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INTRODUCTION 

The word telecommuting r e f e r s  to  the  s u b s t i t u t i o n  of computer and 

communications c a p a b i l i t i e s  f o r  t r a v e l  t o  a c e n t r a l  work locat ion.  

Office automation permits many o f f i c e  workers t o  be p o t e n t i a l  

"telecommuters", performing t h e i r  jobs a t  a remote s i te  with the  

support  of computer and communications technology. This technological  

development suggests  t h a t  many jobs have the  p o t e n t i a l  t o  be 

independent of a p a r t i c u l a r  work locat ion  and standard schedule of 

work hours. The most commonly suggested remote work loca t ion  is t h e  

employee's own home. 

Although today ' s  i n t e r e s t  i n  work a t  home i s  motivated by t h e  

a v a i l a b i l i t y  of new technology, the  phenomenon of work a t  home i s  n o t  

new. Many self-employed profess ionals ,  a r t i s t s ,  w r i t e r s ,  and 

craf tspeople  work a t  home and set t h e i r  own schedules. The agra r i an  

soc ie ty  p r i o r  t o  the  i n d u s t r i a l  revolut ion  was based e n t i r e l y  on t h e  

i n t e g r a t i o n  of work and nonwork i n  the  home f o r  the  e n t i r e  family. 

The i n d u s t r i a l  revolut ion  brought "sweat shop" condi t ions  i n t o  t h e  

home, e spec ia l ly  i n  such i n d u s t r i e s  a s  i n d u s t r i a l  sewing; these  

condit ions p e r s i s t  today i n  some a r e a s  [ I ] .  I n  c o n t r a s t ,  the  new 

s o c i a l  phenomenon of telecommuting i s  motivated by employee 

requirements and i n t e r e s t s  t h a t  a r e  s i g n i f i c a n t l y  d i f f e r e n t  from those  

of the  e a r l y  i n d u s t r i a l  revolut ion .  This r e p o r t  at tempts t o  document 

the  cu r ren t  t rend t o  work a t  home a s  a s o c i a l  phenomenon a s  well a s  a 

technological one. 

[ I ]  The Seam Allowance: I n d u s t r i a l  Homework i n  Canada, Laura C. -- - 
Johnson, Toronto: The Women's Press ,  1982. 
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Companies a r e  showing an i n t e r e s t  i n  work a t  home f o r  a v a r i e t y  

of reasons. They a r e  plagued by skyrocketing c o s t s  of o f f i c e  space. 

Travel  and energy c o s t s  a r e  increasing while the  c o s t s  of e l e c t r o n i c  

equipment a s  a p o t e n t i a l  s u b s t i t u t e  a r e  decreasing. Some companies 

a r e  f inding it d i f f i c u l t  t o  a t t r a c t  o r  r e t a i n  q u a l i f i e d  personnel who 

must commute long d i s t a n c e s  t o  the  job o r  who, f o r  o the r  reasons, f i n d  

the  loca t ion  o r  schedule of a t r a d i t i o n a l  off  i c e  job unacceptable. 

For some r e l a t i v e l y  low-ski l l  c l e r i c a l  jobs such a s  da ta  e n t r y ,  

turnover and absenteeism a r e  se r ious  problems. For these  and o the r  

reasons,  work a t  home becomes an a t t r a c t i v e  a l t e r n a t i v e  f o r  c e r t a i n  

jobs and c e r t a i n  s i t u a t i o n s .  

For many ind iv idua l s  t h e  opportunity t o  exe rc i se  f l e x i b l e  work 

opt ions  has g r e a t  appeal.  Some give l i f e  s t y l e  cons idera t ions  high 

p r i o r i t y  i n  ca ree r  dec i s ions ;  i n  p a r t i c u l a r ,  those  people with 

specia l ized  s k i l l s  who a r e  i n  a pos i t ion  t o  nego t i a t e  with employers 

consider loca t ion ,  f o r  ins t ance ,  a s  a primary c r i t e r i o n  i n  c a r e e r  

choices. The emergence of dual  ca ree r  f ami l i e s  has forced companies 

and couples t o  look f o r  compromise s i t u a t i o n s  i n  the  event  of 

t r ans fe r s .  Many people value the  increased f l e x i b i l i t y  of being a b l e  

t o  work t h e i r  own hours, set t h e i r  own pace, and t o  wear casua l  

c lo thes .  Others s e e  work a t  home a s  a way t o  provide add i t iona l  

income while maintaining primary r e s p o n s i b i l i t y  f o r  c h i l d  care. For 

some groups, such a s  the  e l d e r l y  and severe ly  d i sab led ,  work a t  home 

provides an oppor tuni ty  t o  u t i l i z e  valuable s k i l l s  t h a t  would not 

otherwise be ava i l ab le .  
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The ob jec t ive  of t h i s  r epor t  is t o  document the cur ren t  trend t o  

work a t  home i n  the  United Sta tes .  The focus i s  on organizat ional  

arrangements; w e  have n o t  attempted t o  determine how many people, 

with what type of technology, a r e  working independently a t  home. 

Although the re  has been a degree of press  coverage about formal 

work-at-home arrangements [2] ,  press r epor t s  have genera l ly  

exaggerated the  degree t o  which t h i s  t rend has grown i n  the United 

S ta tes .  This r e p o r t  provides a review of formal work-at-home programs 

based on analyses of four teen such programs t h a t  have occurred o r  a r e  

now taking place  i n  companies i n  the United Sta tes .  The repor t  a l s o  

documents a t rend t o  informal work-at-home arrangements negotiated on 

an individual  bas is .  This p rac t i ce  is  considered t o  be f a i r l y  

widespread i n  leading edge companies i n  high technology i n d u s t r i e s ,  

pr imar i ly  i n  Cal i fornia .  

A number of ind iv idua l s  who work a t  home, both i n  formal programs 

and informal work arrangements, were interviewed f o r  t h i s  report .  I n  

a separa te  sec t ion ,  the  advantages and disadvantages t o  employees, 

t h e i r  reasons f o r  wanting such an arrangement, and t h e i r  a t t i t u d e s  

toward it w i l l  be summarized. 

Based on these  f indings ,  some o v e r a l l  conclusions w i l l  be drawn 

about work a t  home a s  a s o c i a l  and technological  phenomenbn i n  the  

United S ta tes ,  both today and i n  the  fu ture .  

[21 "I f  Home i s  Where t h e  Worker I s " ,  Business Week, May 3,  1982, - 
"Rising Trend of  computer Age: Employees Who Work a t  Home," -- New York 
Times, March 1 2, 1981 . 
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OVERVIEW: FORMAL PROGRAMS 

DEMOGRAPHICS 

Fourteen companies t h a t  have completed o r  a r e  now conducting 

formal work-at-home p i l o t  programs agreed t o  p a r t i c i p a t e  i n  the study. 

Nine companies had completed p i l o t s  and were ab le  t o  r epor t  the  

r e s u l t s  of t h e i r  evaluat ions ;  two companies had only prel iminary 

r e s u l t s  t o  r e p o r t ,  and the  remaining th ree  were j u s t  beginning t h e i r  

p i l o t s  a t  the  t i m e  of the  inves t iga t ion .  

The i n d u s t r i e s  represented by p a r t i c i p a t i n g  companies a r e  

r e f l e c t i v e  of the  types of companies t h a t  have expressed the  g r e a t e s t  

amount of i n t e r e s t  t o  da te  i n  work a t  home. Nine companies r ep resen t  

t h e  f i n a n c i a l  and insurance i n d u s t r i e s  which a r e  heavi ly  dependent on 

information processing and searching f o r  ways t o  improve t h e  

p roduc t iv i ty  of t h i s  labor-intensive component of t h e i r  work. Four 

a r e  computer and communications f irms which, while a l s o  seeking ways 

t o  improve p roduc t iv i ty  and q u a l i t y  of work l i f e ,  a r e  aware of t h e  

market which would be crea ted  f o r  t h e i r  products i f  work a t  home were 

t o  become a common phenomenon. One manufacturing f i rm (non-computer) 

a r e  represented. 

REASONS FOR INTEREST 

Companies gave a v a r i e t y  of explanations f o r  t h e i r  i n t e r e s t  i n  

exploring the  idea  of work a t  home. Most of t h e i r  reasons r e f l e c t  t h e  

long-term b e n e f i t s  t h a t  could be accrued i f  work a t  home were t o  prove 

f e a s i b l e  and were made ava i l ab le  on an expanded bas i s .  The reasons  

given f o r  experimenting with work a t  home were the  following: 
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1. Cost  savings. Several  p i l o t s  were j u s t i f i e d  on the  b a s i s  of 

d i r e c t  c o s t  savings t o  the  company. This was genera l ly  t r u e  f o r  

those  p i l o t s  where the  b a s i s  f o r  compensation was s h i f t e d  f o r  

employees working a t  home ( see  Table 11). In these cases ,  d i r e c t  

savings r e su l t ed  from n o t  paying employee b e n e f i t s .  Other 

projec ted  d i r e c t  c o s t  savings were associated with reduced space 

requirements; t h i s  genera l ly  was not  r ea l i zed  i n  the  p i l o t  phase 

because the  number of employees involved was too small f o r  savings 

on space t o  be s i g n i f i c a n t .  

2. Increased productivi ty.  I n  most p i l o t s ,  increased p roduc t iv i ty  

was recognized a s  a s i g n i f i c a n t  p o t e n t i a l  b e n e f i t  even where it 

was no t  d i r e c t l y  measurable. I n  the  s i x  cases where employees 

were paid on a piece r a t e ,  con t rac t ,  o r  hourly b a s i s ,  p roduc t iv i ty  

increases  r e su l t ed  i n  d i r e c t  c o s t  savings. In o the r  cases ,  it was 

considered an important i n d i r e c t  benef i t .  

3. Attrac t ing  o r  r e t a i n i n g  q u a l i f i e d  personnel. In  severa l  cases ,  

p i l o t s  were begun e x p l i c i t l y  t o  explore the  f e a s i b i l i t y  of work a t  

home i n  order  t o  t a p  an otherwise inaccess ib le  labor  force.  This  

labor force  inc ludes  those who require  f l e x i b l e  work hours, such 

a s  women with fu l l - t ime c h i l d  care  r e spons ib i l i ty .  I t  a l s o  

includes those f o r  whom commuting t i m e  and expense t o  work a t  a 

c e n t r a l  o f f i c e  would be unreasonable. In  o ther  cases ,  work a t  

home was viewed a s  one of a number of opt ions  f o r  inc reas ing  

employee f l e x i b i l i t y ,  based on a long-term commitment t o  r e t a i n i n g  

valued employees. In  some p i l o t s ,  t he  s i t u a t i o n  had evolved o u t  

of individual  employee needs; a t y p i c a l  case was a woman on 
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materni ty leave who d id  not  want t o  r e t u r n  t o  f u l l  t i m e  

employment. 

4. Socia l  r e spons ib i l i ty .  Two of the  p i l o t s  s p e c i f i c a l l y  d e a l t  with 

t h e  severe ly  (homebound) d isabled ,  and w e r e  motivated by a 

corporate commitment t o  increase  employment of the handicapped. A 

t h i r d  p i l o t  was completed with the  eventual  goal  of h i r i n g  

physica l ly  d isabled  f o r  the  same work. 

5. Computer u t i l i z a t i o n .  A t  l e a s t  one company saw a s i g n i f i c a n t  

advantage i n  s h i f t i n g  computer u t i l i z a t i o n  t o  "off-peak" hours. 

This was a l s o  considered a product iv i ty  b e n e f i t  s i n c e  employees 

were a b l e  t o  rece ive  immediate turnaround, allowing them t o  so lve  

problems more e f f i c i e n t l y .  

6, Market po ten t i a l .  Those companies i n  the  communications i n d u s t r y  

were i m p l i c i t l y  o r  e x p l i c i t l y  i n t e r e s t e d  i n  the  market p o t e n t i a l  

f o r  technology t o  support  work i n  the  home. Management f e l t  they  

should l e a r n  a s  much about work a t  home a s  poss ib le  and 

demonstrate i t s  f e a s i b i l i t y  i n t e r n a l l y .  

DESCRIPTION OF PILOTS 

Type of Job 
--7 

The types of jobs t h a t  were performed a t  home i n  t h e  p i l o t s  a r e  

included i n  Table I. The term "computer profess ional"  genera l ly  

r e f e r s  t o  programmers, programmer/analysts, o r  systems ana lys t s .  

While most of the  p i l o t s  were aimed a t  a p a r t i c u l a r  c l a s s  of jobs 

(word processing o r  programmers) four were open t o  any 
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profess ional - level  job which met c e r t a i n  c h a r a c t e r i s t i c s  and were 

approved by t h e i r  management. (Two of these  p i l o t s  included computer 

profess ionals . )  Some of the  other  profess ional  jobs were course 

developers,  i n t e r n a l  a u d i t o r s ,  and product managers. 

TABLE I 

JOB CLASSIFICATIONS OF 
FORMAL WORK-AT-HOME PILOTS 

TYPE OF JOB ----------- 

Computer profess ional  
General profess ional  
Word processing 
C l e r i c a l  

Tota l  

NUMBER OF PILOTS ---------------- 

It i s  i n t e r e s t i n g  t o  note t h a t  a l l  the  companies t h a t  

pa r t i c ipa ted  i n  work a t  home focused on e i t h e r  p ro fess iona l  - o r  

c l e r i c a l  employees. In  our  interviews we found r a t h e r  c o n s i s t e n t  

opinions t h a t  what would work f o r  one c l a s s  of employee would n o t  be 

f e a s i b l e  f o r  the  o ther .  W e  o f f e r  no explanation f o r  t h i s  b u t  note 

t h a t  the  d i f f e r e n c e s  i n  motivation t o  conduct a p i l o t  f o r  the  two 

c l a s s e s  of employee were d i s t i n c t .  Generally, p i l o t s  focusing on 

c l e r i c a l  and word processing employees were s e t  up t o  reduce the  c o s t s  

of performing a necessary t a sk .  P i l o t s  focusing on p ro fess iona l s  w e r e  

motivated by a need t o  a t t r a c t  o r  r e t a i n  a valued s k i l l  i n  scarce  

supply, and thus  inc rease  p roduc t iv i ty  a s  an i n d i r e c t  benef i t .  

It would appear t h a t  t h e  primary type of job t a rge ted  f o r  work a t  

home is  one which can be supported by computer equipment; f o r  

example, word processing o r  programming. It i s  important  t o  note t h a t  
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i n  most cases  where these  jobs were chosen, the re  was a shortage of 

q u a l i f i e d  people t o  f i l l  them. In  p a r t i c u l a r ,  t h e r e  i s  a severe  

shortage of experienced programmers i n  the  United S t a t e s ,  a problem 

which i s  expected t o  p e r s i s t .  Companies therefore  appear t o  be  

motivated by economic reasons t o  at tempt a l t e r n a t e  work arrangements 

when technology makes them possible.  

I t  should a l s o  be noted t h a t  i n  most cases the  t o t a l  number of 

employees involved i n  a p i l o t  i s  r a t h e r  small. Over ha l f  of the  

p i l o t s  involved only t h r e e  o r  four people. (One company which i s  now 

i n  a prel iminary phase has had only one person formally working a t  

home.) Three p i l o t s  involved between t en  and f i f t e e n  people. Two 

ongoing arrangements involve l a rge r  numbers: One company has between 

f i f t y  and one hundred people working a t  home p a r t  t i m e ,  while another  

has a formal arrangement involving work a t  home a f t e r  regular  work 

hours t h a t  i s  t h e o r e t i c a l l y  ava i l ab le  t o  any profess ional - level  

employees who u t i l i z e  t h e  computer d i r e c t l y  i n  t h e i r  work. 

One program involves work a t  home a f t e r  r egu la r  work hours only. 

Of t h e  o t h e r s ,  s i x  involved employees working a t  home two t o  th ree  

days a week. I n  the  remaining programs, employees worked a t  home f u l l  

time and occas ional ly  (once a week o r  every o the r  week) went t o  the  

o f f i c e  t o  pick up and d e l i v e r  work o r  a t t end  s t a f f  meetings. 

Employee S ta tus  

Table I1 shows the  s t a t u s  of employees working a t  home i n  the  

organizat ions studied.  This inc ludes  t h e i r  employment s t a t u s  

(permanent f u l l  time, permanent p a r t  t i m e ,  o r  c o n t r a c t  b a s i s ) ,  the  

payment method, and whether o r  no t  b e n e f i t s  a r e  received. Sa la r i ed  
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employees typical ly  receive no compensation f o r  overtime; hourly 

employees do. In  the case of permanent part-time employees, payment 

by output re fe rs  t o  piece ra tes .  For contract  employees, an hourly 

payment r e f e r s  t o  a standard r a t e  per hour worked; payment by output 

would r e f e r  t o  a fixed-price contract .  (There a r e  no cases of 

f ixed-price contracts i n  t h i s  s e t  of p i l o t s . )  

TABLE I1 

EMPMYMmT STATUS AND PAYMENT METHOD 
FOR WORK-AT-HOME EMPLOYEES 

No. of p i l o t s  Employmentstatus Paymentmethod Benefits ------------- ----------------- -------------- -------- 

8 Perm f u l l  
3 Perm p a r t  
I Perm p a r t  
I Perm p a r t  
1 Contract 

Salary Yes 
Hourly Prorated 
Hourly No 
Output No 
Hour 1 y No 

A l l  the p i l o t s  with permanent, f u l l  time employees on f u l l  s a l a ry  

and benef i ts  except one involved professional-level  employees, The 

p i l o t s  where the employees' s t a tu s  changed from f u l l  time t o  permanent 

p a r t  time with no benef i t s  involved c l e r i c a l  workers and word 

processors. Two of the  p i l o t s  which u t i l i z ed  contracts  involved 

programmers; the  t h i rd  was a temporary arrangement because of 

government requirements t o  have the employees on a temporary cont rac t  

f o r  a t r i a l  work period (disabled) .  

Equipment Support 

Most of the p i l o t s  involved some form of computer and 

communications support i n  the  home, There were two general types of 

configurations : 
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1. Terminal with telephone connection t o  the company's main computer. 

Employees t y p i c a l l y  a l s o  had a separa te  telephone i n s t a l l e d  f o r  

use with the  te rminal  a s  w e l l  a s  a modem. In  th ree  cases  s p e c i a l  

leased l i n e s  w e r e  i n s t a l l e d ,  apparently f o r  reasons of d a t a  

secur i ty .  A few employees u t i l i z e d  microcomputers r a t h e r  than 

terminals  but  t h i s  was no t  the  norm. 

2. Word processor with d i c t a t i o n  equipment. The four  word processing 

p i l o t s  were set up f o r  d i c t a t i o n  t r ansc r ip t ion .  A l l  u t i l i z e d  

stand-alone word processing equipment a s  wel l  a s  equipment f o r  

t r ansmi t t ing  and t r ansc r ib ing  da ta  and voice tapes.  The range of 

soph i s t i ca t ion  of equipment support  f o r  these  t a sks  var ied  widely. 

In  most cases,  the  company paid  f o r  i n s t a l l a t i o n  of equipment and 

monthly telephone charges. I n  one case the  employees rented  the  

equipment from the company. 

Results  

Nine o u t  of t h i r t e e n  companies were ab le  t o  r e p o r t  on t h e i r  

evaluat ions  of t h e i r  p i l o t  programs. Of these ,  s i x  repor ted  

s u b s t a n t i a l  t o  s a t i s f a c t o r y  improvements i n  employee performance i n  

t h e  s h o r t  run. I n  most cases  these  r e s u l t s  were based on sub jec t ive  

evaluat ions  by the  employees and t h e i r  supervisors ;  they found t h a t  

they cons i s t en t ly  met o r  exceeded deadl ines  f o r  de l ive rab les  and were 

then able  t o  take on a d d i t i o n a l  work. In  two cases  of c l e r i c a l  work, 

s i g n i f i c a n t  improvements w e r e  repor ted  i n  work turnaround and e r r o r  

r a t e s .  
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The r e s u l t s  of t h r e e  p i l o t s  indica ted  some problems i n  terms of 

performance. These w e r e  genera l ly  a t t r i b u t e d  t o  lack  of management 

commitment, communications problems, o r  technica l  problems. 

According t o  management, employees were genera l ly  very pos i t ive  

about t h e i r  work arrangements. I t  should be noted t h a t  i n  severa l  

cases ,  e a r l y  p a r t i c i p a n t s  decided they did not  l i k e  the  arrangement 

and chose t o  r e t u r n  t o  t h e  o f f i c e  f u l l  time. The c o n s i s t e n t  pos i t ive  

p a t t e r n  of employee reac t ions  is the re fo re  biased by the  f a c t  t h a t  

those who had negative r eac t ions  a r e  no t  included i n  t h i s  study. A 

more d e t a i l e d  evaluat ion  of employee reac t ions ,  based on interviews 

with the  employees themselves, i s  contained i n  a  separa te  sec t ion  of 

t h i s  repor t .  

Reactions by management t o  t h e  a l t e r n a t e  work arrangements were 

mixed. Several  p i l o t s  were terminated with a change of management. 

In  the  c l e r i c a l  arrangements, where measurable r e s u l t s  were a t t a i n a b l e  

and performance improved, management was very p o s i t i v e  about the  

program. In  the  cases  involving profess ional  employees and long-term 

de l ive rab les ,  management r e a c t i o n s  depended on t h e i r  own personal  

s t y l e s  and whether they f e l t  comfortable with "remote supervis ion" ,  

regardless  of employee performance. 

Current  S ta tus  

Of t h e  n ine  p i l o t s  which have been completed, four  were 

terminated and the  employees re turned t o  t h e i r  former work arrangement 

f u l l  time. ( I n  one of t h e s e  cases  some of the  employees a r e  working 

a t  home occas ional ly  on an informal bas i s . )  The remaining programs 

were re ta ined o r  expanded and now continue on a r egu la r  bas is .  
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OVERVIEW: INFO- PROGRAMS 

The desc r ip t ion  of formal work-at-home programs i n d i c a t e s  t h a t  

t h e r e  i s  l e s s  a c t i v i t y  than some of the  news media would lead one t o  

suspect ;  indeed we f e e l  conf ident  t h a t  the  p i c t u r e  drawn i n  t h i s  

r e p o r t  i s  more accurate.  However, w e  a r e  a l s o  aware of a t rend toward 

more informal arrangements of work a t  home i n  c e r t a i n  companies i n  

d i s t i n c t  i n d u s t r i e s ,  p r imar i ly  the  "high technology" computer i n d u s t r y  

located  i n  Cal i fornia .  A number of these  companies w e r e  contacted i n  

order  t o  determine n o t  only  how prevalent  work a t  home i s ,  bu t  whether 

the  companies could be perceived as  representing f u t u r e  t rends  i n  

o the r  firms. In  p a r t i c u l a r ,  the  r o l e  of technology was examined t o  

determine i t s  importance i n  f a c i l i t a t i n g  work a t  home f o r  a g r e a t e r  

number of people. 

In  these  companies and elsewhere, it is d i f f i c u l t  t o  determine 

how many people work a t  home informally. Cases have been reported of 

ind iv idua l s  o r  whole departments working a t  home without t h e  

knowledge, much l e s s  permission, of upper-level management o r  t h e  

Personnel Department. Such cases  a r e  extremely d i f f i c u l t  t o  document 

and a r e  no t  repor ted  here  f o r  obvious reasons. I n  t h e  f irms which 

were wi l l ing  t o  l e t  us in terv iew employees f o r  t h i s  r e p o r t ,  management 

i m p l i c i t l y  i f  no t  e x p l i c i t l y  sanctioned work a t  home. 

DESCRIPTION OF COMPANIES 

The s i x  companies p a r t i c i p a t i n g  f a l l  i n t o  t h r e e  d i s t i n c t  

categories:  
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1. Personal computer manufacturers. Two companies manufacture and 

sell personal computers primarily for professional use. One of 

these companies has a standard policy allowing any professional 

member of the technical staff to work at home on a regular basis 

subject to management approval. The other company allows 

decisions to work at home to be left up to the discretion of the 

employee's manager. In both companies work at home is explicitly 

or implicitly utilized to help attract and/or retain qualified 

personnel. 

2. Timesharing firms. The employees in both of these firms heavily 

utilized the communications functions associated with the firms' 

products. Their work is thus relatively "location independent". 

One company has had an informal policy to allow people to work at 

home since it was founded with inadequate space. It also has 

employees located in other parts of the country because of the 

relative disadvantages of its location. In the other company, 

policy on work at home is left up to the discretion of individual 

managers . 

3. High-technology research and development firms. Informal policies 

exist primarily for employees to utilize equipment after-hours 

because of heavy utilization if centralized systems during regular 

work hours. 
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DESCRIPTION OF WORK-AT-HOME ARRANGEMEWI"I' 

Unlike the  formal p i l o t s ,  which varied a g r e a t  d e a l  i n  terms of 

work d e f i n i t i o n  and employee s t a t u s ,  these  work-at-home arrangements 

a r e  very  s i m i l a r  across  companies. A l l  companies have r e l a t i v e l y  

f l e x i b l e  work hours and make equipment r e a d i l y  a v a i l a b l e  t o  employees 

f o r  work a t  home a t  l e a s t  outs ide  of regular  hours. The companies 

have a major i ty  of profess ional - level  employees and a r e l a t i v e l y  small  

c l e r i c a l  component. A l l  employees who work a t  home a r e  

profess ional - level ,  with r e l a t i v e l y  spec ia l i zed  s k i l l s .  They a r e  a l l  

on f u l l  s a l a r y  and b e n e f i t s ;  few work regular  forty-hour weeks and 

they may work s u b s t a n t i a l  amounts of overtime on a sporadic basis .  I n  

a l l  of t h e  companies work a t  home is permitted pr imar i ly  a t  the  

d i s c r e t i o n  of an ind iv idua l  manager. I f  there  is  a formal Personnel 

Department it i s  usua l ly  aware of the  s i t u a t i o n  and t o l e r a t e s  it. 

The primary reason given by management f o r  permit t ing work a t  

home was t h a t  it helps  a t t r a c t  and/or r e t a i n  q u a l i f i e d  personnel. The 

employees themselves tended t o  view it a s  a requirement f o r  t h e i r  

continued assoc ia t ion  with the  company ( see  Employee Reactions).  

EQUIPMENT 

Equipment support  of employees, both i n  the  o f f i c e  and a t  home, 

was usua l ly  s u b s t a n t i a l .  In  p a r t i c u l a r ,  those who performed software 

development f o r  spec ia l i zed  app l i ca t ions  requi red  very spec ia l i zed  

equipment i n  both locat ions .  

The two personal  computer f i rms provided an individual  machine t o  

every employee who required  it f o r  development. I n  one, a l ightweight  

por table  computer was t ranspor ted  between home and o f f i c e .  In  the  
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o the r ,  most of those who worked a t  home had dup l i ca te  machines -- one 

f o r  the  o f f i c e  and one f o r  home. I n t e r e s t i n g l y ,  i n  both cases t h e  

machines were u t i l i z e d  l i t t l e  f o r  e l e c t r o n i c  mail. 

The timesharing f i rms u t i l i z e d  terminals  t o  a mainframe computer; 

everyone who worked a t  home had a t  l e a s t  a terminal and a modem, and 

e l e c t r o n i c  mail was u t i l i z e d  heavily. I n  one company, some of the 

development work a l s o  required a r e l a t i v e l y  powerful microcomputer 

which was ava i l ab le  t o  the  employees a t  home. 

In  the  two research  f i rms,  the  work performed a t  home did  n o t  

r equ i re  such in tense  computer support.  Employees tended t o  use 

terminals  and modems and severa l  r e l i e d  on por table  terminals  which 

they "checked out" of t h e  o f f i ce .  The ava i l ab le  computer support was 

a l i m i t i n g  f a c t o r  on what work could be performed a t  home, p r imar i ly  

because of slow communications speeds. 

REACTIONS TO WORK AT HOME 

For t h e  most p a r t ,  management reported t h a t  work a t  home improved 

employee performance, p r imar i ly  because t h e i r  work required in tense  

concentra t ion  and t h e i r  o f f i c e  environments d id  no t  provide it 

adequately. The employees themselves were very p o s i t i v e  about it; 

many s a i d  they would leave t h e  company i f  the  p r i v i l e g e  were 

terminated. For the  most p a r t ,  t he re  was no negative r eac t ion  from 

o the r  profess ional  employees doing the  same type of work, p r imar i ly  

because t h e  option was a v a i l a b l e  t o  them a s  well  i f  they  des i red  it. 

Supervisors '  r eac t ions  were mixed b u t  they tended t o  t o l e r a t e  it. 

(More d e t a i l e d  statements about  employees' reac t ions  t o  the  work a t  

home s i t u a t i o n  a r e  contained i n  t h e  next  sec t ion . )  
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EMPLOYEE REACTIONS: 
FORMAL VERSUS INFORMAL PROGRAMS 

I n  order  t o  understand b e t t e r  how employees themselves f e e l  about 

working a t  home, we conducted in-depth interviews with twenty such 

employees: e i g h t  were p a r t i c i p a n t s  i n  formal p i l o t  programs and 

twelve worked a t  home under the  "informal" arrangements. (Although 

many of the  arrangements i n  the  l a t t e r  group w e r e  r e l a t i v e l y  

formalized,  they w i l l  be r e fe r red  t o  a s  "informal" i n  t h i s  sec t ion  t o  

d i f f e r e n t i a t e  them from the formal p i l o t s . )  I n  t h i s  sec t ion ,  t h e  

r e s u l t s  of  these  interviews a r e  presented with some comparisons 

between the  two groups. 

BACKGROUND 

Duration of Program - 
Employees i n  the  formal programs had been working a t  home an 

average of nine and a h a l f  months. The average dura t ion  f o r  t h e  

informal arrangements was considerably longer,  averaging j u s t  over two 

years. Further ,  the  informal arrangements a r e  ongoing, while four  of  

the  formal p i l o t s  have been terminated. 

Nine ou t  of the  twenty employees interviewed went i n t o  the  o f f i c e  

a t  l e a s t  once a week, o f t e n  two o r  three  days a week, on a r egu la r  

bas is .  The r e s t  appeared t o  go i n t o  the  o f f i c e  r a r e l y ,  i f  a t  a l l .  A 

few employees i n  the  informal programs kept  their schedule of going t o  

the  o f f i c e  very i r r e g u l a r .  Most employees stayed i n  the  o f f i c e  a f u l l  

day when they did go in .  
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Reasons f o r  I n t e r e s t  - 
When employees were asked why they wanted t o  work a t  home, t h e i r  

answers were c l a s s i f i e d  by "personal preference" versus "necessi ty".  

The responses a r e  shown i n  Table 111. It can be seen t h a t  the re  was 

l i t t l e  di f ference  between the  two groups; however, "necess i ty"  was 

based on d i s t i n c t l y  d i f f e r e n t  r a t iona les .  For those i n  the  formal 

p i l o t s ,  ch i ld  c a r e  was an overriding concern; i n  the  informal 

arrangements, four of the  employees interviewed l ived  a t  some d i s t ance  

from the  c e n t r a l  o f f i c e  and refused t o  r e loca te ,  thus  n e c e s s i t a t i n g  

the  work a t  home arrangement. More s p e c i f i c  reasons f o r  working a t  

home a r e  shown i n  Table IV.  (Some employees gave more than one 

reason. 1 

TABLE I11 
................................................ 

FORMAL INFORMAL 
................................................ 

OPTION 5 8 

NECESSITY 3 4 
................................................ 

TABLE I V  
.................................................. 

REASONS FOR FORMAL INFORMAL 
WORK AT HOME* .................................................. 

Young ch i ld ren  6 2 
Handicapped/Health 1 1 
Commute 2 
Reduced d i s t r a c t i o n s  1 6 
Improved work env. 2 
Refused t o  r e l o c a t e  4 

.................................................. 

*Not mutually exclus ive  

I t  can be seen from Table I V  t h a t  employees i n  t h e  informal 
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arrangements tended t o  choose t o  work a t  home f o r  a much g r e a t e r  

v a r i e t y  of reasons than those i n  the  formal programs. Also, 

d i s t r a c t i o n s  i n  t h e  o f f i c e  appeared t o  be a much more c r i t i c a l  

problem. It was apparent  from t h e i r  job desc r ip t ions  t h a t  they 

required a s i g n i f i c a n t  degree of concentrat ion t o  complete t h e i r  work. 

It should a l s o  be noted t h a t  the re  were marked sex d i f fe rences  i n  

severa l  respects .  F i r s t ,  seven out  of e i g h t  of those interviewed i n  

the  formal programs were female while only one o u t  of twelve i n  the  

informal arrangements were female. Second, a l l  c l e r i c a l  employees i n  

the  formal p i l o t s  were female, including those who were n o t  

interviewed. Third, only one employee who i d e n t i f i e d  c h i l d  care a s  a 

primary reason was male; he was i n  an informal arrangement and l i s t e d  

it a s  one of four  reasons. These numbers a r e  indeed r e f l e c t i v e  of 

t rends  i n  the  United S t a t e s :  e igh ty  percent  of the  U.S. c l e r i c a l  

labor  fo rce  is  female [31, t he  majori ty of computer profess ionals  a r e  

male, and the major i ty  of a d u l t s  with primary child-care 

r e s p o n s i b i l i t y  a r e  female. 

In  general ,  females were motivated by e x t e r n a l  c o n s t r a i n t s  (e.g., 

family)  t o  work a t  home while men were motivated by personal  

preference (e.g. reduced d i s t r a c t i o n s ,  improved work environment). 

Compensation S t a t u s  

A l l  employees i n  informal programs were permanent, f u l l  t ime, 

with f u l l  s a l a r y  and benef i t s .  In  the  formal p i l o t s  the re  was much 

more v a r i a t i o n ,  a s  d iscussed previously. Four o u t  of e i g h t  

131 U.S. Department of Labor, Bureau of Labor S t a t i s t i c s ,  Report 
575, (1979). 
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interviewed received f u l l  s a l a r y  and benef i t s .  The o the r  four w e r e  

permanent part-time s t a t u s ,  e s s e n t i a l l y  meaning they d id  not  r ece ive  

benef i t s .  They were paid e i t h e r  hourly o r  on piece rate. 

Table V shows the  d i f fe rences  i n  employee compensation c l a s s i f i e d  

by c l e r i c a l  versus p ro fess iona l  employees. 

TABLE V 

FULL PART . PIECE 
TIME TIME . SALARIED HOURLY RATE CONTRACT 

CLERICAL 1 4 1 2 2 

PROFESS IONAL 
Formal 3 3 
Inf  ormal 1 2  11 

JOB DESCRIPTION 

Work Def in i t ion  - 
We attempted t o  de f ine  the  tasks  the  employees performed i n  terms 

of gener ic  c l a s s i f i c a t i o n s  r a t h e r  than s p e c i f i c  job t i t les .  I n  most 

cases,  d i f f e r e n c e s  were found along the  l i n e s  of c l e r i c a l  versus  

profess ional  r a t h e r  than formal versus informal. 

A u n i t  of work was defined a s  a measurable output  of a task. A l l  

p rofess ional  employees defined a work u n i t  a s  a r e l a t i v e l y  long-term 

(from severa l  days t o  s e v e r a l  months) de l ive rab le .  The c l e r i c a l  

employees had very  short- term de l ive rab les  r equ i r ing  turnaround i n  a 

day o r  even hours. Deadlines were repor ted  a s  c r i t i c a l  only f o r  t h e  

c l e r i c a l  employees i n  t h e  formal programs. I n  the  informal  

arrangements, dead l ines  w e r e  c r i t i c a l  a t  l e a s t  some of the  time i n  a l l  

cases. Employees tended t o  work t o  r a t h e r  c r i t i c a l  deadl ines ,  p u t t i n g  
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i n  s u b s t a n t i a l  overtime, i n  sporadic burs t s .  For c l e r i c a l  employees, 

dead l ines  were genera l ly  imposed, while f o r  profess ionals  they were 

o f t e n  agreed upon col labora t ive ly .  

The workload was o f t e n  i r r e g u l a r  f o r  eleven o u t  of twenty of 

those  interviewed; f o r  t h e  c l e r i c a l  employees, s e a s o n a l i t y  a f f e c t e d  

the r e g u l a r i t y  of the  workload, while f o r  profess ional  employees t h e  

genera l  cause was interdependence of t h e i r  task  with o ther  t a sks  on 

t h e  same projec t .  A l l  t he  c l e r i c a l  workers viewed the  i r r e g u l a r i t y  a s  

a problem; i n  two of these  cases the  employees were paid hourly and 

management was concerned about the  add i t iona l  expense when employees 

were underut i l ized .  (No comparisons were given i n  any case of t h e  

a c t u a l  o r  expected u t i l i z a t i o n  of employees in-house). 

We asked a l l  employees i f  c l e r i c a l  support was adequate f o r  them 

t o  perform t h e i r  jobs e f f e c t i v e l y .  I n t e r e s t i n g l y ,  only one o u t  of 

twenty s a i d  it was not.  Nine reported it was adequate and t e n  

reported it was n o t  appl icable .  What i s  i n t e r e s t i n g  t o  note is  t h a t  

most of those i n  the informal arrangements reported t h a t  they d id  most 

of t h e i r  c l e r i c a l  work ( d r a f t i n g  l e t t e r s ,  f i l i n g ,  e t c . )  themselves -- 
e l e c t r o n i c a l l y .  A s  noted previously,  these  companies tended t o  have 

r e l a t i v e l y  small  c l e r i c a l  s t a f f s .  I t  i s  poss ib le  t o  specula te  t h a t  

t h i s  phenomenon may be i n d i c a t i v e  of a t rend t h a t  w i l l  spread: t h a t  

more profess ional  workers take on t h e i r  own c l e r i c a l  support func t ions  

and the need f o r  c l e r i c a l  support  s t a f f  decreases. 
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Equipment Utilization 

The types of equipment support available to these employees has 

been described elsewhere. We asked them what percentage of their work 

day was spent using this equipment and found that, in virtually all 

cases, it was used 100 percent of the time. We also found that 

employees in the informal programs tended to use the equipment for 

non-work related activities, whereas the employees in the formal 

programs did not. 

Communications 

We asked the employees with whom, and how frequently, they 

communicated while they worked at home. In all cases, they 

communicated almost exclusively with their supervisors and coworkers, 

particularly if they were part of a project team. They communicated 

only rarely with clients, vendors, or other service departments within 

the organization. Communications were primarily by telephone; those 

in the informal programs who had access to electronic mail mentioned 

it as thee dominant mode of communication but also appeared to utilize 

the telephone as much as the other groups. 

Performance Evaluation 

All employees interviewed had a formal performance evaluation 

once a year or every six months. The professional employees were 

measured primarily by their ability to meet deadlines; this also 

served as a form of informal feedback. The clerical employees were 

measured primarily on the amount they produced per unit time; the 

quality of the work they produced was checked periodically. 
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W e  asked employees whether t h e i r  work a t  home s i t u a t i o n  had 

a f f e c t e d  t h e i r  chances f o r  promotion. There were marked d i f fe rences .  

The c l e r i c a l  employees f e l t  they had l i t t l e  chance of promotion 

rega rd less ;  both they and t h e  profess ional  employees i n  the  formal 

group f e l t  t h a t  the  work a t  home s i t u a t i o n  had decreased,  o r  would 

decrease i f  continued, t h e i r  chances f o r  promotion. By c o n t r a s t ,  t h e  

employees i n  the  informal group responded t h a t  t h e  ques t ion  was 

i r r e l e v a n t ;  they were simply not  i n t e r e s t e d  i n  promotion. Most of 

them s t a t e d  t h a t  they d id  n o t  want t o  take on t h e  management 

r e s p o n s i b i l i t i e s  t h a t  would come w i t h  promotion. They s a i d  they were 

w i l l i n g  t o  give up the  dubious d i s t i n c t i o n  of promotion i n  order  t o  

work a t  home. 

Work Schedule 

About ha l f  of the  employees interviewed tended t o  work a schedule 

which approximated nine-to-five. The o t h e r s  worked r e l a t i v e l y  r egu la r  

hours bu t  tended t o  work e a r l y  mornings o r  l a t e  evenings. Those i n  

the  informal arrangements i n  p a r t i c u l a r  worked r a t h e r  extreme hours ,  

e i t h e r  very e a r l y  i n  the morning o r  very l a t e  a t  n ight .  They tended 

t o  work these  hours by personal  preference,  while those  i n  the  formal 

programs who worked i r r e g u l a r  hours tended t o  be f i t t i n g  t h e i r  work 

around family cons t ra in t s .  

A l l  except one of those interviewed had a p a r t i c u l a r  p lace  where 

they worked. For most of those  i n  the  informal arrangements and t h r e e  

of the  o thers ,  t h i s  was a sepa ra te  a rea  only used f o r  t h e i r  work. For 

the  o thers ,  t h e  space where they worked was u t i l i z e d  f o r  o t h e r  

a c t i v i t i e s  when they were n o t  working. 
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NONWORK SITUATION 

W e  asked each of those interviewed t o  t e l l  us  about  t h e i r  nonwork 

e . ,  family and l e i s u r e )  a c t i v i t i e s  and how they had been a f f e c t e d  

by t h e  employee's working a t  home. 

F i f t een  ou t  of twenty of those interviewed had a  spouse l i v i n g  

with them; none l ived  alone. Table V I  shows the  number of households 

w i t h  ch i ldren  of var ious  ages. 

TABLE V I  

NO. OF CHILDREN 
--------------- 

FORMAL INFORMAL 

Inf a n t  
2-4 yrs .  
> 4 yrs. 
None 

Child c a r e  was, a s  has a l ready been noted, an important  f a c t o r  i n  

employees choosing t o  work a t  home i n  the  formal programs. This was 

d i s t i n c t l y  n o t  the  case of t h e  informal programs; except  i n  one case ,  

even those with small ch i ld ren  d id  not  have primary r e s p o n s i b i l i t y  f o r  

c h i l d  care. A l l  e i g h t  of the  women interviewed had primary c h i l d  c a r e  

r e s p o n s i b i l i t y  while none of t h e  twelve men did.  The spouses of most 

of those i n  the  formal programs worked ou t s ide  of t h e  home f u l l  t i m e ;  

f o r  the  informal programs, they were mixed between working f u l l  t i m e ,  

p a r t  time, o r  n o t  a t  a l l .  

We a l s o  asked the  employees what type of l e i s u r e  a c t i v i t i e s  they 

engaged i n  when they were n o t  working. W e  found t h a t  the  major i ty  of 

l e i s u r e  t i m e  s p e n t  by those in '  the  informal programs was spen t  on 
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s o l i t a r y  a c t i v i t i e s :  reading,  developing e l e c t r o n i c  games, f i x i n g  the  

house, gardening, walking, birdwatching, meditat ing,  bicycling.  In  

both groups, those with f ami l i e s  of course mentioned family a c t i v i t i e s  

a s  prevalent .  

EMPLOYEE ATTITUDES 

W e  asked employees whether work a t  home had a p o s i t i v e  o r  

negative e f f e c t  on a number of aspects  of t h e i r  work and nonwork l i f e .  

The r e s u l t s ,  summarized i n  Table V I I ,  show some i n t e r e s t i n g  c o n t r a s t s  

between the  formal and informal programs. 

TABLE V I I  

ATTITUDES TOWARD: POS 

Supervision 
Coworkers 
Commitment 
Compensation 
Promotabili  t y  
Work Effect iveness 
Prof. Development 
S t r e s s  Reduction 
Job S a t i s f a c t i o n  
Quali ty of Child Care 
Time f o r  Leisure 
Type of Leisure 
Community Involvement 
Family Rela t ions  
General Socia l  

In te rac t ion  
Physical ,Health 

F O R M A L  
NO 1 

NEG EFFECT N/A ! 
1 

4 2 l !  
5 2  l !  
0 5 O !  
4 3 O !  
6 1 l !  
1 2 O !  
3 3 O !  
2  3 O !  
1 1 O !  
0 0 I !  
2  0 O !  
0 5 O !  
0 7 O !  
0 2 O !  
5 1 O !  

1 

2  5 O !  

POS 

I N F O R M A L  
NO 

NEG EFFECT N/A 

*Two employees expressed both pos i t ive  and negative impacts 

A few comments a r e  i n  order  about the  r e s u l t s  shown above. 
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There was a d i s t i n c t  d i f fe rence  of r eac t ion  t o  supervision 

between formal and informal programs. Half of those i n  formal 

programs f e l t  t h e i r  r e la t ionsh ips  with t h e i r  supervisors had worsened; 

t h r e e  o u t  of the  four  were c l e r i c a l  employees. Only one four th  of 

those  interviewed i n  the  informal groups f e l t  the  e f f e c t  of work a t  

home on supervision was negative. 

The majori ty of employees i n  both groups f e l t  t h e  e f f e c t  of work 

a t  home on t h e i r  r e la t ionsh ips  with t h e i r  coworkers was negative. 

This is  not  su rpr i s ing  s ince  work a t  home must deprive them of 

considerable s o c i a l  i n t e r a c t i o n  a t  work. Somewhat more su rpr i s ing  i s  

the  f inding t h a t  a t  l e a s t  some of the  employees i n  the  informal 

programs found t h a t  t h e i r  relationships w i t h  coworkers improved. This 

i s  i n d i c a t i v e  of t h e i r  preferences t o  avoid s o c i a l  i n t e r a c t i o n ;  they 

o f ten  commented t h a t  informal chats  i n  the  o f f i c e  d i s t r a c t e d  t h e m  from 

task  accomplishment and they would p r e f e r  t o  avoid them. I n  a 

separa te  ques t ion on the  e f f e c t s  on s o c i a l  i n t e r a c t i o n ,  most of those  

i n  the  informal group repor ted  p o s i t i v e  o r  no e f f e c t ,  while those i n  

the  formal p i l o t s  r e p o r t  a negative r e s u l t  of work a t  home on s o c i a l  

in te rac t ion .  

There was l i t t l e  evidence of decreased commitment t o  t h e  

organizat ion a s  a r e s u l t  of work a t  home. Rather, almost h a l f  of 

those interviewed s a i d  t h a t  t h e i r  commitment a c t u a l l y  increased. I t  

should be noted, however, t h a t  i n  in terviews with those i n  informal 

arrangements we found r e l a t i v e l y  low commitment t o  t h e  organizat ion i n  

general.  Rather commitment was s t rong t o  the  p a r t i c u l a r  product ,  

p ro jec t ,  o r  work group. Commitment t o  the  organizat ion was increased,  
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i f  a t  a l l ,  because the  employee was permitted t o  work according t o  h i s  

o r  he r  personal  preference. Several  joined the  companies f o r  which 

they worked s p e c i f i c a l l y  because they knew the  would be able  t o  work 

a t  home; severa l  a l s o  s a i d  t h a t  i f  the  company removed t h a t  p r i v i l e g e  

they might seek employment elsewhere. Where commitment increased f o r  

those i n  the  formal p i l o t s ,  it was genera l ly  because the  company 

allowed the  employees t o  resolve  c o n f l i c t s  ( i . e .  fami ly  

r e s p o n s i b i l i t i e s )  t h a t  would have made it d i f f i c u l t  f o r  them t o  work 

otherwise. 

A l l  employees who s a i d  t h a t  o v e r a l l  compensation was reduced 

because of t h i s  work arrangement were c l e r i c a l ;  t h e  one c l e r i c a l  

employee who d i d  n o t  f e e l  t h i s  t o  be the  case was d isabled  and had n o t  

been a b l e  t o  work previously.  These employees tended t o  have family  

r e s p o n s i b i l i t i e s  and t o  view work a t  home a s  a  t r adeof f ;  i t  was one 

of few opt ions  a v a i l a b l e  t o  them f o r  bringing i n  add i t iona l  income 

while s t i l l  maintaining c h i l d  care.  They genera l ly  f e l t  t h a t ,  even i f  

they could make more income doing the  same work ou t s ide  the  home, t h e y  

would incur  a d d i t i o n a l  c o s t s  f o r  commuting and c h i l d  ca re  t h a t  might 

make up f o r  t h e  d i f f e r e n c e .  They a l s o ,  of course,  d id  not  r ece ive  

b e n e f i t s  . 

Based on t h e  employees' r eac t ions ,  the re  was cons iderable  

evidence of a  negat ive  impact of work a t  home on promotability. Three 

of those i n  t h e  informal group reported a p o s i t i v e  impact on 

promotabil i ty,  a t  l e a s t  wi th in  the  sphere where they were rewarded f o r  

t a sk  accomplishment. They a l s o  d i d  no t  f e e l  t h a t  work a t  home would 

he lp  t h e i r  promotabi l i ty ,  b u t  two of those a l s o  reported negat ive  
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e f f e c t s .  A t  t h i s  po in t ,  t h e r e  is no f irm evidence of the e f f e c t  of 

work a t  home on promotabi l i ty  i n  the  formal programs because the 

p i l o t s  have no t  been i n  ex i s t ence  long enough. 

Overal l ,  employees were very p o s i t i v e  about the  e f f e c t  of work a t  

home on t h e i r  personal  work ef fec t iveness ;  they f e l t  they  produced 

b e t t e r  q u a l i t y  work a t  home whether o r  not  it was recognized by 

management. The r e s u l t s  regarding profess ional  development w e r e  

mixed, b u t  few f e l t  t h a t  work a t  home offered  advantages. 

Generally, employees found working a t  home helped reduce s t r e s s .  

The lack  of i n t e r r u p t i o n s  and avoidance of " o f f i c e  p o l i t i c s "  w e r e  

reasons given; another  important  f a c t o r  is  the  e l iminat ion  of stress 

associa ted  with commuting. However, some employees found t h a t  work a t  

home increased s t r e s s ,  p r imar i ly  when they t r i e d  t o  juggle fu l l - t ime 

job r e s p o n s i b i l i t i e s  wi th  fu l l - t ime family care.  The sources of 

s t r e s s  (whether job o r  f ami ly )  were not  apparent ,  b u t  on a t  l e a s t  t h i s  

dimension it appears t h a t  work a t  home cannot be c a l l e d  a "good" 

so lu t ion  t o  c h i l d  care .  Whether o r  no t  stress was increased,  

employees reported c o n s i s t e n t l y  t h a t  the  work-at-home arrangement 

improved the q u a l i t y  of c h i l d  ca re ,  pr imar i ly  because they could do it 

themselves. Job s a t i s f a c t i o n  increased o v e r a l l  f o r  both groups of 

employees. 

In  terms of t h e  q u a l i t y  of employees' nonwork l i v e s  (bes ides  

c h i l d r e n ) ,  the  e f f e c t  of work a t  home appeared t o  be very p o s i t i v e .  

Most reported a p o s i t i v e  e f f e c t  on both t h e i r  t i m e  f o r  l e i s u r e  

a c t i v i t i e s  and the  types of l e i s u r e  a c t i v i t i e s  i n  which they engaged. 

In  p a r t i c u l a r ,  those  i n  t h e  informal group (most of whom did  n o t  have 
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c h i l d  c a r e  r e s p o n s i b i l i t i e s )  took advantage of f r e e  t i m e  during the  

day t o  engage i n  s p o r t s  such a s  ski ing,  hang g l id ing ,  windsurfing. 

Most of them l i v e  i n  Ca l i fo rn ia  where such outdoor s p o r t s  a r e  r e a d i l y  

ava i l ab le ;  severa l  l iked  being able  t o  engage i n  such spor t s  and 

s t i l l  avoid weekend crowds. Most employees with fami l i e s  a l s o  

reported improved r e l a t i o n s h i p s  with o ther  family members. 

It has sometimes been hypothesized t h a t  work a t  home may he lp  t o  

place a person 's  r e l a t i o n s h i p  t o  h i s  o r  her community above t h e i r  

r e l a t i o n s h i p  t o  work; people may l i v e  i n  a community of t h e i r  

choosing r a t h e r  than one which i s  proximal t o  work. Based on t h i s  

small sample, however, t h e r e  was l i t t l e  evidence t h a t  r e l a t i o n s h i p  t o  

the  community was a l t e r e d  by work a t  home. For t h e  informal group, 

t h i s  may have been a s  much a funct ion of t h e  "Cal i fornia  l i f e  s t y l e " ,  

which i s  very i n d i v i d u a l i s t i c  and non-community-oriented, a s  of 

working a t  home. None of those i n  the  formal programs became more 

involved i n  community a c t i v i t i e s  e i t h e r ,  and t h i s  could n o t  be 

explained by reg iona l  d i f ferences .  

Overall,  employees f e l t  t h a t  work a t  home was a t r adeof f .  Those 

i n  the  formal programs were wi l l ing  t o  give up a degree of s o c i a l  

in te rac t ion ,  promotabi l i ty ,  even compensation f o r  improved c h i l d  care 

and family r e l a t i o n s h i p s .  Those i n  informal arrangements, who had 

d i s t i n c t  specia l ized s k i l l s  t h a t  gave them bargaining power, saw work 

a t  home a s  an important  mechanism f o r  improving t h e i r  own work 

ef fec t iveness .  They recognized they may be g iving up promotion 

oppor tuni t ies  b u t  considered t h a t  unimportant r e l a t i v e  t o  " l i f e  s t y l e "  

and personal s a t i s f a c t i o n  with task  accomplishment. 
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SUMMARY AND CONCLUSIONS 

I n  this s e c t i o n ,  w e  w i l l  attempt t o  summarize and i n t e r p r e t  our  

f ind ings  about work a t  home i n  the  United S ta tes .  In  order  t o  

accomplish t h a t ,  w e  must look a t  it a s  th ree  separa te  phenomena: 

s o c i a l ,  technologica l ,  and s t r u c t u r a l .  

WORK AT HOME AS A SOCIAL PHENOMENON 

It can be seen from the  cases t h a t  the  primary motivation of 

business organiza t ions  t o  inves t iga te  the  option t o  work a t  home is  

economic. Companies a r e  concerned w i t h  the  most cos t -e f fec t ive  way t o  

acquire  s k i l l s  which a r e  i n  under-supply. Quali ty of work l i f e ,  o r  

the  need t o  g ive  employees f l e x i b l e  work opt ions  i n  order  t o  

accommodate t h e i r  nonwork ( i .e . ,  fami ly)  requirements, does not  seem 

t o  be a major concern. They a r e  i n t e r e s t e d  i n  a t t r a c t i n g  a l abor  

force  t h a t  i s  n o t  a c c e s s i b l e  under normal circumstances and a r e  

wi l l ing  t o  r e l o c a t e  jobs o u t  i n  order  t o  accomplish t h i s .  I t  must 

a l s o  be kept  i n  mind t h a t  the  majori ty of jobs f o r  which work a t  home 

i s  considered ( c l e r i c a l  word processing and computing p ro fess iona l s )  

a r e  no t  unionized. 

Individual  employees, on the  o the r  hand, a r e  inc reas ing ly  

motivated t o  p ressu re  t h e i r  employers t o  permit  more f l e x i b l e  work 

options,  inc luding work a t  home a s  well a s  job sha r ing ,  f l e x  t ime,  

permanent p a r t  t i m e ,  and extended leaves of absence, Their reasons 

f o r  needing increased f l e x i b i l i t y  a r e  c l e a r :  inc reas ing  numbers of 

dual  career  f a m i l i e s  and single-parent  f a m i l i e s ,  the  increas ing number 

of mothers of smal l  ch i ld ren  who a r e  en te r ing  the  work f o r c e ,  and the  

lack of adequate day c a r e  f a c i l i t i e s  i n  the  United S ta tes .  Work a t  
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home i s  a  r e l a t i v e l y  extreme, and f a r  from i d e a l ,  so lu t ion  t o  working 

and providing c h i l d  ca re  a t  the  same time. 

For some ind iv idua l s ,  work a t  home i s  an i d e a l  opt ion  because of 

personal  preference. Some people p re fe r  the  informal i ty  and lack of 

d i s r u p t i o n s  t h a t  work a t  home provides; o the r s  p r e f e r  to  l i v e  

somewhere f o r  l i f e s t y l e  reasons t h a t  would preclude work f o r  a  company 

unless  they work a t  home. So f a r ,  however, our evidence shows t h a t  

only those ind iv idua l s  with s k i l l s  i n  demand a r e  i n  a  pos i t ion  t o  

reques t  such s p e c i a l  arrangements. Underlying these  preferences i s  

a l s o  o f t e n  a  d e s i r e  f o r  individual  autonomy t h a t  overr ides  

o rgan iza t iona l  commitment. Once again,  companies a r e  looking f o r  a 

des i red  s k i l l  and ind iv idua l s  a r e  i n  a  pos i t ion  t o  provide it; t h e r e  

i s  l i t t l e  sense of concern f o r  q u a l i t y  of work l i f e  o r  long-term 

commitment t o  employees. 

Another r e l e v a n t  p o i n t  of view regarding work a t  home, bes ides  

those of the  organiza t ion  and the  ind iv idua l ,  i s  a  p o l i t i c a l  view. So 

f a r  t h e r e  has been l i t t l e  p o l i t i c a l  ac t ion  f o r  o r  a g a i n s t  work a t  home 

i n  t h e  United S t a t e s ,  b u t  we expect  t h i s  s i t u a t i o n  is expected to  

change soon. Unions, when asked, a r e  somewhat ambivalent about taking 

a  s t rong s tand b u t  genera l ly  opposed t o  work a t  home because of its 

p o t e n t i a l  f o r  e x p l o i t a t i o n  of employees ( v i a  piece r a t e s  and i s o l a t i o n  

from other  employees). It must be kept  i n  mind, however, t h a t  fewer 

than t en  percent  of a l l  c l e r i c a l  employees i n  p r i v a t e  indust ry  a r e  

unionized i n  the  United S ta tes .  
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Current ly ,  l e g i s l a t i o n  a g a i n s t  work a t  home i s  indust ry-speci f ic ;  

r e c e n t l y  a ban a g a i n s t  i n d u s t r i a l  k n i t t i n g  i n  the  home was l i f t e d .  

Recent l e g i s l a t i o n  has been proposed t o  provide tax incent ives  f o r  

work a t  home; t h e  s p i r i t  of the  proposed l e g i s l a t i o n  i s  a r e tu rn  t o  

i n t e g r a t i o n  of work and family i n  the  home. It i s  expected t h a t  a s  a 

r e s u l t  of t h i s  proposed l e g i s l a t i o n  the p o l i t i c a l  debate about work a t  

home may become more in tense .  

WORK AT HOME AS A TECHNOLOGICAL PHENOMENON 

Much of the  i n t e r e s t  i n  work a t  home i n  the  United S t a t e s  has  

been motivated by t h e  impression t h a t  new technological  developments 

w i l l  permit  more jobs t o  be conducted from remote s i t e s ;  the re fo re ,  

more people w i l l  be able  t o  work a t  home. Based on our observations,  

we conclude t h a t  technology i s  a f a c i l i t a t o r  bu t  n o t  the  d r i v i n g  

fo rce ;  s t rong organiza t ional  "cu l tu ra l "  f a c t o r s  he lp  discourage it 

while individual  needs ou t s ide  of the  work domain may encourage it. 

However, it is  t r u e  t h a t  s i g n i f i c a n t  changes i n  technology may see 

more and more jobs performed "remotely" i n  some sense. 

I t  has been predic ted  t h a t  with o f f i c e  automation technology, a s  

many a s  f i f t y  percent  of a l l  o f f i c e  jobs could be performed a t  o r  near  

an employee's home; t h e  loca t ion  of the  jobs i s  n o t  important and 

n e i t h e r  i s  t h e  time i n  which they a r e  performed (wi th in  l i m i t s ,  of 

course) .  The r e a l  po in t  i s  t h a t  more jobs w i l l  be por tab le ,  a b l e  t o  

be performed wherever the  necessary computer and communications 

technology i s  ava i l ab le .  In  order  f o r  t h i s  change t o  occur, h i g h l y  

in teg ra ted  o f f i c e  systems need t o  be implemented; t h e  technology has  

n o t  y e t  reached t h i s  s t age  i n  most i f  no t  a l l  United S t a t e s  bus iness  
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organizat ions.  A t  t h i s  time, t h e  technology i s  not  a c t u a l l y  a s t rong  

f a c i l i t a t o r  toward work a t  home. 

I n  the  fu tu re ,  when highly  in teg ra ted  o f f i c e  systems e x i s t ,  t h e  

technology may p lay  a more s i g n i f i c a n t  r o l e  i n  providing needed 

f l e x i b i l i t y  f o r  employees. W e  suspect  t h a t  the  most pervasive impact 

w i l l  be " locat ion  independence", the  general  c a p a b i l i t y  t o  be i n  touch 

with work from other  loca t ions  and around the  clock. Whether l o c a t i o n  

independence i s  good o r  bad f o r  q u a l i t y  of work l i f e  remains t o  be 

seen. 

WORK AT HOME AS A STRUCTURAL PHENOMENON 

The t h i r d  way t h a t  work a t  home can be viewed i s  a s  p a r t  of a 

more genera l  s t r u c t u r a l  phenomenon; t h e  s t r u c t u r e s  of organiza t ions  

may be  a l t e r e d  through decen t ra l i za t ion  f a c i l i t a t e d  by l o c a t i o n  

independence of jobs. Bas ica l ly ,  many more jobs may be performed 

remotely from a c e n t r a l  loca t ion ,  and the  need f o r  c e n t r a l  o f f i c e  

s t r u c t u r e s  i s  reduced. Companies i n  metropolitan a r e a s  such a s  New 

York Ci ty  a r e  a l r eady  moving t h e i r  "back o f f i c e "  opera t ions  t o  

suburban a reas ,  p r imar i ly  because of l e s s  expensive bui ld ing c o s t s  and 

an ava i l ab le  l abor  pool. Other companies a r e  moving c e r t a i n  

opera t ions  t o  o the r  s t a t e s  f o r  t ax  purposes o r  moving c e r t a i n  work 

such a s  da ta  e n t r y  "off-shore", t o  o ther  coun t r i e s  where the  p r i c e  of 

minimally s k i l l e d  labor  i s  s u b s t a n t i a l l y  less. Technology f a c i l i t a t e s  

these  moves bu t  i s  no t  the  primary motivator.  

In  the  f u t u r e ,  companies may continue t o  become more p h y s i c a l l y  

decent ra l ized  a s  w e l l  a s  more spec ia l i zed ,  continuing t o  look f o r  ways 

t o  supply themselves with c e r t a i n  spec ia l i zed  skills a t  reasonable 
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cos t .  The technology w i l l  continue t o  f a c i l i t a t e  this t rend a s  wel l  

a s  increased f l e x i b i l i t y  of organiza t ional  boundaries. Neighborhood 

work cen te r s ,  where t echn ica l  support ( te rminals  and personal  

computers, teleconferencing f a c i l i t i e s ,  p r i n t e r s ,  f acs imi le  machines, 

e t c . )  i s  provided f o r  employees from mul t ip le  organiza t ions ,  may 

become a r e a l i t y .  In  the  United S t a t e s ,  no experiments with 

neighborhood work cen te r s  have occurred t o  date.  

The argument t h a t  telecommunications may be u t i l i z e d  t o  r ep lace  

t r anspor ta t ion  and thus save energy may become a r e a l i t y .  One can 

envision community s t r u c t u r e s  growing around a common l i f e  s t y l e  o r  

r ec rea t iona l  purpose r a t h e r  than proximity t o  a c e n t r a l  o f f i c e  

loca t ion  ( t h e  motivation f o r  the  development of suburbia) .  Such 

arguments have been made f o r  a number of years  and continue t o  be 

made; the  r e a l i t i e s  of organiza t ional  s t r u c t u r e  and "cu l tu re" ,  

pr imar i ly  i n  r e s i s t i n g  change t o  old methods o r  working and managing, 

make such changes occur much more slowly i n  r e a l i t y .  

INFORMAL ARRANGEMENTS: THE ORGANIZATION OF THE FUTURE? 

Our examination of a few se lec ted  "high-technology" companies was 

motivated by a d e s i r e  t o  determine i f  they r e p r e s e n t  the  t y p i c a l  

company f o r  the  f u t u r e ,  i n t e g r a t e d  through advanced technology and 

thus ab le  t o  opera te  wi th  loca t ion  independence. Although t h e s e  

companies have an except ional  amount of technological  support ,  our  

conclusions were negative.  

The four companies ( n o t  counting the  two i n  research  and 

development) a r e  unusual i n  and of themselves. They a r e  experiencing 

exceptionally f a s t  growth i n  an extremely dynamic and h igh-r isk  
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indust ry .  They a r e  s t i l l ,  however, r e l a t i v e l y  small ,  with few l e v e l s  

of management and few s igns  ( y e t )  of bureaucra t ic  administrat ion.  

There i s  a high component of profess ional  (non-managerial) employees, 

and a r e l a t i v e l y  small  component of c l e r i c a l  employees. Although 

the re  i s  an except ional  amount of investment i n  technologica l  suppor t  

per  employee ( requ i red  f o r  the  work they d o ) ,  t h e  use of t h i s  

technology does n o t  appear t o  have s i g n i f i c a n t l y  a f fec ted  t h e i r  

organiza t ional  s t r u c t u r e s .  

Although these  companies do provide a g r e a t  d e a l  more f l e x i b i l i t y  

t o  t h e i r  employees than the  t y p i c a l  f i rm,  t h e i r  p o l i c i e s  a r e  a l s o  

s t rong ly  motivated by economic concerns r a t h e r  than q u a l i t y  of work 

l i f e .  There i s  very s t rong  competition f o r  a s e t  of unique s k i l l s  and 

employee demands a r e  considered because of the  n e c e s s i t y  t o  r e t a i n  

t h e i r  s k i l l s .  

Moreover, t h e r e  was l i t t l e  evidence i n  the  groups studied of 

r e s p o n s i b i l i t y  f o r  the  b a s i c  opera t ions  of t h e  f irm ( s a l e s ,  

manufacturing, order ing ,  e t c . )  There was no evidence, f o r  ins t ance ,  

t h a t  those i n  accounting, manufacturing, o r  s a l e s  were permitted the  

same f l e x i b l e  work opGons a s  those i n  development. Although 

development work i s  probably t h e  most s i g n i f i c a n t  opera t ion  r e l a t i v e  

t o  company success o r  f a i l u r e  i n  the  indus t ry ,  it  is n o t  t i e d  t o  t h e  

day-to-day opera t ions  of t h e  f irm and thus can be  given more 

f l e x i b i l i t y .  

The employees themselves a r e  a l s o  unique i n  c e r t a i n  respects .  It 

i s  already c l e a r  t h a t  they have s k i l l s  f o r  which t h e r e  i s  considerable 

competition. They seem t o  take  advantage of t h i s  s i t u a t i o n  by making 
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demands t o  f i t  t h e i r  own personal " l i f e  s t y l e "  preferences.  The 

C a l i f o r n i a  l i f e  s t y l e  i n  genera l  encourages individualism and unusual 

r e c r e a t i o n a l  pursu i t s .  Moreover, many of these  employees a r e  i n  t h e i r  

e a r l y  t h i r t y ' s  and represen t  the  " l a t e - s i x t i e s  genera t ion" ,  an age 

group i n  which many ind iv idua l s  value autonomy and individualism over 

con£ ormity t o  organiza t ional  norms. Although t h i s  s tatement i s  a 

r a t h e r  vague genera l i za t ion ,  it does seem t o  apply t o  many of t h e  

ind iv idua l s  who we interviewed. 

The ind iv idua l s  who work a t  home, l i k e  many of t h e i r  peers ,  have 

moved f requent ly  from one company t o  the  o the r  within the  indust ry  and 

the  geographical  area.  They e x h i b i t  s t rong  l o y a l t y  t o  t h e i r  product  

and t h e i r  work group r a t h e r  than t o  t h e i r  company, and value h igh ly  

ind iv idua l  autonomy over organiza t ional  commitment. Companies 

t o l e r a t e  these  a t t i t u d e s  a s  well  a s  demands t o  work a t  home because of 

t h e i r  need f o r  the  h ighly  spec ia l i zed  s k i l l s  the  employees have t o  

o f f e r .  

In  summary, we  found l i t t l e  evidence, a t  l e a s t  a t  t h i s  p o i n t ,  

t h a t  companies i n  the  f u t u r e  w i l l  encourage work a t  home f o r  the  same 

reason a s  t h e  high-technology companies today. The s i t u a t i o n  

represents  except ional  employees i n  except ional  organiza t ions ,  and s o  

f a r  few conclusions can be made about t h e  r o l e  of technology i n  

changing o rgan iza t iona l  s t r u c t u r e s  and inc reas ing  o rgan iza t iona l  

f l e x i b i l i t y .  
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CONCLUSIONS 

The following model represents  a c l a s s i f i c a t i o n  of types of work 

a t  home arrangements t h a t  may occur, based on the  r e l a t i o n s h i p  between 

t h e  employee and the  organizat ion:  

SKILL SKILL 
OVERSUPPLY UNDERSUPPLY 

CONTRACT/ 
PIECE RATE 

HOURLY / 
SALARY 

Exploi ta t ion  Autonomy 

Tradeoff P r iv i l ege  

Contract/Piece Rate, S k i l l  Oversupply -- 
The primary ind iv idua l s  i n  t h i s  category would be c l e r i c a l  

employees whose work can be defined and measured a c c u r a t e l y  f o r  p iece  

r a t e s .  In  the  cases  there  was only one example of payment by p iece  

r a t e s ,  b u t  seve ra l  companies suggested t h a t  the primary b a r r i e r  t o  

payment by p iece  r a t e s  was l ack  of an adequate measure of the  work. 

This i s  the  category of workers f o r  whom unions, n a t u r a l l y ,  have 

the  most concern. Their primary concern i s  wi th  the  a b i l i t y  of 

automated o f f i c e  technology t o  reduce o f f i c e  c l e r i c a l  work t o  

rou t in ized ,  r e p e t i t i v e  t a s k s ,  monitored by automatic logging o r  u n i t s  

produced and e r r o r  r a t e s ,  very amenable t o  payment by piece r a t e s .  

Work a t  home becomes e a s i e r  once jobs a r e  organized t h i s  way b u t  is  

n o t  the  major problem. 

In  the  United S t a t e s ,  we have no t  co l l ec ted  enough evidence . t o  

make statements about of t h e  e x t e n t  of growth of t h i s  t rend.  However, 

anecdotal  evidence i n d i c a t e s  a growing indus t ry  i n  t r a n s c r i p t i o n  
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typing employing mothers with young ch i ld ren ,  working ou t  of t h e i r  

homes supported by a typewri ter  and paid by the  l i n e  o r  the  page. 

Research i s  required t o  document the  r e a l  ex ten t  of growth of t h i s  

form of employment, the  impact of technology, and the  e f f e c t  on those  

performing the  work. 

Contract/Piece Rate, S k i l l  Undersupply -- 
There is a l s o  anecdotal  evidence t o  show t h a t  the  number of 

independent self-employed ind iv idua l s  working o u t  of t h e i r  homes, 

inc luding craf tspeople ,  w r i t e r s ,  consul tants ,  e t c .  i s  growing 

s i g n i f i c a n t l y .  One explanation f o r  t h i s  t rend is  the  a t t i t u d e s  of 

those of the  " l a t e - s i x t i e s  generat ion" who choose no t  t o  be members of 

organiza t ions  bu t  t o  opera te  autonomously, even i f  they must s a c r i f i c e  

economic gains  t o  do so. To the  e x t e n t  t h a t  these  ind iv idua l s  have 

s k i l l s  which a r e  i n  demand, such an arrangement can be p r a c t i c a l  and 

even luc ra t ive .  A s  companies inc rease  t h e i r  own motivat ions t o  

purchase spec ia l i zed  s k i l l s  r a t h e r  than i n v e s t  long-term i n  employee 

r e t e n t i o n ,  t h e  trend t o  c o n t r a c t  work may grow and become a v i a b l e  

means of economic suppor t  f o r  more individuals .  Present ly ,  t h e r e  i s  

no market mechanism f o r  a d v e r t i s i n g  individual  s k i l l s  and the  economy 

makes t h i s  form of acquir ing  work d i f f i c u l t ;  however, i n  the  f u t u r e  

it i s  expected t h a t  more ind iv idua l s  with spec ia l i zed  s k i l l s  may 

c o n t r a c t  o u t  those s k i l l s  and make an adequate l i v i n g  without  t h e  

b e n e f i t s  o r  disadvantages of o rgan iza t iona l  membership. 
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Hourly/Salary, S k i l l  Oversupply 

Individuals  i n  t h i s  category have a permanent r e l a t i o n s h i p  t o  a  

s i n g l e  organiza t ion ,  al though a s  i n  our examples they t y p i c a l l y  do n o t  

r ece ive  benef i t s .  I n  some cases ,  the re  is  l i t t l e  t h a t  d i f f e r e n t i a t e s  

them from the  f i r s t  case  except  i n a b i l i t y  t o  e s t a b l i s h  an adequate 

p iece  r a t e  f o r  the  work performed. We p re fe r  t o  th ink  of t h i s  

category a s  q u a l i t a t i v e l y  d i f f e r e n t  i n  order  t o  make t h e  point  t h a t  

work a t  home under cond i t ions  of oversupply i s  no t  simply e x p l o i t a t i v e  

because of p iece  r a t e s  and r e p e t i t i v e  work, Because of nonwork 

c o n s t r a i n t s ,  p r imar i ly  family,  many p o t e n t i a l  employees need work 

opt ions  t h a t  w i l l  permi t  them t o  bring i n  badly needed income and 

provide necessa r i ly  fami ly  care .  Because of woefully inadequate day 

ca re  i n  t h i s  country (pub l i c  i s  neg l ig ib le  and of genera l ly  poor 

q u a l i t y ,  p r i v a t e  extremely expensive) ,  work a t  home is a less than 

i d e a l  b u t  f e a s i b l e  option.  Therefore, employees view it as a 

t r adeof f :  it i s  very d i f f i c u l t  b u t  b e t t e r  than no t  working a t  a l l .  

Hourly/Salary, S k i l l  Undersupply 

The group of people i n  t h i s  category, b e s t  exemplified by those 

i n  the  informal arrangements, represent  an i d e a l  s i t u a t i o n .  The 

organizat ion g ives  t h e  employee f l e x i b l e  work options and mechanisms 

f o r  improving t h e i r  q u a l i t y  of work l i f e  i n  the  i n t e r e s t  of long-term 

re ten t ion  of t h e i r  s k i l l s .  Work a t  home is one of many innovative 

work options t h a t  demonstrate organiza t ional  commitment t o  r e t a i n i n g  

employees and t o  improving t h e i r  q u a l i t y  of work l i f e .  Unfortunately,  

t o  d a t e  w e  see few i n d i c a t i o n s  t h a t  t h i s  type of commitment extends 

much beyond those employees whose s k i l l s  a r e  unique and i n  extreme 

undersupply. 
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Pred ic t ions  f o r  the  Future -- 
Based on our f ind ings  i n  t h i s  study, we f i n d  work a t  home t o  be 

an example of two p o t e n t i a l  t rends  toward a l t e r i n g  t h e  r e l a t i o n s h i p  

between employees and organiza t ions ,  based on s o c i a l  phenomena and 

f a c i l i t a t e d  by technology. 

I n  one d i r e c t i o n ,  it  is poss ib le  t h a t  organiza t ions  w i l l  become 

inc reas ing ly  opera t iona l  i n  terms of acquir ing  s k i l l s .  They w i l l  

opera te  i n  such a way a s  t o  purchase spec ia l i zed  s k i l l s  r a t h e r  than 

i n v e s t  i n  human resources.  There w i l l  be continued increases  i n  

c o n t r a c t  work and ind iv idua l s  w i l l  become inc reas ing ly  autonomous i n  

t h e i r  r e l a t ionsh ips  t o  t h e i r  employers. Those with spec ia l i zed  s k i l l s  

which a r e  i n  demand w i l l  b e n e f i t  economically; those wi th  s k i l l s  i n  

oversupply o r  no p a r t i c u l a r  s k i l l s  w i l l  s u f f e r .  

On the  o the r  hand, work a t  home may be viewed a s  one of many 

innovative mechanisms companies employ p r e c i s e l y  a s  p a r t  of t h e i r  

commitment t o  i n v e s t i n g  i n  human resources and improving the  q u a l i t y  

of work l i f e .  Work a t  home i s  permit ted because management shows 

t r u s t  and commitment i n  i t s  employees; o the r  f l e x i b l e  *work op t ions  

encourage employees t o  maintain high p roduc t iv i ty  f o r  t h e  organiza t ion  

while accommodating t h e i r  needs outs ide  of t h e  work domain. I t  i s  

p rec i se ly  t h i s  k ind of commitment t o  q u a l i t y  of work l i f e  t h a t  i s  s o  

important t o  encouraging innovation and maintaining a competi t ive 

edge. 

We suspect  t h a t  i n  the  next  few years work a t  home w i l l  grow i n  

both d i r e c t i o n s  . We s e e  advantages f o r  both employees and 

organizat ions i n  both. We s i n c e r e l y  hope, however, t h a t  organiza t ions  
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implement work a t  home and other f lex ib le  work options as  mechanisms 

f o r  accommodating individual needs ra ther  than exploit ing them. 
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