-users and
telecommuters. Daily flextime users
reported the best scores, with 38%

of this group indicating that their
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work/life balance was ""good™ or
"very good," compared to 31% of
traditional flextime users, 26% of
non-users and 24% of telecommuters.

Life Satisfaction

Workers using daily flextime reported
the highest life satisfaction scores, with
65% of daily flextime users saying they
were satisfied or very satisfied, com-
pared to 58% of non-users and 46% of
telecommuters.

Telecommuting

There were striking differences in the
experiences of employees using
telecommuting and those using either
daily flextime or traditional flextime.
These include:

= 46% of telecommuters reported
working while on vacation,
compared to 34% of non-users,
30% of daily flextime users, and
28% of traditional flextime users.

= 24% of telecommuters rated their
work/life balance as "good" or "very
good" compared to 26% of non-
users, 38% of daily flextime users,
and 31% of traditional flextime users.

= 46% of telecommuters said they
were "satisfied" or "very satisfied"
with their lives, compared to 58%
of non-users, 65% of daily flextime
users, and 61% of traditional flex-
time users.

The statistics above examine the
impact of telecommuting on the lives
of employees outside of work. In
terms of career-related issues, there
were also some interesting findings,
with frequent differences in perception
between managers and employees.

Managers and employees agree that:

= Telecommuters are less likely to get
the same salary increases as other
employees.

= Telecommuters are less likely to have
positive relationships with their co-
workers.

However, a greater percentage of
managers who supervise telecom-
muters than telecommuters themselves
believe that telecommuters are:

= More likely to have negative or
neutral relationships with their
supervisors than other flextime users.

= Less likely to get good performance
reviews.

= Less likely to get promotions.

On the other hand, a greater percent-
age of telecommuters than managers
who supervise telecommuters believe
that telecommuters are:

= L ess likely to receive the same chal-
lenging assignments as employees
not using these arrangements.

= Less committed to their jobs.

While these findings highlight the
experience of individual employees,
results related to the business impact
are considerably more favorable. There
were no significant differences
between telecommuters and other
users of flexibility on questions of
attachment to the company, quality of
work, or productivity, with high scores
in each of these areas.

Perceptions of Non-Users

While most employees who were not
using flexible work arrangements

EXECUTIVE SUMMARY



believe that employees using flexible
arrangements are just as committed to
their jobs as other workers, non-users
expressed some significant concerns.
For example, 35% of non-users believe
that their co-workers who use flexible
work arrangements cause resentment
among those working on-site, 48% say
that it is more difficult to work collabo-
ratively with employees who use flexible
work arrangements, and 30% believe
that it is more difficult for supervisors
to communicate with employees who
use these arrangements.

Implications for Companies

In summary, this study presents a
“good news/bad news” scenario
related to workplace flexibility, with

®

the good news potentially far more
positive than the bad news is negative.
We arrive at this conclusion based on
the fact that many of the problem
areas relate to issues of perception,
either between users and non-users or
managers and employees. Companies
proactively investing in the actual
management of these work arrange-
ments — addressing head-on issues
such as communication, equity, and
clarity of objectives — will likely reap
far better results than companies fail-
ing to attend to these issues. These
efforts, combined with a company-
wide commitment to daily flexibility,
should have tremendous implications
for the long-term success of the flexi-
ble workplace.

EXECUTIVE SUMMARY






Background and Objectives

uring the past decade, techno-
D logical advances have revolution-

ized the world of work, modify-
ing how and where work is performed.
Many employers can now offer their
employees increased flexibility in terms
of when and where business is performed.
In fact, the 1997 National Study of
the Changing Workforce conducted by
the Families and Work Institute
reports that “nearly half of all employ-
ees are able to choose — within some
range of hours — when they begin and
end their days.”* Yet, change does not
come easily, as established work cul-
tures fueled by a pervasive belief in
“face-time” continue to characterize
many work environments. Employers
are now at a critical juncture as they

weigh the costs and benefits of these
new options in a labor environment
that has become increasingly competi-
tive for talented employees. They
remain uncertain about whether flexible
work arrangements address their
employees’ needs as well as their seri-
ous bottom-line concerns, and they
need data to support their decisions.
Providing critical information about
where and when work is best complet-
ed was the impetus for this study.

There have been a number of studies
of flexible work arrangements, but
their results are far from conclusive.
Some researchers have focused on
identifying workers who use these
arrangements.?® Others have studied
the impact of flexible work policies on



reducing employee stress and
work/family conflict.*” Finally, a num-
ber of studies have examined the
impact of flexible work policies on
productivity, quality of work, commit-
ment and labor force attachment.®*

While these studies provide a founda-
tion of evidence regarding the impact
of flexible work arrangements, major
gaps remain. These include:

= An incomplete understanding of
who uses flexible work arrange-
ments and how employees gain
access to these arrangements;

= |Inadequate differentiation of the
effects of different types of flexible
work arrangements on outcomes;

= Limited information from co-workers
and managers about the effects of
flexible work arrangements; and

= Reliance on information from a single
industry.

The National Work/Life Measurement
Project was a two-year, cross-company
study that focused on the impact of
three types of flexible work arrange-
ments (traditional flextime, daily flex-
time, and telecommuting) on both
employees and managers. While
employees were also asked about
compressed work week and job
sharing arrangements, these results
are not reported here because so few
respondents were using them.

The study aims to provide answers to
the following questions:

= What distinguishes employees who
use traditional flextime, daily flex-
time, and telecommuting from one
another as well as from employees
who do not use these flexible work
arrangements?

= Why don’t all employees use flexi-
ble work arrangements?

= How do employees who use flexi-
ble work arrangements gain access
to them?

= Do employees who use traditional
flextime, daily flextime, and telecom-
muting work more hours than
employees who do not use them?

= How does using different types of
flexible work arrangements affect the
extent to which employees experi-
ence time crunch, work/life balance,
negative spill-over from work to fami-
ly, job satisfaction, life satisfaction,
and commitment to the workplace?

= How do employees using flexible
work arrangements and their man-
agers assess the extent to which
these flexible arrangements affect
employee productivity, quality of
work, relationship with supervisor,
relationships with co-workers, com-
mitment to job, and the likelihood
of getting promotions, challenging
assignments, good performance
reviews, salary increases, and
support from co-workers?

= How do employees who do not use
flexible work arrangements perceive
employees who do use them?

= How do flexible work arrangements
affect the manager's job?

Organization of this Report

This report highlights findings from the
study, focusing on issues most important
for management to examine as they
either introduce or continue to
implement flexible work arrangements.
Section 3 describes the characteristics of
people using the various flexible work
arrangements and contrasts them with
those of people not using them. In

BACKGROUND AND OBJECTIVES



Section 4, information is provided about
the ways in which employees using flexi-
ble work arrangements gained access to
them. Issues such as the extent to which
formal company policies affect usage of
flexible work arrangements, how the
arrangements are negotiated with super-
visors, and how they are actually imple-
mented are described.

Section 5 contrasts the experiences of
employees who were using different
types of flexible work arrangements
(daily flextime, traditional flextime,
and telecommuting) and those not
using any of these arrangements. The
report examines the extent to which
these employees:

= Work long hours;

= Have worked while on vacation
during the past year;

= Experience a "time crunch";

= Experience negative spillover from
work to family;

= Maintain a sense of balance
between their work and family lives;

= Feel attached to the companies for
whom they work;

= Feel satisfied with their jobs; and
= Feel satisfied with their lives.

Section 6 contrasts views from
employees using flexible work arrange-
ments and their managers. The report
highlights the effects of flexible work
arrangements on:

= Productivity;
Quality of work;

Relationships between supervisor
and employee;

Relationships between co-workers;

Plans to stay with the company;

®

Commitment to job;
Likelihood of being promoted;

Likelihood of getting challenging
assignments;

Likelihood of getting good perform-
ance reviews;

Likelihood of getting the same
salary increases as those not using
flexible work arrangements; and

= Likelihood of getting job-related
support from co-workers.

Section 7 describes the feelings that
employees who are not using flexible
work arrangements have about
employees who do use these arrange-
ments, while Section 8 examines the
views that managers have about the
effects of supervising employees who
use flexible work arrangements on
their own jobs. Section 9 identifies
important issues for employers to con-
sider as they introduce and integrate
flexible work arrangements in the
workplace. Finally, Section 10 presents
study conclusions and limitations, and
identifies critical next research steps.

Appendix 1 describes the study design
and presents information about the peo-
ple participating in the survey and the
companies for which they worked. It is
important to understand these character-
istics, as they have significant implica-
tions for the extent to which results can
be generalized to employees working for
other companies.

Appendix 2 provides background
information about the companies
participating in the project, and
provides the reasons their companies
chose to participate in the study in
their own words.

BACKGROUND AND OBJECTIVES



Throughout the report, contrasts 95% confidence level (i.e., differences

reported between groups are those between groups that are greater than
that are statistically significantly we would expect just due to chance
different from one another at the alone).
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Characteristics of Users and Non-users
of Flexible Work Arrangements

ing to the survey (883) were not

currently using a flexible work
arrangement. They are referred to as
"non-users™ in the remainder of this
report. Traditional flextime was used
by 191 respondents, daily flextime by
156 respondents, and telecommuting
by 123 respondents. Most employees
using telecommuting reported doing
so only one (26.0%) or two (15.4%)
days each week. An additional 17.1%
reported that they telecommuted less
than one day per week.

The majority of employees respond-

Employees using daily flextime, tradi-
tional flextime, and telecommuting
were compared with those not using
these types of arrangements.
Interestingly, some differences were
found between the groups:

Percent

= Non-users of flexible work arrange-

ments and users of traditional flextime
were more likely to be women, while
users of daily flextime and telecom-
muting were more likely to be men.

Chart 1: Gender
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= People most likely to be involved in
providing care to a dependent
elder were telecommuters.

Chart 2: Elder Care Responsibilities
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= Telecommuters earned the highest
incomes.

Chart 3: Household Income
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= Telecommuters had the longest com-
mute times.

Chart 4: Commute Time
20 (>1 Hour)
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= Non-users had the lowest levels of
education.

Chart 5: Education Level
(High School or Less)
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= Non-users were least likely to hold
professional positions in their com-
panies.

Chart 6: Professional Position
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Among employees completing the
survey, the importance of position as a
characteristic enabling employees to use
flexible work arrangements was clear.

It was widely recognized that some
jobs, both lower level and higher level
positions, simply do not lend them-
selves to flexible work arrangements.

WHAT DISTINGUISHES EMPLOYEES
WHO USE TRADITIONAL FLEXTIME,
DAILY FLEXTIME, AND TELECOM-
MUTING FROM ONE ANOTHER AS
WELL AS FROM EMPLOYEES WHO

DO NOT USE THESE FLEXIBLE

WORK ARRANGEMENTS?

The groups did not differ from one
another in terms of age, marital status,
and likelihood of having children
under 19 living at home.

Several factors—including a supportive
department where the employee
works, a sympathetic manager, a job
with specific characteristics, and the
skill level and perceived qualities of
the employee, particularly the ability
to work independently and responsi-
bly, with a history of high productivity
—determine which employees get
access to flexible work arrangements.
Most readily acknowledge the
importance of the nature of job
responsibilities as a determinant of
whether flexible work arrangements
are possible.

©)

"The lower levels probably have more
rigid jobs. You know, the factory stuff,
secretarial work. Most of the time these
girls need to be sitting at their desks,
covering the phones. It’s harder to do that
from home. And | think that as you get
up to higher levels in the corporation,
your time is not your own, and it’s harder
to work [flexibly]. You can still work
some flextime, work home here or there.
But you tend to work so many more hours
that it’s kind of hard.”

"l think I’m probably in the level [where
telecommuting] is easier to happen. In
the technical work...measurements are
like deadlines that are two or three
months. So I think it’s probably easier.
Where for a secretary, the managers and
other team members who depend on a
secretary depend on the person five days
a week or five hours a day."

In addition to these demographic
characteristics that distinguish
employees using different flexible work
arrangements from those not using
them, users recognize that individual
characteristics, particularly their ability
to work independently and trust
earned through a history of high
productivity, also are important.

"The management team trusts me. They
know what kind of budget I can hold.
They’ve seen what I’ve done. They know
that I’ll get the job [done], ...that dead-
lines are met. And they just give me the
resources I need. They’ve never questioned
me...Now there are people in my group,
who for some reason have the same man-
agers, where they don’t get approved.™

CHARACTERISTICS OF USERS AND NON-USERS OF FLEXIBLE WORK ARRANGEMENTS



Reasons Employees Are Not Using
Flexible Work Arrangements
Among employees who do not use
flexible work arrangements, 54.0%
reported that daily flextime or tradi-
tional flextime benefits were not avail-
able to them, while 72.1% said that
telecommuting was not an option for
them. Employees who were not using
flexible work arrangements said that
they did not use them for the follow-
ing reasons:

= The nature of the job responsibilities
requires regular contact with workers
who do not use alternative work
arrangements (25.4%).

"1 need a lot of personal interaction with
people. 1 just don't see how it [telecom-
muting] could ever work in this job. |
might need my co-worker...and you need
to talk to them and be there and exchange
information constantly. 1 think your
being [based] out of the house would just
take too much time to do the job. I'm one
for flexible work hours and I'm one for
arrangements where you can work at
home but I just don't see it in our job."

= A more traditional work schedule
better meets their needs (20.4%).
These needs may include access to
equipment and other resources
necessary to produce work.

"1 have too much stuff in the office. 1|
need to meet with people. | need to get a
good printer. | don’t have one. In most
cases, though, it is better to be in the
office because you can answer the phone
instead of answering voice mail."”

"I've worked with different departments
and you need everything that's here.
You rely on different resources from
different employees so you can't really
telecommute in all departments.”

WHY DON’T ALL EMPLOYEES USE

FLEXIBLE WORK ARRANGEMENTS?

= Their job would be difficult or impos-
sible to do using these arrangements
(16.3%). Some jobs are simply not
considered "good fits" for working
flexibly. When there is a perception
that the work requires "face time,"
either because it is necessary to
accomplish the work itself or to con-
tribute to the morale of the work-
place, there is a negative attitude
toward flexible work arrangements.

"If it's the kind of job that needs to inter-
act with people, it doesn't work. Or if
you need to be there to give them an
assignment, it doesn't work."

"The nature of our business doesn’t allow
it... if you start taking things home and
something happens, we don’t have that
information. So we have to have every-
thing there where we can get to it imme-
diately, so we can’t do teleworking."

"l don't want to work at home. | don’t
think you could do our job at home. You
need the interaction, meeting time, and
getting information from various depart-
ments. You just could not do it from the
home I don't think. Certain aspects
maybe, but most areas, 1'd say no."

CHARACTERISTICS OF USERS AND NON-USERS OF FLEXIBLE WORK ARRANGEMENTS



= They felt that using an alternative
work arrangement would not be
good for their careers (14.1%).

"1 felt at my level,. . . telecommuting,
that's okay for an hourly employee or
that's okay for a secretary. But if you're
a Director, and you're serious about your
career, people wouldn't take you as
seriously. ...You become lumped with a
group of part-time people who are here
just because they want to pick up a
paycheck, not because they're serious
about their careers here. And that
couldn't be further from the truth.”

©

= They felt that supervisors look down
on workers who use alternative
work arrangements (12.0%).

"As far as moving forward, if you
wanted to, as far as promotions down the
road, | think the perception was that you
had to be the 'player® and be there when
they needed you. That was the pressure |
was looking at in trying to negotiate a
flexible work schedule.”

CHARACTERISTICS OF USERS AND NON-USERS OF FLEXIBLE WORK ARRANGEMENTS






Accessing and Using
Flexible Work Arrangements

arrangements were asked about the

process by which they gained access
to them. Among all users of flexible
work arrangements, 33.1% reported
that they were able to use these benefits
because of a written company policy;
42.2% explained that it was "accepted
company practice,” and 24.7% reported
that they individually negotiated the
arrangement with their manager.

Employees using flexible work

There are differences, however, in the
ways that the three groups of people

How DO EMPLOYEES WHO USE

FLEXIBLE WORK ARRANGEMENTS

GAIN ACCESS TO THEM?

using flexible work arrangements gain
access to these benefits, with users of
traditional flextime most likely to gain
access through written policies and
least likely to gain access because of
accepted company practice.
Telecommuters are most likely to gain
access by negotiating individually with
their manager.

Whose Choice are Flexible Work
Arrangements?

The majority of all flexible work
arrangement users (59.0%) indicate
that use of these arrangements was
their choice; 8.2% indicate that it was
the company's choice; and 32.9%
report that it was a mutual choice
made by themselves and their company.
Users of daily flextime were most like-



ly (70.1%) to indicate that using this
flexible work arrangement was their
choice, while users of traditional flex-
time typically reported that the deci-
sion was mutual (41.9%).

A Privilege, Not an Entitlement
Most employees said that flexible work
arrangements are a privilege or luxury,
and not an entitlement. For many
employees, the ability to use flexible
work arrangements came only after they
had gained their manager’s trust.

"1 have a track record. | have proven
myself. There's never any doubt that I'm
going to get my stuff done and probably
work extra...but there is that whole level
of trust that it takes time to develop."

"Right now telecommuting is considered a
reward, not an entitlement. It's an excep-
tion. It's a reward. It is something special
for somebody special, not an entitlement."

Since the opportunity to use flexible
work arrangements is viewed as a priv-
ilege, many employees feel that they
owe something back to management
for permitting it.

"You kind of have that expectation since
they are allowing you this tremendous
benefit, that you should deliver something
a little over and above what other people
who don’t have the same benefit."

Indeed, the idea of flexible work arrange-
ments being a privilege was so pervasive
that many expressed feelings of insecurity
about the likelihood of continuing to
have the opportunity to work flexibly
should managers or jobs change.

"It still is a feeling like this could be
taken away from you at any moment."

The Role of Manager

Not surprisingly, managers were very
careful about deciding whether a partic-
ular employee could use a flexible work
arrangement. With the pressure to per-
form, managers are shouldered with the
responsibility of identifying employees
who will be productive while using flex-
ible work arrangements. One of the
greatest concerns expressed by man-
agers is the employee’s ability to work
independently, which reflects both the
nature of the job and the qualities of
the individual employee.

"1 think the person’s character and job
performance has everything to do with it."”

"The employees | approve [to work flexi-
bly] are people who get the job done.
They work faster. They take initiative.
They are the conscientious employees."

Managers look most favorably on
employees who are highly productive,
because they trust that these employees
will continue to do what it takes to
maintain these high levels of productivity.

Managers said they carefully assess an
employee’'s ability to work flexibly, as
well as whether the job can be per-
formed with a flexible work schedule
while maintaining productivity.
According to managers:

"If you trust the person. You have to
have a level of trust there when they are
at home [working], they won't be cooking
dinner, or doing their dinner, washing
dishes..."
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"l know she's a great worker...I see the
productivity...l think if people have track
records -- if they report to you, you know
they always put in that extra time, very
devoted and committed to their job -- you
never worry about that."

"If I feel they have integrity and they're
going to say "I'm going to work at home
today." Great! | know you're going to do
it...on the other hand, if there's somebody
who I've observed in the office and I
don't have that same feeling of integrity
with them, I’ll admit, 1'm less comfort-
able doing it."”

Employees using flexible work
arrangements are very aware that not
all employees are able to use them.

"My manager had another person who
was requesting a flexible work arrange-
ment. . . and, because of her background
and the experience that the manager had
with her, she did not give them to her.”

Employees also were aware of the
importance of the precedent they were
setting in their department.

"1 always felt pressure on me to make
sure that this was successful because some-
one else may want to do it."

Negotiating Flexible Work
Arrangements

The typical negotiation process
described by employees involves the
employee pleading her/his case, the
manager determining if this particular
candidate is capable of maintaining a
high level of productivity under these

circumstances, and often a trial period.
The fact that using flexible work
arrangements is not a right or entitle-
ment lays the foundation for the nego-
tiation process. In this process, the
business objectives of the company are
foremost and approval to work flexibly
must coincide with these business
objectives. This means that the manager
needs to believe that the employee will
be equally or more productive using
flexible work arrangements than if
he/she was working without them.

There was tremendous variation
regarding the amount of time it took
for employees to get approvals to use
flexible work arrangements. Some
spoke of days, while others spoke of
months, as they waited to hear
whether they would be approved.

"l explained to [my manager] why I
wanted to use a flexible work arrange-
ment. He wanted me to talk to [HR] to
find out how it was going to work as far
as the hours were concerned. And I did
all that. And I think we must have
started in January and it was just on a
trial basis for a month ...and then after
the month, he saw that everything was
working okay. It was okay for me too
and we just continued throughout the
year. But to me, it's been a long process.”

With no written process in place,
employees often created their own
process to convince managers they
would be good candidates to work
flexibly.

"1 laid out a proposal with three options
or scenarios. It was a detailed proposal
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where 1 outlined all financial implica-
tions... 1 sold them the idea."

"I worked the back room. | went to people

that I trusted and said, "how do |
approach [my manager] so that this
request is positive?"

Employees noted that getting approval
to work flexibly is largely dependent on
the manager. Some managers embrace

the idea, while others approach it
cautiously or even negatively.

"You don't know what you are walking
into...when they move on [to another
department]. [It’s] like, 'Oh my God,
who is my next boss going to be?!"

For newly hired employees, the
process was even more tentative.

"You have to wait until the offer comes
and bring it up later as a bonus. You

have to negotiate it. And then you don’t

know if once you get into the environ-
ment, if they really believe in flexibility
in the first place.”

In some cases, the manager’s decision
to enable an employee to use a flexible
work arrangement is motivated by the

opportunity to reduce costs and save
the company money. By reducing

downtime and travel time, some man-

agers feel that they can increase
employee morale and commitment,
thereby increasing productivity.

After the Negotiation

The implementation of flexible work
arrangements also varied across the

companies. In some of the compa-
nies, employees described the strate-
gies they developed that enabled them
to remain in constant communication
with their co-workers and managers.

"1 always change my message on my
answering system so they know when I’'m
not in the office and they know if I’'m
working at home. 1 always have my
pager. So I tell people, ‘Leave a message.
If it’s an emergency, call my pager.” It
works fine."

Another employee who provides tech-
nical support to others, said:

"If I'm at home, and they called me a few
minutes ago--say | stepped out to go to
lunch or something like that...they do get
my home business line...it rolls into this
line here. After three rings, it rolls auto-
matically to the phone line here and then
I can back it up with Audix. So either
way | get it, no matter where I’'m at."”

In some of the companies, employees
using flexible work arrangements tried to
create an "invisible wall,"”" doing every-
thing within their powers to create the
illusion that they were not using these
arrangements and making it impossible
for clients and co-workers to know that
they were not in the office. Electronic
communication—voice-mail and e-mail—
contributes to the ease of telecommuting
and supports the invisibility of the flexible
work arrangement. According to one
telecommuter, her co-workers didn't
realize for two years that she was working
at home one day per week:
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"I don't say I'm out of the office. 1 mean,
they'll send me e-mail and I'll send them
one right back. It's instantaneous. They
call me. 1 call them right back.. I'm in
the loop, so they don't know. | just don't
schedule meetings on that day."

Managers talked about the importance
of carefully monitoring employees
using flexible work arrangements.

"You have to start documenting and
that’s what we’ve done. Someone who is
constantly taking and never giving, it
gets docked on your vacation time. I'm
willing to be really flexible. I under-
stand. I’'m a mother. | understand.
But, someone who is constantly taking
and never giving, then guess what? You
are going to have to use vacation time."

"I’m monitoring them on a daily basis
whenever they are home."

@

Sometimes It Just Doesn’t Work
While most managers were very care-
ful about agreeing to flexible work
arrangements, employees and man-
agers reported that there were times
when this flexibility backfired. One
employee who worked in a very flexi-
ble department talked about how the
abuse of a flextime schedule for an
adjacent department ruined the policy
in her own department.

"When [the other department’s]
manager was on vacation for two weeks,
they came and went as they pleased and
things didn’t get covered, and they
weren’t conscientious about it..."

The result in this case was that the
manager ended their flexible work

policy.
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Contrasts Between Users and Non-
users of Flexible Work Arrangements

non-users on the following

dimensions: hours worked, time
crunch, work/life balance, spillover,
job satisfaction, life satisfaction, and
attachment to company.

The study contrasted users and

Hours Worked

Employees who returned the survey
confirmed the existence of a “long
hours” culture. They reported work-
ing an average of 50.6 hours per week
(range 40 - 96), with only 17.0%
working a 40-hour week. Over a third
of employees had worked while on
vacation during the past year. Hours
worked are viewed by employees as a
measure of their commitment and
productivity. As one employee said:

"You do whatever it takes. You stay
overnight.”

"1 work about 10 hour days [now, but]...
l used togetin at 8 or 9 a.m., and |
would fall off the map at 2 a.m.”

As seen in Chart 7, non-users reported
working significantly more hours than
traditional flextime workers. On the
other hand, as seen in Chart 8,
telecommuters were most likely to
report having spent time working
during a vacation.

Chart 7: Hours Worked
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DO EMPLOYEES WHO USE

TRADITIONAL FLEXTIME, DAILY

FLEXTIME, AND TELECOMMUTING

WORK MORE HOURS THAN EMPLOYEES

WHO DO NOT USE THEM?

Chart 8: Worked on Vacation
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Employees are sensitive to the issues of
flexible work arrangements, yet are
overwhelmed by the amount of work
to be done.

"We talk the talk [work/life], but I don't
see a lot happening where the workload is
reduced. You can't continue to do every-
thing that's expected on a day-to-day
basis and have flexible work arrange-
ments and not take stuff home or come
in on your day off. You will fall behind
and never come from under."

Time Crunch

Employees were asked four questions
about the extent to which they feel
that they have enough time for them-
selves and feel rushed to get every-
thing done each day. By calculating a
total score for these questions, a
measure of “time crunch” was created.

Scores on time crunch ranged from 4
to 20 (mean = 14.2). As seen in
Chart 9, employees least likely to
experience time crunches were those
using daily or traditional flextime.

Chart 9: Time Crunch
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"It’s really nice. It gives me the opportu-
nity of balancing both work and family."

In contrast, employees most likely to
experience time crunches were those
using telecommuting. As illustrated
below, the lines between work and
home often blurred so much that they
were indistinguishable.

"I get up early. PBS has great children’s
shows in the morning. Even when [my
daughter] was one, I could put on
Barney or something, and she would play,
or I’d put her in her high chair and she
eats an hour-and-a-half breakfast. So I
can really crank out a lot of work from
like 6:30 ‘til about 10. And in between
time, distracting her here, distracting
her there, we do a lot of coloring and a
lot of painting. She’ll sit great for like a
half-an-hour to an hour just coloring
and painting. So then I would say from
10 to about noon, there’s not a lot of pro-
ductive time. From 10-12 we get on the

CONTRASTS BETWEEN USERS AND NON-USERS OF FLEXIBLE WORK ARRANGEMENTS



floor and we play, unless the phone rings.
And then I give her lunch and then I get
back to work again, and get her down
for a nap. | am blessed with a daughter
that is an incredible sleeper, and she takes
three-hour naps sometimes four, so some-
times, at 5 o’clock she’s still sleeping. 1’ll
start working on projects, or I might
have to be tracking people down on the
phone, which I try to do when she’s sleep-
ing, because I don’t like to have her in
the background. And then she gets up,
and we make dinner and play some more
and maybe go outside. After she goes to
bed, which is around 8-ish, I just check-
in [to my voice-mail] one more time. At
the end of the day I say: ‘Wow, I’ve
accomplished a lot.””

Work/Life Balance

We asked employees to respond to the
question: ""How would you rate your
work and family balance -- poor, fair,
acceptable, good, or very good?"
Those employees most likely to report
a good or very good balance between
their work and family lives were using
flexible schedules, particularly daily
flextime.

Chart 10: Work-Life Balance
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How DOES USING DIFFERENT TYPES OF

FLEXIBLE WORK ARRANGEMENTS AFFECT

THE EXTENT TO WHICH EMPLOYEES

EXPERIENCE TIME CRUNCH, WORK/LIFE

BALANCE, NEGATIVE SPILL-OVER FROM
WORK TO FAMILY, JOB SATISFACTION,
LIFE SATISFACTION, AND COMMITMENT

TO THE WORKPLACE?

Spillover

Employees were asked about the
impact that their work has on their
home life. There were no differences
between employees using the various
flexible work arrangements and those
not using them. 27.2% of all employees
experienced negative spillover from
work to family, 25.1% experienced
positive impact, and 47.7% reported
neutral or no spillover.

Job Satisfaction

Employees were asked a series of eight
guestions about the extent to which
they were satisfied with elements of
their jobs, including the number of
hours they were working and the
advancement opportunities available
to them. By calculating a total score
for these questions (i.e., 1" =very
dissatisfied to "'5" = very satisfied), a
measure of "job satisfaction' was
created. Scores on job satisfaction
ranged from 8 to 40 (mean = 28.2).
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Users of both daily flextime and tradi-
tional flextime were more satisfied
with their jobs than non-users and
telecommuters.

Chart 11: Job Satisfaction
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Life Satisfaction

Employees rated the extent to which
they felt satisfied with their life. While
not statistically significant, there was a
tendency for telecommuters to report
the lowest levels of life satisfaction and
for users of daily flextime to report the
highest levels of life satisfaction.

Chart 12: Life Satisfaction
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Attachment to Company

The extent to which employees felt
attached to their company was assessed
with 18 questions that inquired about
company pride and the likelihood of
leaving the company. By calculating a
total score for these questions, a

measure of ""attachment to company"
was created, with scores ranging from
26 to 90 (mean = 57.2). Attachment
to company was not observed to be
related to whether employees were
using flexible work arrangements.
Among all employees, 16.7% were very
attached to the company for which
they worked, 60.6% were moderately
attached, and 22.7% were not attached.

Summary

In order to account for demographic
differences in gender, childcare respon-
sibilities, elder care responsibilities, edu-
cation, race, income, position, work
hours, and commute time, and to more
accurately examine the effects of flexible
work arrangements on outcomes for the
four comparison groups (non-users,
daily flextime, traditional flextime,
telecommuters), a series of analyses was
completed in which these demographic
differences were controlled (i.e.,
removed) statistically. These analyses
revealed that even after these differences
were removed, employees using daily
flextime experienced:

= Less time crunch

= Less negative spill-over between
their work and family lives

Better work/family balance
Greater attachment to their company

More job satisfaction
= More life satisfaction

In contrast, similar analyses, control-
ling for demographic differences
between the groups revealed that
using traditional flextime increased
only the level of job satisfaction.
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Views of Employees Using Flexible Work
Arrangements and Their Managers

n this section, we contrast the perspec-

tives of employees who were using

flexible work arrangements with those
of their managers. Analyses described in
this section combine information from
employees using daily flextime with
those of employees using traditional
flextime. This approach is used for two
reasons: (1) preliminary analyses
revealed that there were no substantive
differences between these groups of
flexible users; and (2) information col-
lected from managers did not distin-
guish the views of managers supervising
employees who were using traditional
flextime and those using daily flextime.
As such, in order to examine parallel
views, the experiences of flextime users
(traditional and daily combined) are
contrasted with those of telecommuters.

Productivity

According to employees using the various
forms of flexible work arrangements
and managers supervising employees
using these arrangements, there were
no differences in perceptions of pro-
ductivity. Reports from both groups
suggest very positive impacts of using

Chart 13: Effects on Productivity
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flexible arrangements on productivity,
with higher proportions of employees
reporting positive impacts on produc-
tivity than managers.

Quality of Work

Employees and managers of employees
using flexible work arrangements
reported that an employee’s quality of
work was not affected by the use of
either flextime or telecommuting.
Reports from both groups indicate very
positive impacts on work quality, with a
higher percentage of employees assign-
ing positive ratings than managers.

Chart 14: Effects on Quality of Work
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Relationship with Supervisor

There was no difference between
employees using flextime and those
using telecommuting regarding the
use of these flexible work arrange-
ments and the relationship with their
supervisor. The majority of employees
(58.0%) reported that flexible work
arrangements had positive effects on
their relationship with their supervisor,
37.0% reported that they had neutral
effects, and only 5.0% reported that
they had negative effects. Managers,
however, had a very different view of

these effects. They reported that their
telecommuting employees were more
likely to have negative or neutral rela-
tionships with them than were
employees using flextime.

Chart 15: Effects on Relationship
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Relationships with Co-Workers

Employees and managers agreed that
telecommuting employees are less
likely to have positive relationships
with their co-workers than are flextime
employees, with managers reporting
more severe consequences than
employees.

Chart 16: Effects on Relationships
with Co-workers
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The theme of feeling left out was
clearly expressed by many telecom-
muters.
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"The only drawback is when I work more
at home. ..you sort of feel left out a little
hit sometimes, because there’s nobody else
to talk to during the day."

"Out of sight, out of mind."

"I think there’s a certain dynamic of being
in the office that you cannot achieve being
at home. There is certain information
that you glean from being in the office."

"They kind of tend to forget you when
you’re a telecommuter.”

Retention

When employees and managers of
employees using flextime and telecom-
muting were asked about the impact
of using these flexible work arrange-
ments on their plans to stay with the
company, most (81.3% of employees
and 76.1% of managers) reported that
they had very positive effects.

Chart 17: Influence on Retention
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"The flex is why I’'m here. . .Flex is mak-
ing it a nicer place to work. They are
truly making an effort to help people
balance their family and home issues
and recognize that people have more
than their job to do."”

"It’s been a retention opportunity . . .a
retention vehicle for me. When | had
problems balancing family and work 1
was like, ‘I’'m going to stay here.”™

"If she [supervised employee] was still
under the manager she was under several
years ago, she probably would have been
gone by now because that manager did
not embrace the concept of telecommuting
as much as 1 do."

"There is no question that, if this
telecommuting hadn’t been in place.. . .1
know that | would not retain her."

Extent to which Others View
Employee as Committed to Job

Employees reported that people who
used telecommuting were viewed as
being less committed to their jobs
than people who used flextime.
Among managers, however, commit-
ment to job was not related to use of
flexible work arrangements. The over-
whelming majority of managers
(91.8%) reported that employees using
flexible work arrangements were com-
mitted to their jobs.

Chart 18: Job Commitment
(Employees)

N
o

15

o
T

Percent Strongly Disagree/Disagree
[=Y
o
T

o

All Flex Users  Telecom

VIEWS OF EMPLOYEES USING FLEXIBLE WORK ARRANGEMENTS AND THEIR MANAGERS



Likelihood of Getting Promotions

According to employees, there was no
association between the use of flexible
work arrangements and the likelihood
of getting promotions. Most employees
(65.1%) reported that people using
flexible work arrangements were just as
likely to get the same promotions as
employees not using these arrange-
ments, 21.4% reported that there were
neutral effects, and only 13.4% reported
that users were not as likely to get the
same promotions as NoN-users.
Managers, however, indicated that
employees using telecommuting were
less likely to get promotions than were
employees using flextime.

Chart 19: Likelihood of Getting
Promotions
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"1 have a person who is working from
home most of the time. She's not learning
the new stuff. Guess what? She doesn't
get to work on the cool new project which,
in the future, is going to make her less
marketable."

Likelihood of Receiving
Challenging Work Assignments
Employees indicated that using
telecommuting had a more negative
impact on the extent to which they
received challenging assignments than

How DO EMPLOYEES USING FLEXIBLE

WORK ARRANGEMENTS AND THEIR MAN-
AGERS ASSESS THE EXTENT TO WHICH
THESE FLEXIBLE ARRANGEMENTS AFFECT
EMPLOYEE PRODUCTIVITY, QUALITY OF
WORK, RELATIONSHIP WITH SUPERVISOR,
RELATIONSHIPS WITH CO-WORKERS,
COMMITMENT TO JOB, AND THE LIKELI-
HOODS OF GETTING PROMOTIONS, CHAL-
LENGING ASSIGNMENTS, GOOD PER-
FORMANCE REVIEWS, SALARY INCREASES,

AND SUPPORT FROM CO-WORKERS?

did employees using flextime. Among
managers, however, there was no rela-
tionship between using a flexible work
arrangement and receiving challenging
work assignments. The majority of
managers (84.4%) agreed that employees
using flexible work arrangements were
just as likely as other employees to get
challenging assignments, 9.6% were
neutral about this, and only 5.9%
reported that employees using flexible
work arrangements were not as likely to
get the same challenging assignments.

Chart 20: Likelihood of Getting
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"Managers will have weekly status
reports, and I’ll see them say so-and-s0’s
doing this and so-and-so’s doing that,
and I'll think, well, those are really
interesting projects and | had no idea
that was even going on! And I would
have maybe been interested in doing that,
and I’'m not getting the good cookies
thrown at me."

Likelihood of Getting Good
Performance Reviews
Employees indicated that there was no
association between the use of flexible
work arrangements and the likelihood of
getting good performance reviews. The
majority of employees (78.2%) reported
that people using flexible work arrange-
ments were likely to get good perform-
ance reviews, while 14.5% were neutral
about this, and only 7.3% reported that
people who were using flexible work
arrangements were not as likely to get
good performance reviews. Reports from
managers, however, indicated that
employees using telecommuting were less
likely to get good performance reviews
than were employees using flextime.
Chart 21: Likelihood of Getting Good
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Likelihood of Receiving Same
Salary Increases

Employees and managers both reported
that telecommuting employees were less
likely to get the same salary increases as
other employees.

Chart 22: Likelihood of Receiving
Same Salary Increases
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Likelihood of Getting Job-Related
Support from Co-Workers

Employees and managers both indicated
that telecommuting employees were
less likely to get job-related support
from their co-workers.

Chart 23: Likelihood of Getting Same

Co-worker Support
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Summary

Employees and managers agree that
using flexible work arrangements have
positive impacts on productivity and
quality of work, regardless of the type
of flexible work arrangement used.
They also agree that employees using
telecommuting are more likely to have
poor relationships with co-workers,
less likely to get the same salary
increases, and less likely to get co-
worker support than employees using
flextime. Employees and managers
differ on their perceptions of some of
the effects of flexible work arrange-

&)

ments. Employees are less likely to
view telecommuters as committed to
their jobs and are more likely to
believe that telecommuters do not
get the same challenging assignments
than managers who supervise these
employees. Managers, on the other
hand, are more likely than telecom-
muting employees to believe that
telecommuting has negative effects
on employee-supervisor relationships
and are less likely to feel that
telecommuters get the same promo-
tions and performance reviews as
other employees.

VIEWS OF EMPLOYEES USING FLEXIBLE WORK ARRANGEMENTS AND THEIR MANAGERS



Views of Employees Who Do Not
Use Flexible Work Arrangements

effects of flexible work arrange-

ments from the perspective of the
users of these arrangements and man-
agers who supervise users. In order to
gain a more complete appreciation of
the effects of flexible work arrange-
ments, it is equally important to
understand how they affect the
employees within a work group who
are not using them. This Section dis-
cusses the views of employees who do
not use flexible work arrangements.

As indicated in Chart 24, most
employees who do not use flexible
work arrangements believe that
employees using these arrangements
are just as committed to their jobs as
other workers.

The previous section examined the

Chart 24: Job Commitment
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However, non-users expressed some
serious concerns about flexible work
arrangements. For example:

= 39.2% indicate that employees who
use flexible work arrangements are
not as likely to get the same promo-
tions as non-users.
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Chart 25: Likelihood of Getting
Same Promotions
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= 30.3% report that employees who use
flexible work arrangements are not as
likely to get as challenging work
assignments as other workers.

Chart 26: Likelihood of Getting

Challenging Assignments
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= 34.8% report that users of flexible
work arrangements cause resent-
ment among those working on-site.

Chart 27: Resentment Among
Co-Workers
Non-user View)
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Resentment may arise for a variety of
reasons. Lack of equity in terms of
privilege or in terms of perceived
effort were common:

"If two people have the same job, that's not
fair if one person [gets to work at home]...
you know? The jobs are the same, and it's
like if Mary Smith is doing the same thing
as me, same job, just different plans, she
gets to work from home and | can't, that
definitely would I think develop some
unhappiness, some tension."

How DO EMPLOYEES WHO DO NOT USE

FLEXIBLE WORK ARRANGEMENTS PER-

CEIVE EMPLOYEES WHO DO USE THEM?

"With the ones who are on these flexible
schedules, with the kids, working at home,
we find that very difficult [to believe] that
they really put in 8 hours... But then that’s
just us, because probably because we are
jealous. 1 mean you know when you have
your kids there [at home], you're gonna stop
and you're gonna do things. You are going
to do the wash and throw a load in. You
know you are going to do stuff. My hus-
band works at home. I know. And he doesn't
have little kids. I mean you know he'll stop
to do something. So I know. I see it."

In addition, flexible work arrange-
ments may only widen the division
between hourly employees whose jobs
require set hours and salaried employees
whose jobs permit greater opportuni-
ties for flexible schedules.

VIEWS OF EMPLOYEES WHO DO NOT USE FLEXIBLE WORK ARRANGEMENTS



Percent

"I’m an hourly person; they are salaried, = 19.7% feel that the productivity of

and | don’t think it’s fair that | don’t the work group suffers when
get to do it." employees use flexible work
arrangements.

= 48.4% say that it is more difficult to
work collaboratively with employees

. Chart 29: Effects on Work Group
who use flexible work arrangements.

Productivity
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Chart 28: Difficulty Working
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Disagree Neutral Agree = 30.4% indicate that it is more diffi-

cult for supervisors to communicate
with employees who use flexible
work arrangements.

"It’s harder to maneuver and schedule
meetings. It's usually when something is
urgent, like you're trying to schedule a
meeting, trying to get a group of people
together. | think [the telecommuter] is

Chart 30: Difficulty Communicating

With Supervisors
(Non-user View)
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only here two or three days a week. So it's 40
really difficult. And then she's really 351
busy when she is in. So I guess it makes g 301
things more difficult sometimes." § zi i
"You just can't stop your [work] execution 15
on those two days they’re not there. Life o
goes on. | don't know if some people are as B
good at doing that. So when they're not, ©™ disagree Neutral Agree

you know, when they're gone Mondays and
Tuesdays, and then for two days you're
waiting,... it can be inconvenient."

&
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Effects of Flexible Work
Arrangements on Managers

n granting managers the authority to

approve or disapprove an employee’s

use of flexible work arrangements, the
company provides managers with a
mechanism to support employees’ non-
work needs. With the pressure to per-
form, managers are burdened with the
responsibility of determining which
candidates will provide the necessary
productivity outcomes. Each manager
is empowered to make decisions based
on his/her perception of what is best
for the work group and the company.

Managers are very much aware that
their choices will have an impact on
their own workload. Employees using
flexible work arrangements who are
not able to meet the work groups’
productivity standards put extra pressure
on managers, most of whom are

®

already overburdened in a high
pressure, high workload environment.

Arranging Meeting Times
Managers of telecommuters were
more likely to report that they had
trouble finding times to meet with
these supervised employees than were
managers of employees using flextime.

Chart 31: Difficulty Finding

Meeting Times
— (Manager View

)

All Flex Users Telecom

Percent Agree/Strongly Agree
B = N N w
o a o al o
T T T

al
T

o



"I will tell you that it throws me off
balance. I can’t be impromptu and
bring the team together for meetings."

Manager’s Work Load

While the majority of managers
reported that supervising employees
who use flexible work arrangements
results in no differences in workload,
22.6% indicated that this caused them
more work. There were no differ-
ences in the reports of managers of
employees using flextime and managers
of employees using telecommuting
regarding the amount of work.

Chart 32: Manager Work Load
(Manager View)
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"What also happens is you wind up
having...to pick up the slack and not being
as productive as you'd want to be...If you
can agree to it, whether it be a job share
or a telecommute, you're going to have

to pick up the extra slack at times."

"l think sometimes when you are missing
or you're short handed and all, it's a big
[mess], like gee, not only am | doing my
job, I'm doing somebody else's job too
because you just need to pick up that
slack whenever emergencies do evolve."

How DO FLEXIBLE WORK

ARRANGEMENTS AFFECT THE

MANAGER’S JOB?

Job Performance

When managers were asked about the
impact that supervising employees who
use flexible work arrangements has on
their own performance, the over-
whelming majority of responses were
either neutral (67.7%) or positive
(25.6%). There were no differences in
the reports of managers of employees
using flextime and managers of employees
using telecommuting regarding the
impact on job performance.

Work Group Productivity

Managers were asked how much
more or less work their work group
accomplishes because it includes
employees who use flexible work
arrangements. The majority of managers
(61.2%) indicated that there were no
effects on work group productivity.
However, approximately one-third of
managers indicated that their work
group was more productive because it
included employees who used flexible

Chart 33: Work Group Productivity
(Manager View)
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work arrangements. There were no
differences in the reports of managers
of employees using flextime and man-
agers of employees using telecommut-
ing regarding the impact on work
group productivity.

Tension Between Assisting
Employees to Balance Their Work
and Family Responsibilities and
Meeting Business Goals

Managers were asked about the extent
to which they felt a tension between
assisting their employees with balancing
their work and family responsibilities
and meeting the business goals of their
work group. Most managers (93.6%)
reported at least some degree of tension

between these objectives. There were
no differences in the reports of man-
agers of employees using flextime and
managers of employees using telecom-
muting regarding this tension.

"1 think upper management supports
work/life balance, but I don’t think
there’s any leeway for not completing the
work that has to be completed. 1 think
all of our company believes in work/life
balance and thinks it’s the right thing.
But I also think that when some Senior
Vice-President wants something, he doesn’t
care whether somebody is not here today
because they’re telecommuting. It’s got to
get done."

EFFECTS OF FLEXIBLE WORK ARRANGEMENTS ON MANAGERS






Implications for Employers

a number of important implica-

tions for employers as they inte-
grate flexible work arrangements in the
work place. Results clearly indicate
that encouraging the use of daily flex-
time has the potential to make employees
experience better balance between their
work and family lives, as well as greater
job and life satisfaction. It also has
positive effects on employee productiv-
ity, work quality, and retention.

The findings from this study suggest

The notion of "daily flextime' as the
most positive form of flexibility is a key
headline from this research, with
important implications for companies
striving to be leaders in innovative
workplace practices. Employees who
have access to daily flextime report
more positive impacts on productivity

and the quality of their work, and are
more likely to stay with their company.
These findings should not come as a
surprise to most readers of this report,
who probably can attest from their own
experience that the ability to juggle the
different demands in our lives when
needed is critical. It is therefore quite
understandable that when employees
are given some latitude in arranging
their time as they see fit, they are likely
to respond by "going the extra mile" to
get the job done well.

The issue for companies is how to best
support a company-wide commitment
to everyday flexibility. Our experience
has shown that strong statements of
support from key business leaders com-
bined with both role modeling and
recognition of key individuals or work-
groups is critical. In the best situation,



this comes from the highest ranks of
the company and is integrated through-
out the organization. However, there
are many more examples of companies
in which enlightened business leaders
within certain pockets of the company
embrace this commitment and make it
work within their own business units.
These success stories typically serve as a
catalyst for change within other parts of
the company.

The good news is that the concept of
daily flextime does not require exten-
sive discussion and development of
new company policies. What may be
most effective, this study shows, is to
broadcast the ""business case™ benefits
of daily flextime and work with indi-
vidual managers to create their own
work environment that supports this
broader commitment to flexibility.

Equally important to the finding that
daily flextime has positive effects is the
data that emerged associated with
telecommuting. Telecommuting,
while enjoyed by many of the employees
who use it, is a much more complex
issue. The picture that emerges from
this study is that:

= Employees who use telecommuting
have less clear demarcations
between their work and family
lives. They are more likely to work
during a vacation and experience
greater time crunch in their lives.
They also have a less positive
work/life balance.

= Employees who use telecommuting
are less satisfied with their jobs and
with their lives than are other flexi-
ble work users.

= Managers feel that they have poorer
relationships with their telecommut-
ing employees, and indicate that
telecommuters are not likely to get
the same promotions and good
performance reviews as other
employees. They also have a more
difficult time scheduling meetings.

= Employees as well as managers
believe that co-worker relationships
are more strained for telecom-
muters, and that telecommuters are
not as likely to get the same salary
increases as other employees.

= Telecommuters perceive that others
view them as less committed to their
jobs, and report that they are not
as likely to get challenging assign-
ments as others.

On the other hand, telecommuting
does offer two important benefits:

= |t allows companies to retain high
performing or otherwise valuable
employees; and

= |t does not decrease productivity.

As such, greater caution is advised
when telecommuting is integrated in
the work place. Advice offered by par-
ticipants of our focus groups included
the importance of not enabling an
employee to telecommute for more
than two or three days per week, and
limiting the number of consecutive
telecommuting days. When
telecommuting is used, the importance
of being available to managers and
co-workers was highlighted. For
telecommuters themselves, our data
suggest the importance of distinguishing
between work time and non-work
time. The fluid boundaries between
work and family that develop when an

IMPLICATIONS FOR EMPLOYERS



employee works out of the home can
have positive as well as negative
consequences. Programs that instruct
telecommuters on how to create
separate physical spaces within their
home for work and family time are
important. In addition, creating
concrete transitions between work
time and family time are critical.

We encourage companies to use the
findings from this study to help
understand the specific challenges and
opportunities within their own organi-

zations. Clearly, the results from this
study are not reflective of every com-
pany or each individual working a flex-
ible schedule. What is important is
that flexibility can be a win-win situa-
tion for companies and employees.
Data from this study highlight the
benefits that ensue when employers
can trust their employees to make
decisions about how their time is
spent so that they are as productive as
possible at work and as close to home
as they need to be.

IMPLICATIONS FOR EMPLOYERS






Conclusions, Study Limitations,
and Next Steps

Results highlight the complexities
associated with flexible work arrange-
ments.

reasons. First, the inclusion of
information from people working
in a variety of industries enables findings

This study is significant for several

= Employees using flexible work

to be generalized to a variety of work
environments. Second, by making the
distinction between different kinds of
flexible work arrangements—daily flex-
time, traditional flextime, and
telecommuting—this study enables a
closer examination of the effects of
different types of arrangements on
various workplace outcomes. Third, a
more complete picture of the effects
of flexible work arrangements emerges
by including the perspectives of
employees who use the various flexible
work arrangements, their managers,
and employees who do not use flexible
work arrangements.

arrangements were more satisfied
with their jobs than non-users.

Use of daily flextime is especially
likely to reduce the extent to which
employees experience time crunch
and to increase positive work/family
balance, job satisfaction, and life
satisfaction. Employees who have
the ability to structure their days so
that they can meet their personal
and work obligations have the best
of all possible situations.

However, the experiences of
telecommuters are more troubling.
Employees who telecommute have
less clear work/family demarca-
tions in their lives. They were more



likely to report working during
vacations, experience greater time
crunches, poorer work/family
balance, and less life satisfaction.
These data suggest that telecom-
muting may actually add to the
stress experienced by employees
who are unable to separate their
work selves from their family
selves. As one telecommuter
explained, having to balance the
demands of her young child with
those of her work all day, every
day resulted in a feeling of exhaus-
tion. The additional strain of
poorer co-worker relationships and
threats to salary increases make

it clear that telecommuting, while
potentially a positive experience
from a retention and employee
productivity perspective, can have
negative effects.

Employees who were not using
flexible work arrangements identi-
fied a significant number of prob-
lems with them. These included
resentment of employees using flex-
ible work arrangements, problems
working collaboratively, and nega-
tive effects of flexible work
arrangements on work group
productivity. As such, these results
highlight the importance of allowing
the opinions of all employees in a
work group to be evaluated when
flexible work arrangements are
being considered.

Finally, for many managers, flexible
work arrangements served to
increase workload. Yet, such man-
agers often reported positive effects
on their job performance and on
the productivity of the work group.

Study Limitations

While the results from this study are
intriguing, the reader is cautioned
about generalizing findings for the
following reasons:

= The six companies in which the study
was conducted are all "best practice
work/life" companies. It remains
unclear whether results can be gener-
alized to companies that do not have
such excellent work/life programs.

= The number of employees using
telecommuting was small.

= The study was only conducted in
certain business units within the
companies, so it is unclear to what
extent the respondents represent the
views of all employees in the
companies.

= Data were not collected in a way
that the employee survey data
could be linked directly with the
manager survey data (i.e., we have
no way of knowing whether those
who completed the employee
surveys are being supervised by
the managers who completed the
manager survey).

= Data were collected in a way that
reports from non-users confound
whether they are referring to employees
who use traditional flextime, daily
flextime, or telecommuting.

= Although information was collected
at companies representing diverse
industries, because the number of
employees and managers partici-
pating in the study from each industry
was relatively small, it was not
possible to examine the role played
by industry.

= Employees selected for survey par-
ticipation were not selected in an
unbiased, random fashion.

CONCLUSIONS, STUDY LIMITATIONS, AND NEXT STEPS



Next Steps

Many of the findings from this study
beg for greater attention and indicate
the need for the following studies:

= Replication of this study in
companies that include those that
are "new economy," those that are
just beginning to consider enabling
employees to use flexible work
arrangements, and those that
are small to medium in size.

= An in-depth study focusing on
telecommuters. Better understanding
of the costs and benefits of this

arrangement will aid management
in making decisions about when
and by whom it should be used.

Closer examination of other flexible
work arrangements, including part-
time work, job-sharing, and com-
pressed workweek.

Return on investment studies in
which the bottom line costs to com-
panies of enabling employees to
use flexible work arrangements are
assessed in terms of attrition, training,
and retention, with translation into
real dollar costs.

CONCLUSIONS, STUDY LIMITATIONS, AND NEXT STEPS






APPENDIXl

Study Design

ata were collected using a com-
Dbination of in-depth personal

interviews, focus groups, and
self-administered surveys.

A total of 59 personal interviews was
conducted with a variety of workers in
each company, including employees
using flexible work arrangements (21),
co-workers who were not using flexible
work arrangements (13), new employees
(13) and exited employees (11). In
addition, a personal interview was held
with the director of a department in
one of the companies that had imple-
mented a successful flexible work
arrangement (compressed workweek
and telecommuting). The main criterion
for new hires was that they had some
family responsibilities, and the focus of
the interview was on the extent to

which flexibility was an attraction to the
company. Interviews with exited
employees focused on the factors that
contributed to their leaving, including
the role of flexibility, both for the com-
pany they left and for the choice they
pursued after leaving the company.

Focus groups were conducted with
flexible work arrangement users and
managers of users. A total of 12 focus
groups was conducted, six with
employees and six with managers.
These focus groups included 42
employees and 36 managers. Of the
employees participating in the focus
groups, 34 were women; of the man-
agers participating in the focus groups,
26 were women.

The interviews and focus groups were
both conducted in Spring, 1999.



Employees were selected to participate
in interviews or focus groups by com-
pany representatives. Company repre-
sentatives who invited employees to
join the study intentionally sought
those employees who were affected by
flexible work arrangements, either
because they used them or their co-
workers used them. Managers who
participated in focus groups represented
a mix of individuals, some who super-
vised flexible work arrangement users
and others who did not.

The survey data were collected from
employees who reported on their own
experiences with flexible work arrange-
ments and from managers who reported
on their experiences supervising
employees using flexible work arrange-
ments. Surveys were distributed to
3,900 employees and 600 managers.
Since the intention of the study was to
understand the ways in which flexible
work arrangements affected the lives
of the people using them, their co-
workers, and their managers, the ques-
tionnaires were not randomly distributed
throughout the companies. Rather,
they were purposely distributed to
employees who were known to be
using flexible work arrangements, their
co-workers, and their managers. In
five of the companies, surveys were
sent to employees in a single business
unit, and in one company, the survey
was sent to one geographic location
(which included more than one busi-
ness unit). The criterion for selection
was that the unit/location needed to

APPENDIX 1:

include employees who used flexible
work arrangements. In all cases, survey
data were collected in the same location
where interviews and focus groups had
been conducted.

Surveys were distributed at the work-
place along with a cover letter explaining
the study. These letters were co-signed
by representatives of the relevant
company and the Boston College
Center for Work & Family’s Director
of Research. Employees returned the
completed surveys to the Center for
Work & Family using postage paid by
the company. Data from employees
were collected during Fall, 1999; data
from managers were gathered during
Winter, 2000. A total of 1,511
employees (38.7% response rate) and
256 managers (42.6% response rate)
completed the surveys. Due to the
small number of surveys returned from
employees working part-time, working
compressed workweeks, or participating
in job sharing arrangements, these
surveys were deleted from the analyses
that follow, resulting in a total of
1,353. While the surveys were
returned from both managers who
were currently supervising employees
using flexible work assignments and
those who were not, the analyses high-
light the experiences of the 151 man-
agers who were currently supervising
employees using these arrangements.

Due to the voluntary nature of survey
completion and the convenience sam-
pling strategy used, we cannot be sure
that the data represent either the

STUDY DESIGN



companies participating in the study 