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Abstract 

Telework is a method of work that lets employees work from other places than the central 

office. With the world becoming more digitized, technology is becoming mobile and people 

become accessible wherever they are located. There are many benefits with Telework, but also 

many challenges that need to be taken into consideration. The digital era has led to that 

employees have changed their perception of how often they need to be at the central office, 

wishing to be more flexible and attain a better work-life balance. However, the adoption of 

Telework strategies has not grown as fast as first predicted by the originator, Jack Nilles, 

which some researchers after him have explained to be due to managerial resistance and lack 

of technology. 

 

This master thesis aims to investigate Telework as a phenomenon and explore how modern 

organizations can evolve to meet the demands of employees seeking more flexibility, but at 

the same time deal with challenges that may affect the organization negatively. Through a 

systematic literature review, we explore the concept of Telework and use previous 

publications in order to find common themes in research in order to find what may have 

impacted the decision-making process when organizations decide to implement Telework or 

not. A complementary literature study has also been used to investigate these themes further, 

which was followed by conducting empirical data collection through one semi-structured 

interview and two qualitative surveys. 

 

From our findings it can be found that common themes that act as drivers for Telework to be 

implemented are related to: an employee’s eligibility to reduce their commute, availability of 

digital infrastructure and ICT based tools and the organization’s possibility to cut cost related 

to office space. In our findings we have identified factors that organizations discuss before 

making a decision with regard to the implementation of Telework. Lastly, we see that how 

well an organization has adapted to a digital working environment does have impact on the 

adoption of Telework, given that there are many ICT solutions that can cope with the 

challenges Telework brings. 

 

Key-words: Telework, telecommuting, work-life balance, commuting, IT 

infrastructure, office space cost, ICT 
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Sammanfattning 

Distansarbete (Telework) är en arbetsmetod som låter anställda arbeta på annan plats än det 

centrala kontoret. Eftersom digitaliseringen i världen ständigt utvecklas och teknologier 

utvecklas mot att bli mer mobila så blir människan ständigt nåbar var de än befinner sig. Det 

finns många fördelar med distansarbete, men också många nackdelar. Den digitala eran har 

bidragit till att många anställda har förändrat sin syn på hur ofta de behöver befinna sig på det 

centrala kontoret, vilket har lett till att efterfrågan på flexibilitet och bättre balans mellan 

arbetsliv och privatliv har ökat. Införandet av distansarbete har dock inte ökat med den fart 

som upphovsmannen, Jack Nilles, förutspått, vilket forskare efter honom har förklarat med 

att det funnits ett motstånd från ledargrupper och brist på teknologiska lösningar. 

 

Den här masteruppsatsens mål är att undersöka distansarbete som fenomen och utforska hur 

moderna organisationer kan utvecklas för att möta efterfrågan på ökad flexibilitet från 

anställda, och samtidigt hantera de utmaningar som en organisation ställs inför. Genom en 

systematisk litteraturgranskning utforskar vi distansarbete som koncept. Där använder vi 

tidigare forskning för att försöka hitta teman i vad som påverkat beslutsfattandeprocessen när 

organisationer diskuterar distansarbete. En kompletterande litteraturstudie har sedan hjälp till 

att vidare undersöka de funna temana, vilket följdes av insamling av empiriska data genom två 

kvalitativa enkäter och en semi-strukturerad intervju. 

 

I våra fynd har vi hittat att teman som kan ses som drivande i frågan att införa distansarbete: 

möjligheten för anställda att minska pendlingstid, tillgänglighet av digital infrastruktur och 

ICT-baserade verktyg, samt organisationens möjlighet att minska kostnader kopplat till 

minskad kontorsyta. Våra fynd innehåller vilka faktorer som beslutsfattare tar i beaktning när 

implementation av distansarbete diskuteras inom organisationer. Vi ser också att hur väl en 

organisation har implementerat ICT-relaterade lösningar påverkar införandet av distansarbete. 

 

Nyckelord: Telework, distansarbete, balans, arbetsliv, privatliv, pendling, IT-

infrastruktur, kontorskostnader, ICT 
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1. Introduction 

1.1 Choice of Subject and Background 

Telework (also known as telecommuting) is a concept coined by Jack Nilles, which 

implies that employees work from a physical place different than the employer’s central 

office (Nilles, et al, 1974; Nilles, 1976). Nilles found that Telework had impacts on the 

organization and its employees such as; managerial impacts, increased productivity, cost 

reductions and other benefits such as reduced energy consumption (Nilles, 1976). Nilles 

(1988) and Toffler (1989) predicted the adoption of Telework to grow substantially - but 

this has not been the case. It has been expressed that the diffusion of Telework is thought 

to may be affected by insufficient technology that makes Telework programs hard to 

coordinate (Huws, et al, 1990; Bailey & Kurland, 2002). Furthermore, others imply that 

there is a managerial resistance towards Telework due to perception of lack of control 

(Dimitrova, 2003) 

  

New demands from today’s workforce have been expressed where employee’s flexibility 

and work-life balance are shown to be important. This may force the traditional and 

industrialized work arrangements to evolve and meet the demands from a modern 

workforce to attract and retain employees (Deery, 2008; EY, 2015; PGi, 2016; ITU, 2017) 

With rapid development of ICT, the possibility to have employees work from a different 

location than the central office is evident  (Lila & Anjaneyulu, 2017). 

  

Having pleased employees is discussed to be the key of building a successful organization. 

Finding a satisfying setup that suits the employee in terms of work-life balance, 

productivity and flexibility is essential. Additionally, Telework may also result in enabling 

both employees and employers to reduce costs, e.g. related to office space (Madsen, 

2003). (Madsen, 2003) 

  

We find Telework to be of interest due to its alleged high impact and see Telework as a 

possible way to help the society adapt to the ongoing change in behavior on the labor 

market by sustainable means. 

  

Research found that the implementation of traditional Telework is stagnating (Hjorthol, 

2006). Moreover, some findings even indicate a decline in recent years, arguing that there 

is unused potential (Brenke, 2016). We find it interesting that Telework is not being 

applied to the extent that was originally predicted by Nilles (1998) and Toffler (1999) 

even though there is employee demand for such methods and that there is an emergence 

and rapid development of ICT (ITU, 2017). 
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1.2 Problematization 

The concept of Telework is thoroughly addressed in research, which mainly discusses the 

benefits and concerns of teleworking and how it impacts the individual and the 

organization (Kurland & Bailey, 1999; Daniels, et al, 2000). However, we believe that 

previous research discussing what in turn impacts the benefits and the concerns and the 

decision-making process of adopting Telework is thin. We find that Nilles' and Toffler's 

predictions of an increase of Telework to be interesting, especially with regards to the 

explanation of the phenomena provided by Huws et al (1990) and Bailey & Kurland 

(2002) reasoning that the diffusion may be due to insufficient technology. Moreover, with 

the emerging of ICT of the 21th century; we believe the existence of sufficient 

technology is not the issue. So, what causes the diffusion? We found that big 

organizations such as IBM and Yahoo saw the potential in Telework and implemented 

Telework to a large extent (Bellido, 2006; Caldow, 2009). However, both firms changed 

their minds. Yahoo discarded their teleworking program in 2013 due to difficulties in 

coordination and IBM in 2017 for similar reasons (Greene, 2014; Tenner, 2018). Why do 

such big corporations opt out on what by many is seen as the future of work? Can 

Telework be developed further? There are different ways of applying Telework and one 

that may be suitable for one type of organization may not be suitable for the other. 

 

What could have been the solution for IBM or Yahoo in order to continue their 

Telework initiatives? Teleworking as a trend seems to finally be growing as predicted by 

Nilles, only 15 years off the schedule. Is this phenomenon occurring in other countries as 

well? Are some countries faster at adapting Telework than others? Evolvement of 

effective ICT solutions has made the world more global and connected (ITU, 2017). 

However, organizations seem to fall behind of the development. Organizations need 

support to understand the benefits of leveraging on changing their routines with ICT into 

an updated and more sustainable state, which has been seen to be demanded by 

employees. It is needed to further understand why Telework has had a low adoption rate 

even though there are many expressed benefits, requested demand for work-life balance 

and rise of ICT (Nilles, 1988; Hjorthol, 2006; EY, 2015; PGi, 2016; Brenke, 2016; ITU, 

2017).  

1.3 Purpose 

The purpose of this master thesis is to explore, investigate and analyze the concept of 

Telework through previous research focusing on benefits and challenges. Furthermore, 

the thesis aims to identify if there are countries that could have better prerequisites of 

successfully implementing Telework. Lastly, we will explore the decision-making process 

in organizations to see what factors are considered when deciding to allow or to not allow 

Telework. While analyzing, we aim to identify if there are other factors affecting decision-

making regarding implementation of Telework.  
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1.4 Research Questions 

Main Research Question 

 

 How can Telework be developed to meet the changing demands of modern 

organizations and their employees? 

 

Sub Research Questions/Operationalization 

 

 Can any geographically based themes be derived from previous research that may 

lead to that some geographical locations being more open toward telework? 

 What factors lie as base when decision about Telework is made? 

 How can organizations overcome the obstacles of Telework and leverage on the 

advantages? 

1.5 Contribution 

By investigating the concept of Telework to date, with consideration of the benefits and 

concerns of its current structure, we aim to create further understanding of how 

Telework can be utilized best. This thesis aims to contribute to further understanding 

how the benefits and challenges of Telework may affect how managers choose to make 

decisions with regards to their future workplace, and how such can be developed. The 

study attempts to create an understanding of managers’ interpretation of implementing 

teleworking and what key factors are considered. While the factors are identified, we will 

investigate if ICT solutions or other technology are adopted in order to resolve the 

perceived challenges. 

 

By using previous findings of teleworking initiatives and by applying the findings to a 

more recent setting will provide an updated view of how teleworking affects employees 

and their organization. By investigating the decision-making process further 

understanding regarding what factors that are of highest interest when Telework methods 

are evaluated by an organization. In addition, this master thesis aims to identify 

geographical patterns of factors that may drive the implementation of Telework. 

1.6 Delimitations 

In order to develop further understanding, this thesis will focus on countries in the 

European Union (EU). Furthermore, after identifying countries that are of interest with 

the scope of the thesis, we chose to target one of the countries of interest in order to find 

relevant companies for further investigation. We have delimited the study to not include 

start-ups, self-employees and freelancers as they are not a part of an organizational 

structure to the same extent and not impacted by the same factors.  
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1.7 Disposition of the Thesis 

The rest of the thesis is structured as follows: Chapter 2 continues from where the 

introduction left off, by introducing the history of Telework and how it is defined and 

deduced, whereas it constructs a base of how the concept is used by the authors 

throughout the study. Chapter 3 describes and motivates the method used for the study 

and how it is performed by presenting the conducted research design and approach.  

Chapter 4 presents the Systematic Literature Review, which is the chosen method of the 

study, whereas literature is reviewed and presented. Chapter 5 aims to analyze the 

literature review and Chapter 6 presents a complementary literature study based on the 

analysis. Chapter 7 analyses the complementary literature and Chapter 8 presents 

empirical findings from insights achieved from companies participating in the study. 

Chapter 9 provides an empirical analysis based on the insights from the previous chapter. 

Chapter 10 will provide an in depth discussion, aiming to answer the framed research 

questions with the help of theoretical and empirical findings provided in previous 

chapters. Lastly, Chapter 11 will present our conclusions and suggestions for future 

research. 
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2. Theoretical Framework 

This chapter aims to provide the reader with a brief history of the concept of Telework. 

Furthermore, it will introduce concepts used throughout the thesis and how we intend to 

use them for this thesis with regards to the initial terminology. This thesis includes some 

stipulative definitions of which will be explained. The theoretical framework introduces 

the basic concepts of Telework. The concepts are further expanded in later chapters. 

2.1 The History and Concept of Telework 

2.1.1 The History of Telework 

Teleworking was first introduced by Jack M Nilles in 1973. The initial main driver was 

then to let employees save costs of commuting to work (Nilles, et al, 1974; Nilles, 1997) 

Shortly after Nilles introduction of Telework, Schiff (1979) stressed the benefits of 

working from home while also addressing some possible issues that could come with it, 

in the article “working at home can save gasoline” as published in 1979 in the 

Washington Post. Furthermore, Telework emerged with the oil crisis of the 1970’s 

whereas employees could work from home or from local offices in order to avoid the 

high fuel prices. The fuel crisis ended but not the interest in Telework (ILO, 2016). In 

1983, Nilles (1988) predicted the implementation of Telework in the US, if it was to be 

properly adopted:  

Figure 1: Jack Nilles prediction of the US adaption to Telework (Nilles, 1988). 

 

Nilles (1997) introduced the concept to organizations promoting its other individual and 

organizational benefits. Since then, teleworking has received substantial attention in 

literature, not only with regards to cost savings for organizations and reduced commute 

for employees, but also its impact on individual teleworkers, in terms of satisfaction (De 

Lay, 1995; Pratt, 1999), productivity (Hill, et al., 1998), and flexibility (Romer, 2011). 

Moreover, the organizational effect has also been studied where productivity and 

performance effects have been investigated (Beauregard & Henry, 2009). 
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2.1.2 Defining Telework 

Teleworking comes in various names, such a telecommuting or remote working, which is 

generally defined as working from any other physical place than the central office 

(Gajendran & Harrison, 2007; Nilles, et al, 1974; Nilles, 1997).  Researchers tend to use 

the phrase Telework and telecommuting as synonyms whereas Ellison (1999) attempts to 

explain this with that “Telework” is preferred by Europeans and “telecommuting” is 

more popular in the US (Ellison, 1999).  Throughout the thesis we decided to use 

“Telework” when referring to any work done outside a central office, the definition 

differs slightly from Nilles’ (1997) initial definition. However, we believe the terminology 

used for the thesis is generally accepted and frequently used throughout literature. 

 

Jack Nilles, who is by some referred to as “the father of telework” (Vega, 2003), and was 

early to introduce the concept as a way of substituting transportation for 

telecommunications in a series of telecommunications-transportation trade-off projects 

for the government under the name “telecommuting” (Nilles, et al, 1974; Nilles 1976). 

What Nilles also found was that it had other impacts on the organization and its 

employees such as; managerial impacts, productivity, costs, and benefits (Nilles, 1976). 

Nilles later defined teleworking as “any form of substitution of information technologies 

for work-related travel; moving the work to the workers instead of moving the workers to 

work” and telecommuting as “periodic work out of the principal office, one or more days 

per week, either at home, at a client’s site, or in a Telework center” (Nilles, 1988; 1997; 

Ellison, 1999). 

 

Moreover, with the use of technology, employees can perform a part of their daily work 

without being at the central office. This could be not only at home, from a local or 

satellite office or while traveling (Kurland & Bailey, 1999; Gajendran & Harrison, 2007). 

Teleworking in practice can be applied both in a full-time extent where the employee 

works from remote places five days per week, or as a part-time arrangement where the 

employee only teleworks one to a few days per week (Gajendran & Harrison, 2007). 

Throughout the thesis the time dimension will not be considered when discussing general 

benefits and challenges of Telework. However, time will be considered in more specific 

sections of the thesis, as we believe it is of importance.  

2.1.3 Deducing Telework 

Telework can be divided into four different work types, where each type is possible to be 

adopted separately or combined within an organization (Kurland & Bailey, 1999). With 

regards to this master thesis, it is important to understand that when we denote 

“Telework”, it includes all four types of Telework, unless it is clearly stated otherwise. 

Kurland & Baily (1999) defined the four different teleworking types as follows:  

 

(1) The Home Office  

(2) The Satellite Office  

(3) The Neighborhood Work Center  

(4) Mobile Working 

 

The four types of Telework have elements that are similar to each other, but also 

differences in terms of advantages and challenges in the individual and organizational 
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perspectives when comparing Telework to a worker who is stationed at a regular office. 

Furthermore, Kurland & Bailey (1999) also state that there are societal advantages and 

challenges for teleworkers. In general, the societal advantages for the Home Office, the 

Satellite Office and the Neighborhood Work Center are the same but to different 

degrees, where less time spent stuck in traffic and less pollution as result of less commute. 

However, the mobile worker is without any societal advantages. Societal challenges are 

only identified in the Home Office and for mobile workers where implementation of a 

culture where Telework is accepted is the main challenge (Kurland & Bailey, 1999; Peréz, 

et al, 2004). 

 

The Home Office 
The first type of Telework is the Home Office, which allows employees to perform 

Telework from their home in an own-established Home Office, sometimes referred to as 

“working from home” (Welz & Wolf, 2010). Individual benefits of the Home Office that 

can be highlighted from findings by Kurland & Bailey (1999) are: less time spent 

commuting, cost savings, less stress, increased flexibility, fewer distractions, increased job 

satisfaction and work/family balance. Furthermore, individual concerns that should be 

addressed with the Home Office are social and professional isolation, maintaining 

organization culture, focusing on work, reduced office influence, informal interaction, 

work/family balance, access to resources and technical knowledge (Kurland & Bailey, 

1999). While reports agree that the majority of employees working from home are more 

satisfied with their work-life balance, it also indicated that a threat to homeworking is 

external distraction associated with being at home (Akerley, 2011). When an employee 

uses The Home Office, it is important that necessary conditions are met in terms of 

access to the company’s database(s), IT-security, necessary technology and having an 

ergonomic working environment. In some countries ensuring an ergonomic work 

environment is mandatory according to laws and regulations (Broughton, 2007). The 

Home Office is believed to provide maximum flexibility for the employee, whilst 

minimum social interaction and low ability for managers to supervise when the employee 

is stationed at home. (Kent & Williams, 1990). 

 

Organizational benefits reported by Kurland and Bailey (1999) include increased 

productivity, less absenteeism, possible wider talent pool and lower employee turnover. 

Challenges on an organization level include performance monitoring and measurement, 

managerial control, jealous colleagues, organization and virtual culture, skills 

development, availability, coordination, communication, synergy, organization loyalty, 

availability of technology and informal interaction (Kurland & Bailey, 1999). Letting 

employees work from home has shown to reduce managers’ perception of control over 

the employee. Managers rely on trust toward the employee that work will be produced, 

and that the employee is autonomous enough to be productive. Fear and a feeling of 

losing control is not an uncommon scenario that will result in managers to show 

resistance toward teleworking (Dimitrova, 2003).  
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The Satellite Office 
A satellite office is generally a smaller office compared to the branch office or 

headquarters that necessarily does not have the same level of equipment. However, there 

could be an issue of satellite offices being limited to only be adopted by larger 

organizations in large metropolitan areas in order to ensure that it will be utilized. For 

smaller businesses and organizations, The Home Office is more likely to be utilized for 

teleworking purposes (Verbeke, et al., 2008). Satellite offices is an office acquired by the 

employer and may be spread out on various locations, which lets employees commute to 

a location closer to their residence than their headquarters are. Compared to The Home 

Office, the Satellite Office can host a larger amount of workers, and the size of each 

satellite office may vary depending on both organizational needs and amount of 

employees that are expected to use the office. Satellite offices can often be found in 

centers of communities, e.g. in shopping malls, or close to peoples’ homes. The satellite 

office is a good alternative for workers that do not need to be present in the office 

headquarters and neither can or want to work from home (Vischer, 1996). 

 

Compared to the Home Office, the satellite office comes with fewer advantages, but also 

less challenges. Highlighted individual advantages for employees’ teleworking from 

satellite offices include less time spent commuting, cost savings, less stress, increased job 

satisfaction and work/family balance. Furthermore, challenges from using satellite offices 

are professional isolation, reduced office influence and access to resources (Kurland & 

Bailey, 1999). The Public Works and Government Services of Canada (PWGSC) reported 

that using satellite offices, the commute for individual workers was reduced by 45-67 

hours per month travelling from their residence to the satellite office instead of the to the 

headquarters, while showing no indications of having an negative impact on the workers 

or organizations output. When meetings were made at the headquarters, the satellite 

workers used mass transit together to save time and expenses (Verbeke, et al., 2008). The 

Satellite Office is thought to provide a good level of social interaction for the employee, 

while also providing some flexibility and ability for a manager to supervise the employee 

(Kent & Williams, 1990).  

 

Organizational advantages that come with this type of Telework are thought to be; 

increased productivity, possible wider talent pool, lower employee turnover, customer 

proximity, keeping the organizational culture intact. Moreover, challenges with using 

satellite offices are performance monitoring and measurement, managerial control, 

jealous colleagues and virtual culture (Kurland & Bailey, 1999).  

 

The Neighborhood Work Center 
The Neighborhood Work Center (NWC) is similar to the satellite office but with less 

structure, as the NWC can house more than only one company’s employees (Kurland & 

Bailey, 1999). This shows in the advantages of using NWC presented by Kurland & 

Bailey (1999), where keeping an intact corporate culture is seen as a challenge instead of 

an advantage. Furthermore, other challenges using the NWC are performance monitoring 

and measurement, managerial control, jealous colleagues, virtual culture, maintaining 

organizational loyalty, coordination, communication, synergy and informal interaction 

(Kurland & Bailey, 1999). These centers are set up in populated areas and employees 

from different organizations can access the one most convenient to them, with internet 

access, printers and other general useful office equipment (Kent & Williams, 1990). While 
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the NWC gives the same level of flexibility and social interaction for the employee as the 

Satellite Office, it provides a lessened ability to supervise for a manager (Kent & Williams, 

1990).  

 

Mobile Working 
Mobile working, which can be described as “working on the go”, is when the employee 

can work from basically anywhere; a café, airport, shared office, at clients, etcetera 

(Kurland & Bailey, 1999). In contrary to the Home Office where workers are sent home, 

mobile workers are often away from home for longer periods of time. Being able to work 

from anywhere, mobile working is often applied for positions where travelling is 

common, enabling work to be done in, for instance, the worker’s hotel room (Kurland & 

Bailey, 1999). This leads to the individual advantages of mobile working to be more 

autonomy, schedule flexibility and absence of office politics. However, individual 

challenges are social and professional isolation, lack of organizational culture, reduced 

office influence, longer working hours and need for technical knowledge (Kurland & 

Bailey, 1999).  

 

Organizational advantages related to mobile working are greater productivity, lower 

absenteeism and ability to be close to clients. Furthermore, the organizational challenges 

are similar to challenges for workers using the Home Office, i.e., performance monitoring 

and measurement, managerial control, organization and virtual culture, availability, 

coordination, communication, synergy, availability of technology and informal interaction 

(Kurland & Bailey, 1999). It is also stated by Kurland & Bailey (1999) that mobile 

workers have trouble establishing a balance between work demands and home demands 

as they spend a lot of their time away from home, focusing on work. 

 

Continuum of Challenge for Managing Teleworkers 
The main concern for managers is stated to be the number of challenges that arise when 

an employee is teleworking, but the manager is located at the main office (Kurland & 

Bailey, 1999). While managing remote workers, the number of challenges for different 

teleworking environments can be compared in what Kurland & Bailey (1999) calls “a 

continuum of challenge of remote managing”, as shown in Figure 2. 

 

 
Figure 2: A continuum of the challenge of remote managing (Kurland & Bailey, 1999) 
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3. Research Method and Philosophy 

In this chapter, the underlying philosophy and method used for the study will be 

presented, including the how and why. Furthermore, we will explain how our research 

philosophy affects our perception of literature and empirical findings. Lastly, we will 

address the conducted research questions found in Chapter 1.4 and what approach we 

found to be useful for its purpose.  

3.1 Research Philosophy 

Throughout this master thesis, we attempt to be as objective as possible when presenting 

findings and previous research. Moreover, we find ourselves to be following the 

ontological and epistemological standpoints of social constructionism, which discusses 

the views on knowledge and reality and how it is shaped by social interaction between 

individuals and the society (Gergen, 1985). Constructionists are further discussed to 

believe that “reality is something created by the human mind and should therefore be 

perceived to be subjective” (Burr, 2015). This makes us aware of the fact that subjectivity 

may occur in literature included in the study. Even though researchers may strive to be 

objective, their independently created reality may be subjective in comparison to others. 

Additionally, in a more concrete manner with regards to the research design: we cannot 

reject the fact that the research questions are somewhat subjective in a way that they have 

an (to some degree) underlying beneficial attitude toward the concept of Telework. The 

research questions asked by the authors and the method of reviewing literature will be 

influenced by this philosophical standpoint. Having said this, our main influence will be 

based on the understanding of meaning and knowledge as socially constructed. However, 

we strive to be as objective and correct as possible when reproducing what the literature 

and research show, and also with regards to reporting what organizations to the study 

have told the authors. Through our literature review, and when creating a triangulation 

between literature and empirics, we attempt to find recurring patterns. With the patterns 

found we use them for discussion and attempting to answer the research questions, this 

type of method is generally found within Positivism (Saunders, et al., 2009). We would 

like to call our research philosophy a mix between positivism and social constructionism 

with a touch of subjective objectivity. 

 

The ontology within research discusses how reality is interpreted by the researchers and 

how reality is constructed in the mind of the observer (Saunders, et al., 2009). There are 

two major views of reality where the first one is that there is one single reality - 

objectivism - or that there is no single reality - constructionism - to a phenomenon 

(Saunders, et al., 2009). With regards to this master thesis, the ontological view that has 

been decided is the social constructionist approach. This approach was chosen since the 

investigated phenomenon is dependent on external parameters and social actors, which 

changes the outcome depending on situation (Saunders, et al., 2009). In addition, we have 

reasoned from the standpoints of social constructionism, which in comparison to social 

constructivism considers the social construction with focus on both individuals and 

groups, and not solely individuals as purposed by constructivists. This interpretation of 

reality of the topic that is discussed in this master thesis is arguably the most fitting view 

as the examined phenomenon has outcomes that does vary depending on the various 

conditions that an organization experience. 
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3.2 Method  

In this chapter, we will present method applied to answer the framed research questions. 

In order to investigate the concept of teleworking, we found that a qualitative method 

(Blomkvist & Hallin, 2015) was the most suitable for the research, mainly due to the use 

of the “bottom up” inductive approach used for analysis (which is applied to find 

patterns) and the possible subjectivity present based on our standpoints influenced by 

social construction. The method used was initially a theoretical approach through a 

systematic literature review (Xiao & Watson, 2017), which has been, and should be 

considered, the main focus and approach of the thesis. Much emphasis was especially 

focused on Chapters 4.3 and 4.4. The systematic literature review presents previous 

research of Telework from different aspects with a starting point provided by the 

theoretical framework in Chapter 2: Theoretical Framework. Moreover, in the literature 

analysis, an inductive approach was taken. The literature analysis was used with an 

inductive approach to discover themes, patterns and possible underlying reasons resulting 

in the outcomes found (Bernard, 2011). Through the literature analysis, we found 

patterns and themes indicating that specific factors may affect the findings and outcome 

of Telework on a geographical level. This insight led to the literature analysis being 

followed by a complementary chapter presenting additional literature found by revisiting 

the literature with these specific factors of interest in mind. Moreover, we wanted to 

create a triangulation with the use of empirical data. Two qualitative surveys were 

executed together with one semi-structured interview. The empirical findings are 

presented and analyzed with a theoretical and inductive approach to the extent that it 

makes use of theory to develop a better understanding of the empirical findings 

(Blomkvist & Hallin, 2015). The theoretical analysis and empirical analysis are in turn 

used in the discussion with the aim of answering the framed research questions of the 

thesis. 

3.2.1 Method Discussion 

We decided upon a broad theoretical approach for the thesis since we did not know what 

the findings would be before prior to the literature review. We reasoned that a wide scope 

would benefit the research and also make it possible for us to move on with an inductive 

approach related to the analysis. Furthermore, we found the broad approach to be very 

useful to be able to discuss the benefits and concerns of the concepts from different 

aspects. We are aware of that, to do one interview and two qualitative surveys will not 

make it possible to draw any specific conclusions. We can only get a glimpse of eventual 

patterns and how and if they connect to the literature review and if in what way. To make 

a study like this based on mainly interviews would have been very difficult because of its 

aim of looking at different countries and perspectives. A quantitative approach with 

questionnaires could have been possible; however it would have required a huge amount 

of data. The limited time and frame for this thesis did not make it possible 
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3.2.2 Systematic Literature Review 

In order to review and understand the topic, we need to know what has been done within 

the field. Thus, a systematic literature review was conducted. Within the field of 

systematic reviews, we have chosen an extended version with elements of critical 

interpretive synthesis. The method of choice was due to its iterative and exploratory 

approach, where searching for literature is more informal than other systematic review 

methods. This method made us able to review previous research that was both of 

qualitative and quantitative character (Xiao & Watson, 2017). To find previous research 

related to the topic, academic and professional journals, Google Scholar and The Royal 

Institute of Technology’s Library were used as the main source for literature. The 

included previous research consists of academic reports published in peer-reviewed 

journals, e-books, books, conference summaries, and reports by organizations active 

within the topic, consultancy reports and governmental publications. Sources that we 

have tried not to include within our literature review are publications in newspapers as it 

can be more difficult to validate the authenticity and quality of the source (Blomkvist & 

Hallin, 2015) 

 

The search for previous research in the field started with broad keywords such as: 

“telework”, “telecommute” and “flexible working methods”. When reading previous 

research we found that there often were common themes and topics that were addressed. 

This resulted in us developing the keywords in order to find more specific literature, 

whereas keywords such as “benefits”, “challenges”, “attitude”, “work-life balance”, 

“costs”, “commuting”, “information and communication technology”, “employee 

perspective” and “organizational perspective” were added. Furthermore, relevant 

literature was also found through the secondary sources from research that was found 

from keywords.  

3.2.3 Theoretical Analysis 

Following the systematic literature review, we did a theoretical analysis in order to discuss 

and analyze previous research. The aim of the theoretical analysis is to find common 

themes from previous research in order to further find clarity for answering the posed 

research questions (Xiao & Watson, 2017).  

3.2.4 Complementary Literature Study 

In order to expand the understanding with regards to the themes found in the theoretical 

analysis, a complementary literature study was conducted in order to further review 

literature with insights from the themes from the theoretical analysis. The complementary 

literature review was conducted in order to extend our knowledge within the themes we 

identified (Xiao & Watson, 2017).  With help of the themes that we identified from the 

theoretical analysis and with the complementary literature review, we will attempt to 

identify in which countries the implementation of teleworking methods would be most 

useful today. In order to determine which countries that is likely to have the prerequisites 

to adapt to Telework, data was collected on a national level. 
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3.2.5 Creating a Triangulation 

Our approach in this part of our research has been to attempt to create triangulation 

between the theoretical findings with empirical findings. This, approach was added to 

investigate if current working environment is supported what previous research has 

found (Saunders, et al., 2009).  

 

The common themes that we have derived from our theoretical analysis were further 

investigated in order for this master thesis to find clarity to the posed research questions. 

Thus, a qualitative complementary study was conducted. The complementary literature 

study was followed by a complementary analysis and collection of empirical data. In order 

to collect the empirical data we conducted one semi-structured interview and two 

qualitative surveys, as presented in Table 1. The participating companies were active 

within construction, IT and real-estate. The three companies that were chosen to be 

included in this sample were identified based on the geographical locations and industry 

that were found to be suitable from findings in complementary literature study. The 

results from our empirical findings may give an updated view of what organizations today 

value when deciding if teleworking is a valid working, and can give clarity in why the 

implementation rate did not turn out to be as high as Nilles (1988) and Toffler (1989) 

predicted. The participating companies were as follows: 

 

 

Table 1. Illustration of the participating companies’ industry, title of participant, number 

of employees, date of data collection and type of participation. 

Company Industry Title of 
Participant 

# of 
employees 

Date Type of 
participation 

A Construction HR Partner 150 
April 

2018 

Qualitative 

survey 

B 
Information 

Technology 

HR 

Director 
263 

April 

2018 

Qualitative 

survey 

C Real Estate 
HR 
Director 

270 May 2018 
Semi-
structured 
interview 

 

 

Qualitative Survey 

Qualitative surveys are thought to be suitable when examining opinions or values of 

individuals and groups. Furthermore, they should be answered by an expert in the field of 

knowledge (Fink, 2003). The organizations that were contacted to participate were based 

on the findings the systematic literature review. Moreover, we contacted two 

organizations from each of the five industries that were thought to be useful in our work. 

All responded, but many declined participation due to “insufficient resources”. Three 

companies accepted to participate, whereas one preferred an interview. This resulted in 

two companies participating in the survey. The response rate of the survey was in other 

words one out of five. 
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The survey was sent to the two participating companies, of which will be referred to as 

“Company A” and “Company B” throughout the thesis, addressing personnel with 

knowledge in the field in accordance with (Fink, 2003). Both companies already had a 

teleworking-program in place. The study objective was to gain insights from their 

involvement in Telework, what the organization based the decision of implementing 

Telework on, and what their perceived outcomes of the program were. 

 

The survey was structured with an introductory section where respondents were asked 

questions about their application of Telework. The introductory section included 

questions such as what type of Telework was applied, if they had any formal initiatives 

that support Telework, what departments and tasks that were eligible to Telework, how 

often, what proportion of the organization that was eligible, and lastly their general 

attitude toward the concept. The respondents had the option to fill out a blank text-box 

with additional comments. 

 

The following section focused on the decision-making process of implementing 

Telework, together with what their perceived outcome of the program was. The idea of 

this approach was to gain insights of what organizations look at when they evaluate 

Telework for their organization, and what in fact benefitted their organizations in 

practical means. The respondents were asked to rank factors from 1 (indicating low) and 

5 (indicating high). The section addressing the decision-making process was phrased as 

“when decision was made to allow Telework in our organization, this was the basis of our 

decision” and the factors included were such as; increased employee productivity as a 

result, to ease the employees ability to have a healthy work-life balance, cost-savings with 

regards to office space and investment cost and financial profitability. Whereas ranking a 

factor “5” would indicate that the factor had a strong influence on the decision made and 

“1” indicated that the factor did not influence the decision. 

 

Semi-Structured Interview 
A semi-structured interview was executed on one participating company, Company C 

with the interviewee being the HR director of the organization. Company C did not have 

teleworking-program in place. A semi-structured interview means that some questions are 

prepared, designed to lead the interviewee to some extent while opening up for the 

interviewers to improvise depending on what the interviewee responds (Wengraf, 2001). 

In order to reduce the possible error of interpretation, follow up questions were 

improvised to clarify what the interviewee meant. The interview addressed the topics of if 

they had discussed implementing Telework, what their employees work setting looked 

like, and if employees ever were allowed to work from other locations than the central 

office.  

3.3 Research Design and Approach 

In this section the research design and approach will be discussed. The research design 

and approach is of importance for the study to fulfill its purpose and address the research 

question framed.  
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3.3.1 Thesis Overview 

We begin with a theoretical approach, consisting of a literature review and theoretical 

analysis. This is followed by a more deepened literature study based on the themes found 

from previous research, followed by an analysis of the themes. The theoretical section is 

followed by an empirical section, which presents insights from three participating 

companies consisting of one interview and two qualitative surveys. The empirical insights 

are presented as empirical findings and are followed by an empirical analysis. Lastly, the 

theoretical and empirical sections of the thesis are followed by a discussion, addressing 

the research questions with theory and analysis presented in Chapter 2, 4, 5, 6, 7 and 

empirical findings and analysis from Chapter 8 and 9. 

3.3.2 The Methodological Structure of the Thesis 

Our main research question conducted for the study states: How can Telework be 

developed and applied to meet the changing demands of modern organizations and their 

employees? 

 

As suggested by Blomkvist & Hallin (2015) research questions can be broken down to 

make it researchable. In order to answer the main research question, we found that there 

were different topics that need to be addressed. For readers to understand the structure 

of our thesis and how it addresses our main research question, we have broken it down to 

the following questions:  What is known about telework? How can Telework be developed? 

What are, and what may cause the new demands? We hope to guide the reader through 

the approach by explaining the structure. 

 

We found that there is much previous research regarding the topic, and decided upon a 

theoretical approach. Like mentioned above, a literature review was conducted, 

presenting research targeting the benefits and concerns of Telework on an individual, 

organizational and social level. The Theoretical Framework as found in Chapter 2 aims to 

introduce the reader to “what is known?” by targeting the definitions of Telework and 

different methods of applying it. The literature review found in Chapter 4 follows, by 

addressing “what is known” in depth by presenting findings of the benefits and concerns 

that come with Telework from different perspectives. Chapter 5 analyses the literature 

review with an inductive approach, which made patterns appear. With the patterns found 

we created themes that were used to collect additional literature. Chapter 6 presents the 

complementary literature study which includes themes thought to have an effect on the 

concept of Telework and was not included in the literature review. Chapter 7 provides an 

analysis of the complementary literature attempting to answer what the demands from 

employees are and what may cause these demands. Reasoning that Telework is well 

explored within research, we found that the possibility of including all research conducted 

on the topic to date is challenging. Being aware of that all research cannot be covered for 

the study and some research is bound to be absent in the literature review, we decided to 

complement with empirics to create a triangulation which may contribute to the findings 

within the literature review to increase its validity. The empirical evidence was gathered 

through insights from three companies participating to the study with their thoughts and 

practice of Telework, as presented in Chapter 8.  The empirical findings are in turn 

followed by Chapter 9 “Empirical Analysis”, which analyses the insights found, and 

connects it with theory. Chapter 10 discusses the research questions in depth with regards 
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to the literature review and analysis together with the empirical findings and analysis. 

Lastly, Chapter 11 will present our conclusions of the thesis and recommendations of 

future research. 

 

 

 

 

3.4 Ethical Consideration, Informed Consent and No 

Deception 

Organizations that have been part of the research are chosen by guidance from literature 

and not by their expressed opinion prior to this study. As the topic of our research is to 

address the current situation of teleworking no literature has been excluded in order to 

find an objective view of the concept. Thus, both previous research that favors and 

criticizes the concept are of interest, as they are a way of finding weak spots of 

teleworking and therefore a possible target of improvement.  

 

In order to follow research ethics, the participating organizations were informed of the 

purpose and how gathered information would be used prior to participating (Blomkvist & 

Hallin, 2015). This provided the organizations to choose if they wanted to participate in 

our study or not. Based on the assumption that meaning is created between us and a 

social constructionist approach we are aware of that what catches our eyes can be 

influenced by our own pre-assumptions. We are also aware of that the questions we have 

asked in the interview and the questions in the survey influence the findings we collect. 

 

All collected material for this thesis has been presented in true form without any 

deception. This means that the results consist of the interpretation and thoughts within 

each organization without any adjustments by us that would deceive what has been 

expressed or create biased results. Furthermore, as we intended to collect findings from 

different perspective we have approached the informants by being respectful about their 

views and understanding. 

  

We have had the aim to not value what is good or what is bad in this study and to let the 

results speak for themselves. However, in the end of the discussion the authors will 

address a couple of aspects that they think based on the findings and reflections could be 

helpful and related to the subject. This will be our subjective thoughts and could be seen 

as reflections. 

3.5 Reliability and Validity 

Reliability refers to the study’s ability to be repeated and the consistency of the method 

(Blomkvist & Hallin, 2015). The results are based on the targeted organization’s 

interpretation of the topic. The selection of organizations that have been targeted is based 

on the findings from the literature review in order to identify the perception from real-life 

businesses. Organizations may have different interpretations of how work should be 

done even if they are within the same industry. If this thesis’ method to find empirical 

data was used for other companies, it needs to be understood that the empirical findings 
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may differ from the empirical findings in this thesis. This leads to that if the study would 

be repeated with other participating organizations, but within the same industries as 

brought up in this thesis, the answers and underlying factors for decision-making may 

vary. However, we believe that the reliability of the thesis can be seen as high, as the 

chosen method to collect empirical data can be repeated for different organizations if the 

selection is based on theoretical findings presented in this thesis. 

 

Validity refers to a study using methods that help to study the right things in order for the 

findings to be connected to the posed purpose and research questions (Blomkvist & 

Hallin, 2015). The application of qualitative methods in order to find empirical data the 

purpose is to find understanding to context and themes (Blomkvist & Hallin, 2015). 

Deciding what to investigate can be referred back to the theoretical analysis of previous 

research. The empirical findings for this thesis can also be compared to the literature 

review and similar case-studies in previous research, which increases the validity of our 

findings. 

3.6 Anonymity and Confidentiality 

The results from the participating organizations will be presented anonymously and if in 

the event of any confidential information being communicated, this would not be 

presented in the study. This was chosen in order to show legitimacy while conducting 

empirical data gathering and to make sure that no confidential business-related 

information would be spread, hurting the participating companies. 
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4. Systematic Literature Review 

4.1 Adoption of Telework 

With Telework being addressed by the European Union to be a plausible working 

method, Welz & Wolf (2010) has compiled data gathered from a survey answered by 

almost 30,000 workers regarding their working routines and the adoption of Telework 

within the EU and Norway in 2005. In the report it is shown that Telework has been 

adopted in almost all surveyed countries as a plausible working method (Welz & Wolf, 

2010). However, the data gathered from survey only considers employees’ working from 

home as teleworkers, which deviates from the definition of Telework where all work 

performed outside of the company premises, is defined as Telework (Welz & Wolf, 

2010). Furthermore, Welz & Wolf (2010) considers the deviation of gathered data 

compared to the definition as negligible as most teleworkers, according to national and 

sectoral statistics, do their work from home at the time. 

 

As shown in Table 2, Czech Republic is the leader the adoption of teleworking from 

home, both in “part-time” and in full-time teleworking, 15.2 percent and 9.0 percent 

respectively. Bulgaria is shown to have the lowest adoption of teleworking practices with 

only 1.6 percent part-time and 0.0 percent full-time, followed by Malta, which has no 

recorded adoption of Telework. The Scandinavian countries together with the countries 

in Western Europe are generally above average when it comes to adopting Telework, 

while countries in Eastern and Southern Europe are generally below the European 

average (Welz & Wolf, 2010) . 
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Table 2. Results are based on responses to ‘Does your main paid job involve: Telework from home 

with a PC?’ (Welz & Wolf, 2010) 

Country 
% involved in Telework at least 
‘a quarter of the time’ or more 

% involved in Telework 
‘almost all of the time’ 

Czech Republic (CZ) 15.2 9.0 

Denmark (DK) 14.4 2.6 

Belgium (BE) 13.0 2.2 

Latvia (LV) 12.2 1.8 

Netherlands (NL) 12.0 1.9 

Estonia (EE) 11.8 1.4 

Finland (FI) 10.6 1.6 

Poland (PL) 10.3 2.3 

Norway (NO) 9.7 1.3 

Sweden (SE) 9.4 0.4 

Austria (AT) 8.6 3.2 

United Kingdom (UK) 8.1 2.5 

Slovakia (SK) 7.2 3.4 

Greece (EL) 7.2 1.4 

Spain (ES) 6.9 1.5 

Lithuania (LT) 6.8 0.7 

Slovenia (SI) 6.7 1.9 

Germany (DE) 6.7 1.2 

France (FR) 5.7 1.6 

Cyprus (CY) 5.7 0.0 

Luxembourg (LU) 4.8 0.0 

Ireland (IE) 4.2 0.5 

Hungary (HU) 2.8 0.5 

Romania (RO) 2.5 0.7 

Italy (IT) 2.3 0.5 

Portugal (PT) 1.8 0.4 

Bulgaria (BG) 1.6 0.0 

Malta (MT) 0.0 0.0 

EU27 7.0 1.7 
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Parent-Thirion et al. (2007) found, with help of the Fourth European Working Condition 

Survey, the adoption of Telework in different industry sectors and occupations, presented 

in Figure 3. The three sectors that have the largest amount of teleworkers are within Real 

Estate, Education and Financial intermediation, and thus the sectors where employees 

tend to work from other places than the main office, especially from home (Parent-

Thirion, et al., 2007). With regards to occupation, professionals, senior managers and 

Technicians are using teleworking as a working method more frequently than other 

occupations. It is also reported that professionals, senior managers and Technicians 

(along with Clerical workers) mainly have IT based tasks (Parent-Thirion, et al., 2007). 

 

 

 
Figure 3:  Telework by sector and occupation, EU27 (%) (Parent-Thirion, et al., 2007). 

 

4.2 Understanding the Potential of Telework 

According to Madsen (2003), a key issue in management is to identify and determine 

factors that influence the performance of employees and organizations. Many new 

business owners are implementing programs without first taking the time to access, 

design, develop and evaluate their programs. Many entrepreneurs are allowing employees 

to Telework without first addressing the benefits, challenges, and implications inherent in 

this type of intervention. As a result, programs have failed (Mokhtarian, et al, 1998; 

Madsen, 2003). If designed efficiently, Telework benefits outweigh the challenges and 

problems that employees and employers may face (Illegems & Verbeke, 2003). 

Furthermore, for decision makers to efficiently understand the potential of teleworking as 

a performance-improving intervention, they must have a better understanding of 

Telework (e.g. its benefits, challenges and implications) for employees, organization and 

society as a whole. Telework is thought to be implemented only if the benefits are 

perceived to outweigh the challenges (Madsen, 2003; Illegems & Verbeke, 2003). This 

statement applies for both the individual and the organization, meaning that both the 

individual (employee) and the organization (employer) will consider Telework as viable 

only if the benefits outweigh the costs (Illegems & Verbeke, 2003). 

 

To further understand the concept of Telework, its potential benefits and challenges, we 

have to understand its impact on all parties involved in the concept. These have further 

been divided into sub-groups consisting of 1) the employees (individual) perspective, 2) 

the employers (organizational) perspective. 
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4.3 Teleworking from the Employees’ Perspective 

This chapter will present findings regarding the potential benefits that come with 

Telework and concerns that need to be addressed on an individual level. The chapter is 

divided into two subcategories; (4.3.1) Employee Benefits of Teleworking, and (4.3.2) 

Employee Concerns of Teleworking. 

4.3.1 Employee Benefits of Teleworking 

Researchers have found that teleworking benefits an employee in numerous ways. Some 

of the main highlighted benefits are; job- and life satisfaction, work-life balance, 

productivity increase and, reduction of commute (Kurland & Bailey, 1999). In this sub-

chapter, these are some of the topics that will be explained in order to further understand 

the decision-making process of adopting Telework as a working method from an 

employees’ perspective. In addition, the effects of commuting will be addressed to 

establish its importance with regards to employee well-being (Koslowsky, et al., 1995).  

 

Work and Life Satisfaction 
Due to the interest of Telework there has been various research touching the subject, 

mostly its benefits and possible concerns. Job satisfaction is a key factor that researchers’ 

together rank as one of the most beneficial attributes that comes with teleworking (De 

Lay, 1995; Pratt, 1999; Fonner & Roloff, 2010) Fonner and Roloff (2010) refer to Mayo 

(1949) and Maslow (1954) to explain that social interactions on the workplace may drive 

motivation due to satisfying the needs of fulfillment, indicating that research is somewhat 

ambiguous. As teleworking per definition, allows the employee to work on a location that 

is not the regular workplace, indicates that the social encounters that Mayo and Maslow 

state drive employee motivation are non-existing at the time, depending on type of 

Telework. However, research confirmed a positive relationship between Telework and 

job satisfaction (Gajendran & Harrison, 2007). 

 

Golden & Veiga (2005) claimed that results regarding Telework and job satisfaction were 

inconsistent and examined the relationship further. The findings indicated a curvilinear 

relationship (Figure 4) between hours of Telework and job satisfaction. However, the 

positive relationship of Telework and job satisfaction is found to be related to the extent 

of Telework, indicating limitations to the working method and implying there is an 

optimal level of Telework (Golden & Veiga, 2005). The curvilinear relationship has been 

further analyzed and confirmed (Virick, et al., 2010). Virick et al. (2010) believe, however, 

that satisfaction depends on type of worker as their results indicated that employees with 

high drive and low enjoyment1 experienced highest satisfaction when they had either high 

or low extent of teleworking, and other workers experienced highest satisfaction when 

teleworking to a moderate extent (Virick, et al., 2010). However, employee may have 

different preferences of how to balance their work-life balance and some methods may be 

beneficial for some employees, and not beneficial for other employees within same 

organization (Virick, et al., 2010). 

                                                
1
 An employee with high drive and low enjoyment is by Spence & Robbins (1992) defined as “a 

workaholic”, described as ‘highly work involved, feels compelled or driven to work because of 
inner pressures, and is low in enjoyment of work’ (p. 162)  
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Figure 4: The optimal level of Telework identified by Golden and Veiga (2005). 

 

The positive relationship is based on the fact that employee productivity and work-life 

balance is increased (Hylmö & Buzzanell, 2002). Kossek and Ozeki (1998) believe that 

job satisfaction decreases when work and personal responsibilities interfere with each 

other, strengthening the argument of Telework and its positive effect on job satisfaction 

as it allows a healthier work-life balance (Kossek & Ozeki, 1998; Kurland & Bailey, 1999). 

When employees can schedule, minimize distractions and reduce interfering factors that 

is otherwise found in the workplace, a better work-balance can be achieved (Raghuram & 

Wiesenfeld, 2004).   

 

Fonner & Roloff (2010) conducted a study involving 89 teleworking employees working 

at least three days a week away from the regular workplace and 103 office-based 

employees were examined. Findings show that employees increase of an overall job 

satisfaction when teleworking, based on reduced information exchange frequency, general 

politics, work life conflict and stress from interruptions (Fonner & Roloff, 2010). 

Furthermore, Partnership for Public Service & Deloitte (2011) identified significant 

positive results on job satisfaction as result of having the choice Telework (if they wanted 

to). Moreover, having the option to Telework increased the performance of the 

employees whether they chose to Telework or not, in comparison to the employees in the 

study that did not have the option to Telework (Deloitte, 2011) 

 

Productivity 
Another factor that has been thoroughly discussed in research is the case Telework and 

its impact on productivity. In general, Telework is thought to increase productivity (Hill, 

et al., 1998). This statement is mainly based on the fact that teleworkers experience fewer 

distractions (Mann, et al., 2000). Distractions are believed to provoke stress and in turn 

reduce the overall job satisfaction. Some distractions are; unnecessary meetings, which 

stresses the employee about producing and delivering what is expected of them (Luong & 

Rogelberg, 2005), unexpected or spontaneous conversations, telephone calls, emails and 

background noise, which may lead to the employee not being able to focus entirely on 

work (Jett & George, 2003). Although, while some meetings and unexpected 

conversations may lead to feedback, networking and information that otherwise would 

not be received, Leonardi (2010) argues that these spontaneous conversations are more 

likely to prevent the employees from structuring and accomplishing tasks. This could 
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harm the employee and the organization as a whole (Leonardi, et al., 2010). Fonner and 

Roloff (2010) argue that distractions at the workplace could lead to a loss of psychological 

control and in turn also may decrease overall job satisfaction. Furthermore this leads to 

that the employee would generate a feeling of overwhelming which would hinder 

performance  (O'Reilly, 1980). 

 

Two organizations that have reported an increase in productivity as result of a strategy 

based on Telework are British Telecom and Ecolab. British Telecom implemented a 

teleworking strategy where working remotely is almost available for all of their employees. 

It was found that workers that were home-based were 20 percent more productive than 

office based workers doing the same tasks (British Telecom, 2007). In the case of Ecolab, 

they reported a 16 percent increase in number of calls answered from home-based 

teleworking employees in comparison to office-based employees. Furthermore, a 10 

percent increase in quick-call resolutions was also seen  (Miller, 2011). 

 

Flexibility and Time Management 
Today, it is common in families that both parents are full-time workers (Romer, 2011). 

Further, their parents are becoming older with generations generally having longer lives, 

which make the generation currently at work feel an urge to take care of their older 

relatives as well. With more obligations put into the personal life, employees feel that it is 

harder to deal with the balance of work and family life responsibilities (Romer, 2011). 

According to a report by EY (2015), after competitive pay and benefits, full-time 

employees ranked Flexibility the highest when it comes to what is most important at the 

workplace, especially amongst millennial employees. Flexibility refers to time, amount and 

location, where an employee has freedom over the working schedule, to what extent they 

chose to work and the chosen workplace. This means that the employee can work hours 

that are most personally suitable, and not necessarily during the regular work hours “nine 

to five”. Furthermore, controlling the extent that the employee works (e.g. after childbirth 

or life events where full-time employments are disadvantageous) has also shown to be a 

demand from employees, where job sharing has allowed employees to work part-time in 

order to cope with their life situation. Location flexibility means that the employee can 

work at locations that are most suitable, or at least more suitable than the regular office 

space (Romer, 2011). 

 

Providing and managing flexibility within an organization has shown to reduce absence 

from work, lowering turnover, increased employee health and increase productivity. 

Furthermore, teleworking is recorded to be a working method that can cope with 

flexibility, allowing the employee to structure schedules accordingly, work at suitable 

locations and improve its time management and hence obtain a sustainable work-life 

balance (Romer, 2011). 

 

In a study by Baxter (2011) parents who were allowed flexible schedules were studied to 

understand if allowing flexible working hours would result in parents spending more time 

with their children. The findings indicate that being able to utilize a flexible schedule does 

not directly mean that more time is spent with their children. However, the use of flexible 

working hours is determined to reduce the work time being transferred to private time, 

which leads to that the quality of parent-children time is increased (Baxter, 2011). 
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Employee Commuting 
Commuting, which as per definition means the travel to- and from work, either measured 

in distance (length) or time (number of minutes) is a phenomenon which has an impact 

on every employee that has to be present at an organization's office location during 

working hours (Roy, 2004). 

 

Many workers experience congested and crowded commuting routes when travelling to 

work on a daily basis. Research has found that congested and crowded commuting 

conditions have influenced the commuters’ well-being, which causes commuting stress 

(Novaco & Gonzalez, 2009). Findings also indicate that commuting (especially by car) 

can cause physical and psychological damage (Koslowsky, et al., 1995). Mokhtarian and 

Salomon (1996) found that a long commute is likely to correlate with the employees want 

to Telework. According to Nomoto et al. (2015), employees with longer commutes have 

shorter working hours per day, less physical exercise and reduced hours of sleep. Hence, 

employees with shorter commuting times will have more time to sleep and exercise, 

which has an impact on physical and mental health  (Nomoto, et al., 2015). 

 

Traffic congestion prevents the commuter from travelling to and from work without 

trouble, which to some awakens an emotional discomfort and causes frustration (Novaco 

& Gonzalez, 2009). This does not only affect the personal well-being but also the 

commuter’s professional well-being. Long and slow commutes may be unpredictable, 

uncomfortable and frustrating, which may be brought to the employee’s workplace as a 

result. The discomfort and frustration will result in reduced productivity at work, reduced 

work satisfaction, increased work absence and more sick-leave days (Novaco & Gonzalez, 

2009). Furthermore, workers with long commuting times are more likely to leave their 

job, compared to workers with shorter commutes (Saxton, 2011). Implementing 

Telework strategies can result in reduced the stress-levels that are caused by commuting 

in slow traffic during peak-hours (Long, et al., 2013). 

 

Implementing Telework has shown to reduce the commuting time of employees as 

workers would escape heavy traffic and avoid spending hours each week in congested 

traffic (Safirova, 2002). Furthermore, according to Long et al. (2013), teleworking has 

resulted in employees able to focus more work-related issues, such as building customer 

relationships, than if they were to commute and be stationed in a regular office 

environment (Long, et al., 2013). 

 

Lila & Anjaneyulu (2017) has studied the city of Bangalore, India and found that 

involving teleworking within organizations can improve traffic performance during peak 

hours. With help of ICT becoming ubiquitous and more available more workers are using 

Telework to avoid the commute to work within urban areas. In the study it was found 

that Telework reduced the distance travelled by 3.2 percent and the amount of time spent 

in traffic by 6.10 percent (Lila & Anjaneyulu, 2017) 

 

Furthermore, this phenomena was also addressed in a report provided by the The 

Ministry of Housing, Communities and Local Governments (MHCLG) in the United 

Kingdom (2017), where it is presented that the rise of prices within the housing and real-

estate sector has forced workers to move further away from their workplace, which often 

are located in the city centers. When workers are forced to move further away from their 
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offices due to the rising housing prices, they are also forced to longer commuting times 

(MHCLG, 2017).  

 

Employee Benefits Summary 
The potential individual benefits of Telework that have been identified can be 

summarized as; 

 increased Productivity 

 demolishment of Commute or significant reduction of Commuting Time 

 overall increased Job and Life Satisfaction 

 reduction of Indirect Costs (such as gas expenses, parking and consumption 

 increase in Flexibility in terms of improved Time Management and Relocation 

 increased Work-Life balance  

 

(Lister and Harnish, 2013; Bailey and Kurland 1999; De Lay, 1995; Pratt, 1999; Lily & 

Anjaneyulu, 2017; Long et al., 2013; Romer, 2011; Fonner & Roloff, 2010). 

 

4.3.2 Employee Concerns of Teleworking 

Research has identified some concerns and challenges regarding Telework. One 

highlighted concern that comes with Telework is that employees may become a victim of 

social and professional isolation (Cooper and Kurland, 2002). Furthermore, teleworking 

employees may have difficulty to separate work and life i.e. achieving a work-life balance 

and in addition suffer from distractions within the remote location (Van der Meulen et al., 

2012). Lastly, research targets the concerns of following regulations and obtaining 

additional costs (McQuarrie, 1994).  

 

Isolation 
Isolation within the topic of Telework is generally divided into two types; social and 

professional. However, Kurland & Cooper (2002) argue that these two types of isolation 

are difficult to distinguish as they are connected (Cooper & Kurland, 2002). With regards 

to professional isolation, the importance of employee interaction with colleagues and 

managers is highlighted and thought to be connected with the employees’ career and skill 

development. Such interactions could be interpersonal networking, transfer of tacit 

knowledge, informal conversations and mentoring from colleagues and supervisors (Teo, 

et al., 1998; Cooper & Kurland, 2002). Also, the teleworking employee’s careers could be 

affected negatively as they perceived themselves as being a “lesser candidate” with regards 

to promotional offers as a result of not being physically present at the workplace (Teo, et 

al., 1998). Furthermore, in a study performed by Cooper & Kurland (2002), 

telecommuting employees responded that they limit their Telework with fear of becoming 

professionally isolated. With regards to social isolation, working remotely can lead to lack 

of social interactions and feeling of belonging. Teleworking employees may also have 

difficulties participating in group norms and values due to not sharing the same 

experiences (Vega, 2003).   

 

However, according to Fonner & Roloff (2010), the perception of isolation can be 

prevented by having frequent and qualitative information exchange systems (Fonner & 
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Roloff, 2010). Researchers such as Vega (2003) found that social isolation can be reduced 

by limiting the extent of Telework. Where Kurland & Bailey (1999) believe that isolation 

is reduced with the use of Satellite Offices, where a feeling of belonging exists, working 

with colleagues from the same organization where the organizational culture exists 

(Kurland & Bailey, 1999). Furthermore, Cooper & Kurland (2002) found no relationship 

between professional isolation and Telework frequency; however, they argue that the fear 

of professional isolation may limit the frequency of Telework (Cooper & Kurland, 2002). 

 

Work-Life Balance and the “Always On” Culture 
Despite the findings arguing for the beneficial effects that come with Telework with 

regards to work-life balance, research finds that there are some aspects that affects the 

employee negatively. Researchers Glass & Noonan (2016) discovered that teleworking 

employees end up working longer days. According to their study, observed teleworking 

employees worked on average three hours more per week in comparison to office-based 

employees within the same organization. Also, the employees used Telework often in 

form of taking work to home after their weekly 40 hours of work. It was also found that 

teleworkers working overtime were seldom compensated for their extra hours worked; 

leading to employees doing more work but did not receiving any long-term notable 

additional pay (Glass & Noonan, 2016). 

 

In terms of work-life balance, McDowall & Kinman (2017) has noted the threats of 

Telework and the emerging technology, reasoning that there is a risk of being “always 

on”. Their findings show that many organizations do not have clear policies, guidance or 

training of achieving a healthy work-life balance while teleworking. Employers and clients 

expect teleworking employees to always be connected and reply promptly to requests. 

Furthermore, the “always on” culture also poses the risk of affecting the employee 

negatively in terms of health and performance, where people find it difficult to switch off 

(McDowall & Kinman, 2017). 

 

Distractions 
An argument that promotes the use of Telework is to remove distractions related to 

working at the regular office, for example if a colleague drops by for a chat or other 

conversations from nearby workstations. However, this is argument is only viable if the 

new place of work (e.g. at home) has less factors of distraction (Van der Meulen, et al., 

2012). Furthermore, Van der Meulen et al. (2012) believe that the productivity level of a 

teleworking employee increases slightly if the distraction levels are the same at the office 

as if the employee would Telework from home. A distraction when working from home 

may involve getting stuck into home related issues or being interrupted by children or 

spouse that does not respect that the employee is working although they are at home 

(Kurland & Bailey, 1999). These distractions will affect the productivity of the employee 

and will generally affect women more than men (Kurland & Bailey, 1999). 

 

Employee Costs 
In the early days of teleworking, it was reported that employees did not notice any 

significant increase in costs related to electricity and heating or cooling when teleworking 

from home (Pratt, 1984). Some believe that the cost for energy is merely transferred from 

the employer to the employee, which leads to that the employee is burdened with more 

costs from teleworking (McQuarrie, 1994). Later, the European Social Partners (2006) 
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presented a framework for the countries within the European Union of how teleworking 

should be performed and that teleworking employees should have the same legal rights as 

non-teleworking employees. The framework for teleworking addresses handling of costs 

and equipment and determines the different parties’ responsibilities (European Social 

Partners, 2006). The framework from the European Social Partners (2006) is presented 

more thoroughly in a later chapter. 

 

Employee Concerns Summary 
The employee concerns and challenges of Telework that have been identified can be 

summarized as; 

 

 risk and fear of Professional and Social Isolation 

 threat on Work-Life Balance through the “Always On” Culture 

 additional Employee Costs 

 threat of Distractions 

 

(Lister & Harnish, 2013; Cooper & Kurland, 2002; Teo, et al., 1998; Vega, 2003; Fonner 

& Roloff, 2010; Kurland & Bailey, 1999; Glass & Noonan, 2016; McDowall and Kinman, 

2017; Van der Meulen, et al., 2012)  

4.4 Teleworking from the Employers Perspective 

This chapter will present findings from different researchers regarding the potential 

benefits that come with Telework and concerns that need to be addressed on an 

organizational level. The chapter is divided into two subcategories; Chapter 4.4.1: 

Employer benefits of teleworking, and 4.4.2: Employer concerns of teleworking. 

4.4.1 Employer Benefits of Teleworking 

The organizational benefits of teleworking discussed in research mainly focus on cost 

savings due to downsizing of office spaces (Kurland & Bailey, 1999) and costs of 

workforce in terms of time wasted (Sanchuli, et al., 2014). Moreover, other research 

considers additional factors such as; increased productivity, promoted retention, talent 

attraction, increased organizational commitment and boosted performance (Bailey and 

Kurland, 2002; Byrd, 2005; Ostrowski, 2015; Mokhtarian and Sato, 1994; Verbeke et al., 

2008; Deery, 2008). 

 

Talent Attraction and Retention 
It by some argued that the possibility of controlling ones work-life balance, together with 

saving time from commuting attracts talent that find value in the option (IBM, 2009). In 

addition, it can promote the retention of talented employees by providing the flexibility of 

which they desire (Deery, 2008) and supply a larger talent pool in recruitment processes 

(Kurland & Bailey, 1999). The generational shift is thought to be affecting recruitment 

and retention, where an employee an employee in today's’ organization will, on average, 

stay for two years. In comparison, two generations ago there was no rarity of having an 

employee stay within an organization for almost a lifetime. The millennial career and 

workplace expert Dan Schawbel argues that employers have two ways to handle this new 

employee behavior, either by; i) creating the right environment to make people stay 
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longer or ii) prepare that people change jobs within two years and make as much use of 

them as possible while they are at the firm (Morgan, 2014). A study including 1100 

American organizations found that companies that support Telework have a 25 percent 

lower turnover than companies that do not (Owl Labs, 2017).  

 

The new employee behavior is thought to be an issue. It is argued that implementing 

workplace policies that benefit workers and boost employee retention should not solely 

be considered a “nice gesture” but also a financially attractive move for the organization. 

Hence, maintaining a stable workforce by reducing employee turnover through better 

benefits and flexible workplace policies such as Telework can also result in significant 

cost savings. In addition, a report by Boushey & Glynn (2012), containing data from 30 

independent case studies, identified a general cost of turnover at 21 percent of an 

employees’ annual salary. Economist Eileen Appelbaum found that executive positions 

have higher turnover costs than general positions Appelbaum found results indicating 

that very highly paid jobs and senior and executive levels of employees had 

disproportionately high turnover costs of up to 213 percent of the annual salary or even 

higher due when taking the learning curve2 and loss of talent in consideration. (Boushey 

& Glynn, 2012).  

 

Corporate Social Responsibility, Environmental Impact and 

Reputation 
Teleworking can contribute to promoting an organization's Corporate Social 

Responsibility (CSR), which benefits both the employer and the employee (Brammer, et 

al., 2007). CSR aims for businesses to take responsibility for their impact on society, in 

terms of employee rights and how their actions affect the environment. CSR is not solely 

a matter for businesses but also for the government and social actors (Visser, et al., 2011). 

The European Commission believes CSR has a grand importance of stimulating 

sustainability, competitiveness and innovation. A part of the CSR is the optimal use of 

resources and to neither not waste consumer goods nor workforce (e.g. material, 

resources and time spent for employees) (European Commission, 2018).  

 

According to Peréz (2004) there are two types of environmental impacts present with 

teleworking, so called direct and indirect impacts. The direct impact is related to efficient 

use of office space and reduced office sizes, together with the employees’ commute 

where teleworking can help to reduce the number of travels associated with work, and 

therefore reduce the number of kilometers travelled. Indirect impacts are effects from 

people moving outside of metropolitan areas as a result of being able to Telework, which 

may change the consumption patterns of employees resulting in more energy used 

outside of work (Pérez, et al., 2004). However, degree of people moving further away 

from city centers as a result teleworking has shown to be minimal (Gaspar & Glaeser, 

1998; Moss, 1998). The reason for this is that employees often only adopts teleworking 

for shorter period each time it is applied, which reduces the motivation to move further 

away from work. With this in mind, the indirect environmental impact of teleworking at 

an early stage could be seen as negligible and more focus was put on the direct 

environmental impacts (Pérez, et al., 2004). However, Larson & Zhao (2017) studied a 

scenario where Telework would be vastly implemented, raising its indirect impact. 

                                                
2
  The Learning curve is the relationship between time put in learning a specific task and know-how* 
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Findings show that the total energy consumption due to teleworking adoption would 

increase, but if an energy mix with clean and renewable energy was used instead of fossil 

fuels, the total carbon dioxide emissions would be reduced  (Larson & Zhao, 2017). By 

reducing the commute for employees, reduced level of air pollution and energy 

consumption has shown to be effects that are environmental friendly (Pérez, et al., 2004). 

In early research, according to a study performed at Siemens Nixdorf where 85 

employees teleworked one day per week to work from home, employees reduced their 

travel distance by 19 kilometers per employee and day, which resulted in that the 

company prevented the use of 80,000 liters of fuel and 1.3 to tons of paper documents 

(documents transferred to digital files) in one year (Scheele & Ohlsson, 1998). 

Furthermore, a teleworking program in California was studied and showed that distance 

travelled by commuters was reduced by 77 percent and number of started journeys 

reduced by 39 percent. This led to a decrease in carbon monoxide emissions by 64 

percent and nitrogen oxide emissions by 69 percent (Koenig, et al., 1996). Comparing 

teleworkers with non-teleworkers, it has been verified that nitrogen oxide emissions are 

lower for teleworking employees with a reduction of 35 percent  (Mokhtarian & Varma, 

1998).  

 

Australian organization Telstra has reported that after allowing teleworking to all 

employees, they have noticed savings in both environmental and monetary aspects. 

Telstra estimated that their teleworking initiative have reduced their carbon footprint by 

reducing their carbon emissions with 3,433 tons each year, and at the same time make 

their employees save a total of 2.2 million dollars in fuel costs  (Telstra, 2017). It has 

further been found in a study presented by Harbor, et al (2015) that in the US, the saved 

energy consumption as a result of Telework can be determined to be equal to 0.07 

percent to 0.12 percent of the total US primary energy consumption in 2013. Moreover, 

teleworking has contributed to a reduction of between 0.09 and 0.012 percent of the total 

emission of greenhouse gases in the US, which saved 680 million gallons of fuel (0.05 

percent of US total) in 2013  (Harbor, et al., 2015). 

 

 

In addition, implementing Telework can improve an organization’s reputation (Illegems 

& Verbeke, 2003) with regards to its CSR and environmental awareness (Harpaz, 2002). 

By implementing Telework and reducing employees’ commute, the organization’s carbon 

footprint is reduced. This can affect the perception from the public (Verbeke et. al 2008) 

and external stakeholders to the better, and favor business opportunities (Martin & 

MacDonnell, 2012). 

 

CSR is in turn believed to promote attraction, retention and motivation of employees 

(Peterson, 2004). Potential employees are thought to seek organizations that are socially 

responsible and have a good reputation, which in turn results in larger applicant pools 

(Greening & Turban, 2000). It is also argued to contribute to more committed 

employees, reasoning that “employees will be proud to identify with organizations that 

have favorable reputations” (Peterson, 2004). 

 

Productivity  
Productivity as a term is closely related to both performance and effectiveness. While 

performance and effectiveness relate to an employees’ ability to perform in accordance to 

https://onlinelibrary-wiley-com.focus.lib.kth.se/doi/epdf/10.1111/ecin.12399
https://www-sciencedirect-com.focus.lib.kth.se/science/article/pii/S1361920998000182?via%3Dihub
https://www.telstra.com.au/business-enterprise/download/document/business-case-study-telstra-teleworking.pdf
https://www.cta.tech/CTA/media/policyImages/Telecommuting-e-Commerce-Study.pdf?utm_campaign=%23EEDay2016&utm_content=39864777&utm_medium=social&utm_source=twitter
https://www.cta.tech/CTA/media/policyImages/Telecommuting-e-Commerce-Study.pdf?utm_campaign=%23EEDay2016&utm_content=39864777&utm_medium=social&utm_source=twitter
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what is expected of it and measures an employees’ output in terms of quality, productivity 

takes the cost of achieving performance or effectiveness into account (Jex & Britt, 2014). 

While productivity increase is a benefit for the individual employee, due to increasing its 

efficiency (as it for e.g. removes distractions and reduces time spent commuting), it also 

has shown evidence in increasing the productivity of output i.e. performance, and thus 

generating a beneficial productivity increase for the organization, where Nilles believes 

that Telework on average increases the productivity of employees by 5 to 20 percent 

(Nilles, 1997). 

 

In a study performed by Bloom, Liang, Roberts and Ying (2013), the Chinese 

multinational company CTrip was observed. In the study, random employees from the 

organizations call-center participated. The employees were asked to work from home and 

the output was benchmarked with call-center employees stationed in the office 

headquarters. The results of working from home showed a total productivity increase of 

13 percent, split into 8.6 percent increase due to more minutes worked per shift and 4 

percent increase due to more calls performed per minute. The researchers found that the 

increase was due to less distractions and having a quieter work environment. Once the 

study was finished, CTrip enrolled the program to all employees and not only randomly 

assigned ones, where half of the employees given the option to Telework decided to 

accept and the other half preferred staying in the regular office environment. The results 

of the final enrolled program almost doubled for teleworking employees, highlighting the 

importance of individuality, where employees value and prefer different working 

conditions and a solution that is preferred to some may not be optimal to others (Bloom, 

et al., 2013). 

 

Office Location, Size and Cost 
Taking office location in context, when deciding where to position an organization's 

headquarters, organizations tend to cluster around city centers with various reasoning 

such as representation, political climate and communication (De Meirleir, 2008; Fujita & 

Thisse, 2013). The importance of location, however, often has a larger meaning than just 

being located where the employees easily can access the office. An organization’s office 

location can help to create a positive branding experience for external parties, which leads 

to that the location and visibility of the office can be seen as an important marketing tool 

(Skewin, 2011). Due to the high demand of organizations seeking the branding 

experience and the current increase of firms in the market, commercial real estate prices 

are up 76 per cent in seven years (Goldman Sachs, 2017). In Europe, rents are expected 

to grow in the near future as a result of the increased demand for office space at an 

under-supplied market (Savills, 2017). Looking at data of OECD countries, on average, 

the gross size per employee is 32 square meters with regards to office space size 

(Nozeman & Van der Vlist, 2014).  

 

The fixed cost of office space is an inevitable expense every organization will experience, 

which will vary depending on the location of the office, the number of employees at the 

organization and setting within the office. IBM is one of the organizations that realized 

that there is a large amount of capital that can be saved through downsizing the office 

space. The cost savings resulted in a release of fixed capital, capital that could be spent on 

developing the business instead (IBM, 2009). Telework will in turn decrease the number 

of needed workstations at the office (Herzog & Grant, 2002). According to Herzog & 



33 
 

Grant (2002), implementing Telework would reduce direct costs such as the cost for 

office space. Thus, this would benefit the organization economically in the long run. 

Furthermore, to achieve such cost savings, the employer needs to take further action than 

just letting the employees stay home to work a couple of days of the week (Herzog & 

Grant, 2002). Deloitte realized their significant office space costs and hence allowed most 

of their forty-five thousand employees nationwide to work remotely, leading to office 

space and energy costs savings exceeding 30 per cent (Lister & Harnish, 2013). 

 

Organizational Commitment 
Organizational commitment is believed to play an important role in the employees’ 

attitude, satisfaction, turnover, attendance, well-being, and performance (Meyer, et al, 

2002; Wasti, 2003). Furthermore, organizational commitment is defined as level of 

involvement and identification the employee has with the organization (O'Reilly III & 

Chatman, 1986) and is driven by the employees perceived work experience (Meyer, et al., 

2002). Any combination of Telework will give the employee more responsibility and 

requires trust from the employer that the employee performs according to what is 

expected. Research indicates that trust and increased responsibility correlates with 

organizational commitment (Zamani, et al., 2010). A study in Finland indicated that 34 

percent of Finnish employees preferred teleworking, and more than half of Finnish 

employers were interested of the concept, due to its increase of concentration on their 

work and its increase in their commitment (Madsen, 2003). In order for an employees’ 

organizational commitment to increase with regards to Telework, the employee must feel 

secure about their employer and their workplace at home (Sanchuli, et al., 2014). 

Furthermore, a study found that the employees’ perception of corporate social 

responsibility has a major impact on organizational commitment and that it increases with 

age (Brammer, et al., 2007).  

 

Employer Benefits Summary 
The potential organizational benefits of Telework that have been identified can be 

summarized as; 

 corporate cost savings 

 potential employee attraction and employee retention 

 increased organizational commitment 

 increased corporate social responsibility 

 

(Kurland & Bailey, 1999; Sanchuli, et al, 2014; Bailey & Kurland, 2002; Mokhtarian and 

Sato, 1994; Verbeke, et al, 2008; Deery, 2008; Peréz, 2004; Larson & Zhao, 2017; 

Illegems & Verbeke, 2003; Peterson, 2004; Nilles, 1997; Bloom, et al, 2012) 

 

4.4.2 Organizational and Employer Concerns of Teleworking 

Literature points out the strong potential benefits but also the obstacles of success 

(Nilles, 1997; Global Workplace Analytics, 2013; Bailey & Kurland, 1999). Research has 

identified some concerns and challenges regarding Telework on an organizational level 

that need to be addressed. It is argued that overcoming the obstacles can be well worth 

the effort (Global Workplace Analytics, 2013). Some highlighted concerns are its impact 

on the organizational culture (Verbeke, et al, 2008; Standen, 2000; Kurland & Egan, 1999) 
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and in turn, the organizational cultures impact on it (Peters, et al., 2001), there are some 

concerns regarding managing control (Dimitrova, 2003), coordination (Daniels, et al., 

2000) and communication (Nilles, 1997) discussed in literature.  

 

Organizational Culture  
Organizational culture (OC), often referred to as corporate culture, provides the 

employees with norms and values, and is created by the members of the organization 

(Kurland & Egan, 1999)As Standen puts it, organizations are social groups, and behavior 

is influenced by social relations and events. Reasoning that it may be hard to maintain 

such an influence if employees are not bound to one office (Standen, 2000). Teleworking 

may affect the OC positively, negatively or have no impact at all. The result depends on 

what proportion of employees within the organization that use Telework (Verbeke, et al, 

2008; Standen, 2000). Research within the topic is somewhat ambiguous, where Standen 

(2000) reasons that Telework could be positively related with OC by “liberalizing it”, 

while other researchers such as Kurland and Egan (1999) reasons that Telework could be 

negatively related with OC due to the promotion of individualism, which in turn may lead 

to teleworking employees being less involved in the corporate culture (Kurland & Egan, 

1999). Some researchers argue that organizational norms and attitudes are of importance 

if Telework can be implemented, reasoning that, if teleworking goes against the norms, it 

is guaranteed to fail (McDavid, 1985; Kurland & Egan, 1999). Attitudes are not only 

determining whether an organizational shift such as allowing Telework will be 

implemented or not, but also determines to what extent it will be adopted by the 

organization and its employees, and to what extent it will be successful. Hence, 

organizational, managerial and employee attitude toward the concept are of importance 

(Peters, et al., 2001). An organization, however, can have sub-cultures with conflicting 

values (Kurland & Egan, 1999), as found in a pilot teleworking-program constructed for 

the US Army. The program was successful according to both employees and managers, 

but senior staff and external Army auditors rejected the program due to norms of being 

seen to be working (McDavid, 1985). In order to be successful when working in a virtual set-

up, organizations must not only provide ICT tools that are required for the work, they 

must support work being done virtually and include it in the organization’s values. Trust, 

clear communication, technical and corporate support are factors that are needed in order 

to complete successful projects virtually. These factors have shown to be vital for virtual 

teams and have resulted in teams conducting projects faster and help teams to be aligned 

throughout the project (Verburg, et al., 2013).  

 

Managing Control, ICT and Coordination 
In accordance with control theory, once an organization has set an objective, control 

mechanisms must be designed to make sure the goals are met (Anthony & Govindarajan, 

2004). Research regarding managing teleworkers is somewhat ambiguous. Researchers 

such as Burch (1991) reasons that it does not need much transformation compared to 

traditional employees and other researchers such as Reid (1993) oppose Burch’s 

statement, arguing that new techniques need to be developed. Generally, managing 

teleworkers is discussed to be difficult and may prevent the implementation (Huws, et al., 

1999). Similarly, Nilles (1998) reasons:  

 

“The biggest barrier to Telework continues to be fear: managers are afraid that employees 

won’t work unless they’re watching over them”. 
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The mechanisms of management can be either formal, i.e. according to defined 

procedures and regulations, or informal i.e. how employees can relate to the 

organization’s goals and colleagues and how they communicate and share information.  

Formal control is often divided into i) behavioral control and ii) results or output control. 

Informal control generally lies within the organizational culture and goal alignment 

(Ouchi, 1979; Snell, 1992). Both types of formal control are more “formal” as they 

require planning, monitoring and measurement and have their advantages and 

disadvantages (Snell, 1992). Managerial control of behavioral matter, as traditionally 

achieved through supervision and participation of employees, is argued to be threatened 

by Telework (Felstead, et al., 2003) due to the fact that teleworking employees cannot be 

physically observed to the same extent as traditional workers. Moreover, while behavioral 

control is argued to allow tighter monitoring, it reduces the flexibility of the employee 

and may have a negative effect on motivation. Output control is thought to give the 

employee more flexibility by allowing it to choose how to reach set objectives (Kerr, 

1985; Snell, 1992). Some managers have reported a fear losing control, indicating a need 

of a different approach to control teleworking employees (Cooper & Kurland, 2002). 

Moreover, GAO (2003) found results indicating that most managers resisted Telework 

because managing teleworkers resulted in complications of controlling for results when 

not in their regular physically observable setting (GAO, 2003; Caillier, 2013). In a 

traditional work setting, behavioral control is used, where performance is measured by 

observable activities, regardless of result. Output-control however, measures performance 

based on output, not underlying behaviors producing the output which promotes its use 

for teleworking employees (Gajendran & Harrison, 2007). Moreover, while research is 

somewhat ambiguous of what type of control to apply, the phenomena of managing with 

output control was observed by researchers examining teleworkers in the Belgian public 

sector (Taskin & Edwards, 2007) and by Kurland and Cooper (2002) observing a high-

technology organization managing teleworkers with both behavioral and output control 

(Cooper & Kurland, 2002). Caillier (2013) states that there is little research regarding the 

topic of results-oriented management for teleworkers and that the type of management 

that would be the most beneficial should be examined further (Caillier, 2013). Dimitrova 

believes that direct observation of teleworking employees is impossible, and management 

should be based on results in combination with trust, commitment and self-control 

(Dimitrova, 2003). Thompson (1967), Ouchi (1979) and Eisenhardt (1985) found two 

characteristics that can determine the feasibility of formal control mechanisms: 

 

(1) The extent to which performance can be measured 

(2) The extent to which it is understood which type of behavior leads to what type of 

result 

 

Where output control requires the first characteristic to be valid and behavioral control 

requires the second. For feasible output control aligned with the first characteristic, 

monitoring and communication technology must be in place and be able to measure and 

report performance. For behavioral control, monitoring and communication technology 

must be in place and be able to measure and report the desired behavior (Eisenhardt, 

1988). More recent research argues, however, that monitoring employee behavior is a 

challenge of managing teleworkers which promotes the use of output control (Bloom, et 

al., 2013). Furthermore, some researchers state that the eligibility of Telework may be 
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determined by whether output can be measured or not (Sewell & Taskin, 2015) and it is 

important to be able to communicate performance to others (Ouchi & Maguire, 1975).  

 

Teleworking is enabled by technology and changes the way of traditional coordination 

and communication, with properly implemented information and communications 

technology (ICT), today’s work can be done anywhere and anytime (Dimitrova, 2003; 

Messenger & Gschwind, 2016; Lee, 2015) in comparison to the old industrialized ways of 

working (Nardinelli, 1990). Lee (2015) believes that mastering ICT is a necessary 

condition for Telework. Furthermore, being able to make use of ICT for communication 

and coordination is crucial (Lee, 2015). The coordination between virtual teams can be 

rather difficult, where goals and tasks have to be communicated to employees on varying 

location, compared to the regular office environments face-to-face (Kale, 2017). 

Moreover, Nilles stated in the 90’s that, in order to achieve a successful program, the 

organization needs information technology and competent managers (Nilles, 1997). The 

use of ICT for Telework was adopted by organizations such as Yahoo in the early 80’s, 

although, Yahoo abandoned their teleworking strategies in 2013 due to difficulties of 

coordinating between teleworking and office-based employees (Greene, 2014), regional 

commissioner of the U.S. General Services Administration (GSA) federal acquisition 

service, commented on Yahoo’s decision:  

 

“While there is much we don’t know about Yahoo’s decision to end Telework, one thing 

was clear, managers did not know what their people were doing. Results-based 

management is the cornerstone of a successful Telework initiative. That obviously wasn’t 

being practiced at Yahoo” (Global Workplace Analytics, 2013).  

 

Moreover, the so called new ICT, e.g. smartphones, tablets and the widespread of 

internet (Golden & Geisler, 2007; ITU, 2017) believes to enable teleworking employees 

to stay connected with colleagues all the time (Messenger & Gschwind, 2016). It is 

believed that videoconferencing is a key enabler for Telework (Sánchez & Carro, 2017) 

and can be performed with software such as Skype and Zoom (Finney, 2013; Wang, 

2014; Ryder and Moon, 2017). Moreover, software thought to enhance virtual teams’ 

communication and information sharing is Slack, which allows real-time communication 

and file sharing through messaging (Ryder and Moon, 2017). Further technology that 

favors communication and information sharing are argued, by authors Jaramillo & 

Richardson (2016) to be: 

 

For file sharing and storage: Google Drive, Dropbox, Evernote and Box 

For organization and collaboration: Basecamp, Asana, Trello and Teamwork Projects  

For communication: GoToMeeting, Google Hangouts, Uber Conference and Join.me  

 

Returning to the topic of output, it can be measured in numerous ways as discussed by 

Caillier (2013) and Cooper & Kurland (2002) and also by rather straightforward means of 

measuring the number of hours worked by the employee (Daniels, et al., 2000). 

Moreover, methods of tracking time and attendance in accordance with Daniels et al 

(2000) are discussed to be implemented for teleworking employees in some teleworking 

programs (GAO, 2007) but as John Rood reasons: 

 

https://www.dropbox.com/login
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“If you're relying on a tool to measure time, you're after the wrong metric. It's incredibly 

easy to make a five-hour task take 10 hours. Instead, understand before you assign work 

about how long it will take, and make sure you get those results in about the required 

time”  

 

Reasoning that time and attendance tracking does not ensure productivity, and Daniels et 

al. (2000) argue that if time is tracked, employees cannot engage in other activities and 

may as well choose to be more productive.  Furthermore, if time tracking is not enough, 

organizations can engage in behavior tracking as well (Daniels, et al., 2000). And hence, 

combining behavioral and output tracking can be performed with the use of software 

(Gerber, 2017). The topic is rather untouched in literature although and there are 

numerous tools and software to choose amongst that have emerged with the growth of 

ICT. Moreover, one example of such software is Time Doctor, which tracks time spent on 

projects and browsing behavior, the data is shared through a report and can be analyzed to 

monitor productivity (Halaychik, 2016). Furthermore, electronic protocols are of 

importance, where rules are implemented of how employees can and should use ICT in 

their work, for example requiring employees to check their email at least once per day 

(Kale, 2017). 

 

Return on Investment 
Attitudes of an organization's owner(s), managers and employees are considered drivers 

for change within an organization (Levy & Powell, 2004) and organizational change of 

any sort is to be considered an investment (Allen-Meyer & Katz, 2000). When evaluating 

an investment, decision makers are likely to consider the return on the investment (ROI) 

before taking action. In order to estimate the return on investment the investment itself 

must be estimated in monetary terms. If the ROI is negative, the investment will generally 

not take place (Gropelli & Nikbakht, 2006). When evaluating Telework, its strengths, 

weaknesses, opportunities and threats have to be considered (Offstein, 2011). Ideally 

Telework should lead to reduced costs for the organization where technology should 

either add value or reduce operating costs, or both (Offstein, 2011). In order to achieve a 

successful teleworking program with proper coordination (Dimitrova, 2003), 

communication (Messenger & Gschwind, 2016) and control (Gajendran & Harrison, 

2007) there is a financial investment taking place (Offstein, 2011). Such investments are 

reported to include IT and infrastructure, software, security and hardware investments. 

However, Lister and Harnish argue, that some of the investments within related to 

technology are bound to take place whether or not Telework is implemented, where 

employees need remote access to files, security protocols and collaboration technologies 

(Lister & Harnish, 2013). Sharon Wall commented their implementation of Telework for 

GSA through Global Workplace Analytics (2013) that:  

 

“There were some initial costs, but we managed to show a positive ROI in just one year”  

 

Moreover, the GSA constructed a guide of how to successfully implement Telework and 

obtain a good return on investment, sharing the findings of the governmental Telework 

program (GSA, 2011) and reason that Telework programs in general pay for themselves 

(Global Workplace Analytics, 2013). In a report prepared by Allen (2006) for GSA prior 
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to implementing their teleworking program, the ROI of implementing different types of 

Telework was estimated to vary between 200 and 1500 percent as shown in figure 5. 

 

 
Figure 5: cost benefits comparison of Telework investments projected for GSA’s 

teleworking program (Overmyer, 2011). 

 

Employer Concerns Summary 
The organizational concerns of Telework that have been identified can be summarized as; 

 maintaining organizational culture 

 attitudes and managerial resistance 

 managing control  

 communication and coordination 

 

(Nilles, 1997; Bailey & Kurland, 1999; Verbeke, et al., 2008; Standen, 2000; Kurland & 

Egan, 1999; Dimitrova, 2003; Daniels, et al, 2000; McDavid, 1985; Huws, 1999; Offstein, 

2011) 

4.5 Regional Regulations and Necessities  

There are some requirements, both legally and functionally, that need to be met in order 

for Telework to work. In this section some instituted regulations and technological 

necessities regarding Telework are presented. 

4.5.1 Regional Regulations 

As found in earlier chapters, Telework has the potential of providing positive health 

aspects for the employee. Depending on where you are situated in the world, there are 

various regulations with regards to workplace environment that need to be met to create 

a sustainable working environment (Broughton, 2007). According to the directive 

2009/104/EC of the European Parliament and of the Council of the European Union 

(2009), all employers within the EU has requirements of providing minimum appropriate 

workplace environment that complies with the directive. The directive is aimed to 

prevent issues related to the employee’s health and safety, and to provide the right 

equipment to perform their job in a good an appropriate way (EUR-Lex, 2009). 

 

European Social partners ETUC, UNICE, UEAPME and CEEP (2006) has set up the 

‘Framework agreement on Telework’ providing settlements regarding teleworking 

opportunities within a European organization. Employees that are offered to utilize 
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Telework also have the choice to either adopt it or discard the offer without 

consequences. Teleworking employees should also have the same legal rights as 

employees working at the central office of an organization. The framework addresses that 

the employer should follow the directive 2009/104/EC - for Health and Safety at the 

workplace, for all teleworking employees regardless of where the teleworking is 

performed. Furthermore, the employer, the employee, workers’ representative or relevant 

authorities should have access to the workplace to make sure that the working 

environment is appropriate in accordance to national agreements and/or collective 

agreements (European Social Partners, 2006). Before an employee begins to Telework, 

the employee and the employer need to settle clear conditions of the working method. 

The employer is responsible for providing; installing and maintaining technical equipment 

that is needed in the work unless the teleworking employee is using his/her own 

equipment. If the employee is provided with equipment, the employee is obliged to take 

good care of the equipment and not be part of any illegal activities. In terms of furniture, 

electricity costs and internet costs the regulations may look different depending on the 

national legislations where the teleworker is situated (ETUC et al., 2006). For example in 

Germany, a teleworking employee that is working from home can use their own furniture 

as long as it reaches the standard of health and safety requirements, while in Luxembourg 

and Ireland, the employer is responsible for controlling that the work station is complying 

with the set legislations. According to the framework, most of the EU members provide 

compensation for the teleworking employee for costs that are related to communication 

while working, such as cost for internet connection (European Social Partners, 2006). 

4.5.2 Technological Necessities for Telework Implementation 

Other than regulatory requirements, the employer needs to provide tools for 

implementing Telework at a bare minimum are presented in this chapter. These 

requirements are: internet connection, IT security. 

 

Internet Connection 
To be able to implement a successful teleworking initiative, the employer must ensure 

that the employees have access to fast and stable internet connection to work 

productively (Deloitte AU, 2011). Furthermore according to scholars, developing the 

broadband grid is a hot topic globally as it is seen to be a strategic infrastructure to 

contribute to a sustainable economic growth and is contributing to human development 

(Berkman Klein Center, 2010a). Governments and municipalities have participated and 

invested heavily in the broadband infrastructure to increase the internet penetration. Over 

the years this has increased the number of people having access to a broadband 

connection, either through regular broadband or mobile networks (Berkman Klein 

Center, 2010b). Also, internet availability, penetration rate and speed have been shown to 

be increasing yearly (Akamai, 2017). Higher internet penetration rate and internet speed 

are factors which according to Deloitte AU (2011) has a positive impact on the potential 

and efficiency of teleworking (Deloitte AU, 2011). 

 

IT Security - Secure Connection to the Office, Encryption and other 

Software 
The IT security policies need to be discussed when implementing a teleworking initiative. 

It is the employers’ responsibility to provide suitable security systems that will protect the 
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company’s information property, while it is the employees’ responsibility to follow the 

protocols at all time. Not having any protocols or routines within IT security means that 

there is a high risk of infecting the internal network with malicious software that may leak 

sensitive information to unauthorized parties (Deloitte AU, 2011). Three aspects of IT 

security that need to be taken into consideration while teleworking that are presented by 

James (2011) are: confidentiality, integrity and availability. Confidentiality entails that no 

information should be available unauthorized viewers. The integrity aspects entails that 

information should be ensured to not be changed by accident or to harm the organization 

and that the information should be accurate and complete. Lastly, making sure that any 

employee that is in need of tools to ensure the information security should be provided 

with it, which guarantees the availability (James, 2011). To minimize the risk of being 

exposed to any threats with regards to lack of IT security, it needs to be understood by 

every user why the security routines are important and included in the organization’s 

policies for IT security. A teleworking employee needs to understand the importance of 

IT security and follow appointed routines strictly. A teleworker should only be using its 

own device, only use working equipment for work, make sure to be careful with websites 

that might contain malicious software and only use secure storage media (James, 2011). 

With these factors taken into consideration while teleworking, some guidelines can be 

settled: Always use an encrypted and secure network connection - for example through 

Virtual Private Network (VPN) and firewalls - while working and communicating with 

the company servers; ensure that files are stored in a secure way and without reach of 

non-employees; do not use your devices for private use and have careful handling of 

passwords for the devices and internet connections (Riswadkar, 2009; James, 2011; Cha 

& Cha, 2014) 

4.6 The Impact of Organizational Structures 

The organizational structure is a factor that affects the working methods within an 

organization. How does the organizational structure impact the eligibility of 

implementing the concept of teleworking? This chapter will present what has been found 

regarding organizational structures and previous findings of the impact of the 

organizational structure toward teleworking.  

4.6.1 Organizational Structures Fit for Telework  

Daniels et al. (2000) claims that the organizational structure can mediate task pressure. 

Organizations that are most likely to adopt Telework are firms that are knowledge and 

information intensive. Thus, these types of organizations have highly skilled employees 

with regards to information technology and communications in a virtual environment 

(Daniels, et al., 2000). Also, according to Daniels et al. (2000), it is also most likely to 

adopt modes of flexible work where labor is short supply, making it possible to employee 

distant employees. 

Some organizational structures attract certain personality types (Oldham & Hackman, 

1981) and it is shown that the attitude toward teleworking can be seen within an 

organization’s values (Hylmö & Buzzanell, 2002; Daniels, et al, 2000) that state that their 

values are more open and flexible in general, are often more positive toward flexible 

working methods than organizations that values control and structured work. 

Organization structures that focus more frequently on keeping a controlled working 
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environment are not very likely to be suitable for methods of teleworking (Daniels, et al., 

2000). According to Daniels et al. (2000), the structure that is most beneficial for 

adopting the practice of teleworking, is the matrix structure. This structure provides 

flexible and virtual environment where information technology enables the employee to 

be able to perform their work in a variety of places outside the office (Daniels, et al., 

2000). 

5.  Theoretical Analysis  

It is evident that teleworking may result in strong benefits for both individuals, 

organizations, and the society if executed correctly (Kurland & Bailey; 1999; Nilles, 1988). 

We found some patterns throughout literature of recurring topics, indicating factors 

impacting the application and success of teleworking programs more than others. 

Patterns were found for both individual and organizational aspects. 

5.1 Analyzing the Impact of Telework on Employees 

For the literature focusing on the individual (i.e. employee) we have found recurring 

topics such as: productivity, flexibility and time management, managing a good work-life 

balance, reduced commute, managing distractions and fear of professional and/or social 

isolation. Looking at all these topics, we interpret previous research regarding Telework 

to encounter an issue of employees being able to take charge of their own personal time, 

even though it is the employer that is in charge of their paycheck, in order to find the 

highest job satisfaction. We think that there are some outtakes from literature that are 

important for successful implementation of Telework in the employees’ perspective. 

 

As found in literature, Telework has been found to be a key method to increase the job 

satisfaction for employees (De Lay, 1995; Pratt, 1999; Fonner & Roloff, 2010, p. 336-

361). Furthermore, working from other places than the office can help you to increase 

the productivity of your work (Hill et al., 1998), e.g. by escaping distractions that prevent 

an employee from doing their work, as presented by Mann et al. (2000), Luong & 

Rogelberg (2005) and Jett & George (2003). However, the productivity only increases if 

there are less or an equal amount of distraction at the place of retreat (Van der Meulen et 

al., 2012). Therefore, in order to benefit from a productivity increase while teleworking 

the distractions should be isolated and at a minimal level. 

 

The presented cases from British Telecom and Ecolab have shown that being a home-

based worker is one way to increase the productivity of employees (British Telecom, 

2010; Miller, 2011). However, if we look at the findings from Cooper & Kurland (2002) 

and Teo et al. (1998), letting employees work from home full-time can cause employees 

feeling of professional and social isolation. It could therefore be reasoned that full-time 

Telework should be limited to only some days of the week to avoid workers feeling 

isolated. This could be connected with the findings by Golden & Veiga (2005) who found 

a curvilinear relationship of job satisfaction and extent of Telework. The findings show 

that the optimal extent of Telework with regards to job satisfaction has been identified to 

be when employees Telework for 15.1 hours per week. Even though the curvilinear 
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relationship was confirmed (Virick et al., 2010), we believe that it is important to know 

that all workers have individual preferences. 

 

The optimal extent of Telework, with regards to job satisfaction, has been found by 

Golden & Veiga (2005). This would mean that the employees use a part-time teleworking 

strategy. If this strategy would be implemented, there could be a possibility of increase 

flexibility for the worker. At the same time, the worker would be able to have opportunity 

for encounters like interpersonal networking, transfer of tacit knowledge, informal 

conversations, which according Teo et al. (1998) are important things that full-time 

teleworkers miss out on. This results in that employees can receive the flexible schedule 

that has been seen as a demand from employees (EY, 2015), and at the same time 

increase work-life balance, which increases both job satisfaction (Romer, 2011). 

Furthermore, the increased flexibility would give better quality of the time spent outside 

of work (Baxter, 2010).  Having this type of strategy would have less negative impact in 

terms of isolation that full-time teleworkers experience, but still acquire benefits like 

increased productivity and avoidance long commutes (Koslowsky, 1995; Safirova, 2002; 

Novaco & Gonzalez, 2009; Saxton, 2011). 

 

According to McDowall & Kinman (2017), allowing Telework as an addition to working 

at the office employees often work longer hours without receiving any compensation. 

Also, if work and personal responsibilities interfere the worker’s wanted work-life balance 

and job satisfaction will be reduced (Kossek & Ozeki, 1998; Kurland & Bailey, 1999). On 

the other hand, Telework also increases the work-life balance by saving time due to less 

time spent commuting to work (Safirova, 2002). Furthermore, spending less time 

commuting lets employees avoid the physical and psychological impacts stated by 

Koslowsky (1995). Shortening the total commuting times for workers can furthermore 

prevent workers from suffering from the negative effects of long commutes found by 

Novaco & Gonzalez (2009) and Saxton (2011) (e.g. less productivity at work, reduced 

satisfaction, increased absence and more likely for workers to leave their job). The House 

of Commons (2006) says that time spent commuting to work is dependent of the location 

of the worker’s residence, while at the same time, workers are forced to move further 

away from their jobs. This leads to that many experience an increase in terms of minutes 

commuted (House of Commons, 2006). With a trend like that, more workers will suffer 

from the negative impacts of long commutes stated by Koslowsky (1995), Novaco & 

Gonzalez (2009) and Saxton (2011). Lily & Anjaneyulu (2017) has shown with help of 

scenario analysis and modelling that ICT and teleworking can help to reduce the distance 

travelled and time spent in traffic. This led to us thinking, why do not all organizations 

where people have long commutes adopt telework?  

5.2 Analyzing the Impact of Telework on Organizations and 

the Employer 

The organizational (or employer) literature has recurring topics such as: technology, 

attraction and retention of employees, organizational commitment, CSR, organizational 

culture, attitudes and costs. 

 

Initially, teleworking was introduced as a method of substituting commuting to work with 

technology (Nilles, 1974; 1975). Technology is commonly denoted “information and 
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communications technology” or “ICT” in teleworking literature (although originally 

introduced as “information technology” by Nilles in 1974). Much emphasis in literature 

discusses the importance of ICT on Telework, and it is often argued to be an underlying 

factor that makes Telework eligible (Nilles, 1997; Dimitrova, 2003; Messenger and 

Gschwind, 2016; Lee, 2015). We found the statement to be consistent throughout 

literature, concluding that technology is an important component in the recipe of 

Telework. Nilles (1988) and Toffler (1989) predicted a high growth of Telework, which 

did not occur. Some researchers explain the diffusion of Telework could be connected 

with insufficient technology which made coordination difficult (Huws, et al, 1990; Bailey 

& Kurland, 2002). Lee (2015) further reasons that mastering ICT is a necessary condition 

for a successful teleworking program. But how is ICT connected to telework? 

Information and communications technology does pretty much what is given by its name; 

it provides technology to assist the flow of information and communication between 

employees, managers, supervisors and the organization as a whole. Furthermore, Nilles 

(1998) identified a barrier to adopting telework: managerial fear of losing control, i.e., 

employees won’t work unless managers cannot monitor them. However, ICT is believed 

to have developed in recent years and is in more recent literature discussed to provide the 

possibility to control employees, which could be reasoned to eliminate the threat as 

discussed by Nilles. Monitoring is discussed to be performed in two ways; behavioral and 

output control. Moreover, both types of control are found to be used in Telework ( 

(Cooper & Kurland, 2002). Acknowledging that both types can and are used by some 

organizations, output control seems to be a bit more popular overall as it often provides 

tools for measuring productivity of employees, ensuring the manager that the employee 

is, in fact, doing work. Sewell and Taskin (2015) continue to discuss that the eligibility of 

Telework for a position may even be dependent on whether output can be measured. 

Overall, technology seems to be a recurring topic in literature and it indeed affects the 

implementation and eligibility of Telework. By analyzing literature with regards to 

technology and looking at the diverse incidence of Telework in different countries (see 

Chapter 4.1). We arrived at the thought that teleworking may be easier to adapt in some 

countries with a better technological setting. Raising the question: what if implementation 

of Telework depends on a countries technological development?  

 

As found in the literature review, the impact of teleworking on attraction and retention of 

employees is recurring. In a podcast by Morgan (2016 #1), author Dan Schawbel points 

out that the workforce is changing and organizations should create an environment that 

makes employees stay. This would help to avoid the cost that occurs with regards to 

employee turnover (Boushey and Glynn, 2012). Some literature discusses that Telework 

can promote the attraction and retention of employees who value the flexibility (and 

other benefits) that comes with it (IBM, 2009; Deery, 2008) where findings from EY 

(2015) indicated that employees in general value flexibility highly. We believe that this 

could be interpreted as teleworking could be used as an incentive for employees stay 

longer within the organization and hence, avoid turnover costs.  

 

Another topic denoted is the impact teleworking has on organizational culture and 

commitment and vice versa. The organizational culture is thought to be created by the 

members of the organization and may be affected by Telework (Kurland & Egan, 1999). 

Research is though somewhat ambiguous, and its impact is thought to depend on factors 

such as to what extent Telework is applied and other organization-specific factors 

(Standen, 2000; Verbeke, et al, 2008) makes it difficult to define and apply in generalized 
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terms. Organizational commitment, defined as the employees’ level of involvement in the 

organization (O’Reilly & Chatman, 1986) is discussed to have a significant impact on 

numerous factors such as: attitude, well-being and performance (Wang, 2015; Meyer, et 

al, 2002). Reasoning that a high level of organizational commitment is something you 

want your employees to have, however, we find that research regarding how to increase it 

is rather thin. Zamani (2010) found that trust and responsibility correlated with 

organizational commitment and it can be discussed that Telework per say gives the 

employee more responsibility and requires trust from the organization. Furthermore, a 

study conducted by Brammer et al (2007) found that the employees’ perception of 

corporate social responsibility has a major impact on organizational commitment, and 

that it may affect both the employee and the organization. Telework is discussed to be 

connected with CSR due to the environmental benefits that come with it e.g. the 

reduction of commute and resources consumed, findings from companies and their 

savings are presented (Scheele & Ohlson, 1998; Koenig, et al, 1996; Mokhtarian & 

Varma, 1998; Harbor, et al, 2015) literature found touching the topic of teleworking and 

the environment seemed to state the same thing but to varying extent: that teleworking 

has a positive impact on the environment. Furthermore, in comparison to traditional 

work settings, we found that the environmental benefits that come with Telework may be 

extensive: not only. With a rise of environmental awareness among people in today’s 

business landscape, implementing Telework could be a way to contribute to a more 

sustainable society. The positive impact that teleworking has on environment is in terms 

of reducing carbon emissions from commuting. This could send an important message 

that the organization is being responsible for its carbon footprint and therefore benefit 

employees’ and shareholders’ loyalty towards the organization. 

 

Lastly, a frequently discussed topic in literature is costs and investments taking place. 

Reducing the cost of office space by reducing the number of workstations at the office is 

considered by some organizations to be the main incentive of implementing Telework 

(IBM, 2009; Lister and Harnish, 2013; Herzog & Grant, 2002) and is discussed to be an 

alternative of a cost-minimizing strategy (Kurland and Bailey, 1999). Moreover, 

organizational change is to be considered an investment (Meyer and Katz, 2000) and 

firms are thought to look at financial outcomes prior to executing such (Gropelli and 

Nikbakht, 2006). Offstein (2011) discusses that in addition to the financial outcome of 

Telework, a SWOT-analysis should be conducted. The SWOT should aim to make sure 

teleworking would improve at least one of the four areas (being either enhancing 

strengths, neutralizing weaknesses, seizing opportunities or to counter competitive 

threats). However, no matter how good the non-financial benefits are, we reason that 

organizations strive for profit - and will require a positive return on investment. We 

perceive cost savings to be a hot topic for organizations and that high savings may 

promote a positive attitude toward Telework. Furthermore, we arrive at the thought that 

teleworking may be more beneficial in some countries than others. Reasoning that with 

high real estate prices (here being office costs), the impact of Telework would be higher 

in terms of cost savings. And hence, raising the question: does cost for office space (rent) 

impact the implementation of telework? 
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5.3 Analyzing Regional Differences 

We found that there are different laws and regulations that may affect the implementation 

of Telework in specific regions. One of such is the directive 2009/104/EC which 

proposes that employers within the EU are required to provide a minimum appropriate 

workplace environment for their employees, no matter where the work is done. We 

believe that the directive may have an impact on Telework, proposing that organizations 

are likely to have to provide employees with additional equipment that can be costly. 

Moreover, the “Framework agreement on Telework” states that offering Telework to 

employees in Europe is voluntary. The agreement also states that employees have the 

right to discard a teleworking offer without consequences. And lastly, teleworking 

employees should have the same legal rights as employees working at the central office of 

an organization. This may lead to some issues for organizations, whereas ensuring the 

same conditions for someone absent from the office may be difficult. We believe, 

however, that Telework should be a mutual agreement- and the compliance of both 

parties seems to be somewhat a key to success, so the fact that employees may discard the 

offer to Telework should not have an impact on the employees’ relationship to the 

organization. Literature supporting our reasoning is such as the study of CTrip where the 

initial teleworking assigned random workers to Telework with beneficial results, but when 

the final program enrolled and employees were to choose by themselves whether to 

Telework or not the program resulted in even higher benefits for the organization 

(Bloom et al, 2012). Furthermore, for European organizations, ETUC states that the 

employer and relevant authorities should have access to the workplace, to ensure the 

working environment is appropriate in accordance with national agreements (ETUC et 

al., 2006). This basically means that, if a teleworking employee is working from home, 

authorities have the right to access the employees’ home. However, this is only in the 

manner of ensuring the working environment and we believe it should not pose a threat 

to the implementation of Telework as a whole. Furthermore, there are numerous 

countries with specific regulations, such as Germany, where teleworkers may use their 

own furniture as long as it meets the requirements of health and safety. In Luxembourg 

and Ireland, the employer is responsible for controlling that the work station is complying 

with the set legislations. Proposing that the costs of implementing Telework in Germany 

may be lower than in Luxembourg and Ireland, since additional equipment generally does 

not need to be provided by the employer. 

5.4 Analyzing the Necessities of Telework 

In other means, the literature discusses the necessities of teleworking. Such necessities 

include a fast and stable internet connection. Deloitte (2011) finds that a higher internet 

penetration rate and internet speed in the country of implementation has a positive 

impact on the potential and efficiency of the Telework performed. We believe that this is 

aligned with the literature regarding technology and Telework, where we arise at the 

question if some countries have better settings for Telework do to technological 

development. Concluding that some software and security routines in terms of device and 

information handling are of importance, the use of tools such as VPN is highlighted to be 

mandatory (James, 2011).  

 

http://resourcecentre.etuc.org/linked_files/documents/Framework%20agreement%20on%20telework%20EN.pdf
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5.5 Analyzing Telework and Organizational Structures 

We found that literature addressing the topic of organizational structures and Telework 

that knowledge and information intensive organizations are more likely to adapt 

Telework (Daniels, et al., 2000). Some researchers reason that organizational structures 

attract certain personality types (Oldham & Hackman, 1981), which can be connected to 

literature reasoning that attitudes toward Telework can be found in the organization's 

values (Hylmö & Buzzanell, 2002; Daniels et al., 2000). Recalling that the organizational 

culture (i.e. the norms and values) is constructed by the members of the organization 

(Kurland and Egan, 1999), we believe that organizations that state that their values are 

more open and flexible in general, are often more positive toward Telework than 

organizations that values control and structured work. And as Daniels et al. (2000) puts it, 

organizational structures that focus more frequently on keeping a controlled working 

environment are not very likely to be suitable for methods of teleworking. One such 

structure is thought to be the Matrix structure which provides flexible and virtual 

environment where information technology enables the employee to be able to perform 

their work in a variety of places outside the office (Daniels et al., 2000). 

5.6 Summary of Theoretical Analysis 

We found that research agreed upon a number of things: 

 Telework is a working method which can increase job satisfaction and employees 

can achieve a flexible work-life balance through Telework if the concept is 

applied to the optimal extent. 

 By adopting Telework employees can also avoid long commuting times. 

 Research seems to agree that teleworking can be used to reduce costs for 

organizations. 

 It is acknowledged that there are benefits to gain with a successful teleworking 

program and many of the concerns addressed as barriers seem reasonable, 

especially with the growth of ICT. 

 

We arrived at three insights that could not be found in the systematic literature review. 

The insights were based on the thought that, perhaps some organizations and countries 

have better settings that further promotes the use of Telework. Such settings may, 

according to our analysis be; long commutes technological development available and real 

estate costs in the country of implementation.  

 

In order to further investigate these three insights, we have conducted a complementary 

literature study to try to find countries that may be suitable for further implementation of 

Telework.  
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6. Complementary Literature Study 

The themes we have identified are parameters that may be related to an organization’s 

adoption of Telework and have been identified to be: employee commuting times, digital 

feasibility and office space cost. In figure 6 an illustration of how we perceive the relation 

between the different themes can be found in order for a country, from our 

interpretation, to have good prerequisites for using Telework.  

 

 
Figure 6: Illustration the relationship between the identified themes that were identified 

through previous research. 

 

6.1 Constructing the Complementary Literature Study from 

Analytical Insights 

The initial analyzed parameter was the commuting time as this has been a frequent topic 

in previous research. Recalling that Telework was initially coined by Nilles (1974) in order 

to substitute commuting with technology, we think that commuting may have an impact 

on Telework more than just simply reducing it. We believe that high commuting times 

may affect the general attitude toward Telework, and countries with high commuting 

times would benefit more than countries with low. Moreover, commuting times for this 

thesis was found in Eurostat database, sampling commuting times per country for the 

years 2005, 2010 and 2015 (Eurostat, 2017). Furthermore, to gain a deeper understanding 

of how employees commute, we collected data of commuting modes from Eurostat for 

the year of 2017 (Eurostat, 2017) 

 

Throughout the literature review, we found that teleworking is rather dependent on 

technology by the means of communication through ICT systems. Whereas Berkman 

Center (2010) reported that high penetration and efficiency of internet may promote the 

implementation of Telework. We propose that an implementation of Telework could be 

favorable in countries where the IT infrastructure is well developed. We believe that with 

a well-developed IT infrastructure, ICT can come to proper use and help organizations 
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manage the challenges of control, communication and coordination. But how does one 

measure a country’s IT development? Moriset (2010) believes that being a “Digital 

Economy” has a connection with the interest and attitude toward Telework. It is also 

shown that when internet penetration in a region increases, so does the amount of 

Telework (Berkman Center, 2010). As our interest is the adoption of Telework in 

Europe, we found an index measuring the “digital economy and society” of European 

countries. We intend to use The DESI as a measurement to evaluate the digital 

development and settings of countries. We believe that countries that score high on the 

DESI can be discussed to have prerequisites of IT that could provide a beneficial attitude 

toward adopting Telework. In this study the DESI is determined to be a key parameter of 

identifying which countries that are suitable to develop a sophisticated teleworking 

strategy. 

6.2 Commuting Times and Modes 

Urbanization is a phenomenon that occurs when people move to the cities. When people 

cluster around a specific area, housing prices and rents go up in accordance with Supply 

and Demand Theory (Arnold 2008). Leading to that whoever cannot afford the increased 

prices has to relocate further away from the clustered area, which in some cases leads to 

being further away from the workplace and hence in turn increases the daily commute to 

work (Glaeser and Sinai, 2013). In the UK, an increase of time spent commuting in 

central cities has been identified (the House of Commons, 2006; MHCLG, 2017). 

According to the House of Commons (2006), the increase of time spent in commute is a 

result of jobs not being near peoples’ homes. The allocation of resources within society 

where more focus has been put on building housing instead of establishing secure local 

employment outside of larger cities (The House of Commons, 2006). The Ministry of 

Housing, Communities and Local Government (MHCLG) in the United Kingdom 

(2017), claims that the rising housing prices has resulted to many people are forced to 

move further away from city centers, extending their commute. Furthermore, this can be 

connected to increasing housing prices in the affected area, resulting that cannot afford 

more expensive houses cannot move closer to work (The House of Commons, 2006).  

 

Eurofund reported that the average commute to work in the European Union (EU) was 

42 minutes, in 2015. In detail; the two countries within the European Union with the 

highest commuting times are the United Kingdom (53 minutes in 2015) and Sweden (50 

minutes) (Eurostat, 2017). The full dataset for commuting times within the EU can be 

found in Table 3. 
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Table 3. Mean duration of commuting times in minutes between work and home 

(Eurostat, 2017). 

Country 2005 2010 2015 

Austria (AT) 34.2 39.3 39.6 

Belgium (BE) 43.5 47.7 48.2 

Bulgaria (BG) 40.8 44.5 33.4 

Cyprus (CY) 33.7 34.2 22.4 

Czech Republic (CZ) 40.0 45.1 35.7 

Denmark (DK) 42.4 45.8 48.3 

Estonia (EE) 50.4 46.7 42.2 

Finland (FI) 39.8 45.3 48.5 

France (FR) 38.3 45.8 44.9 

Germany (DE) 46.0 45.2 45.3 

Greece (EL) 41.4 33 32.6 

Hungary (HU) 48.9 50.9 43.5 

Ireland (IE) 45.5 48.1 48.4 

Italy (IT) 35.0 33.0 28.0 

Latvia (LV) 46.2 50.5 48.9 

Lithuania (LT) 41.7 39.2 34.4 

Luxembourg (LU) 40.5 38.9 45.2 

Malta (MT) 34.0 34.2 43.4 

Netherlands (NL) 52.3 46.1 45.1 

Poland (PL) 49.3 43.5 35.7 

Portugal (PT) 33.6 26.9 25.4 

Romania (RO) 56.5 51.0 40.3 

Slovenia (SI) 38.9 38.6 39.9 

Slovakia (SK) 44.8 37.4 34.1 

Spain (ES) 38.7 39.0 36.8 

Sweden (SE) 43.2 44.6 50.0 

United Kingdom (UK) 47.3 50.2 52.5 

EU27 43.2 43.4 41.9 
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The commuting time is identified in literature to have a high impact in terms of employee 

well-being and job satisfaction. The duration of a commute affect workers well-being and 

job satisfaction, but the time commuting is dependent on which mode of transport that is 

used when commuting (Chatterjee, et al., 2017). In the UK, it is reported that being able 

to go to work by foot or bicycle increases the workers well-being in form of increased 

leisure time and walking to work also increases job satisfaction and reduces the mental 

strain. Furthermore, as longer commutes reduces job satisfaction, it is also reported that 

the job satisfaction for workers commuting by bus is more sensitive to long commuting 

times than other transport modes. Commuters that can choose which transport mode 

they want to use have shown to increase satisfaction of their journey to the workplace. 

Being able to escape commuting to work and work from home has shown to be a good 

way to increase job satisfaction, given that flexible working methods are available 

(Chatterjee, et al., 2017).  Figure 7 shows the distribution of mode of commute to work in 

capital cities in Europe, which provides an overview of what commuting modes are 

dominant in different countries.  

 

 
Figure 7: Distribution of the principal means of going to work, capital cities, 2015 (%) 

(Eurostat, 2017) 

 

The choice of commuting mode often comes down to what the user finds most 

comfortable. The comfortability of a transport mode depends on distance, income, 

culture and the quality of transport systems. Deficiencies in infrastructure and public 

transportation within a city will affect the decision-making of which mode that a worker 

will use. Choosing mode of transport for commuting is also dependent on how close to 

work employees reside. People living in the city they work are more likely to walk or 
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bicycle while commuting, compared to people living in the peripherals or nearby urban 

areas (Saxton, 2011). It is commonly expressed that more people needs to leave their car 

at home and utilize public transportation. However, it can be argued that changing 

people’s way of commuting is difficult, as it implies change in habits and lifestyle 

(Whitmarsh & Köhler, 2010). In a long-term perspective, if deficiency within 

infrastructure and public transport persists, workers will be tired of commuting and seek 

to live closer to where jobs are located, which may result in tougher housing and labor 

markets (Saxton, 2011). 

6.3 The Digital Economy 

The European Commission (2017) defined an index that includes relevant indicators of 

digital performance, referred to as the Digital Economy and Society Index, DESI. The 

index shows the digital performance of countries, proposing that solely a stable internet 

connection does not make a Digital Economy. In order to adapt the technology, the 

population must carry the technical skills and human capital to make proper use of it 

(European Commission, 2017). The index consists of five elements, in the index referred 

to as five “dimensions”; 

  

 Connectivity  

 Human Capital 

 Use of Internet  

 Integration of Digital Technology 

 Digital Public Services 

6.3.1 Connectivity  

The connectivity dimension covers the supply and demand of internet connection within 

a country, whereas a simple internet connection is not sufficient to benefit from what the 

internet offers, hence a high-speed connection is vital. The connectivity dimension takes 

fixed broadband, mobile broadband (extent of 3/4G coverage), speed (at least 10 MBPS 

to be considered high-speed) and affordability (price of connection in comparison to 

gross income) in consideration (Van der Linden, et al., 2016). 

6.3.2 Human Capital  

In order to create a Digital Economy, appropriate skills must be paired with existing ICT. 

Reasoning that solely ICT does not make a digital economy; firms and individuals within 

the economy must carry appropriate skills to make proper use of it. The Human Capital 

dimension covers both basic and advanced usage skills to take part of a digital society. 

The “advanced skills” of a country is calculated by combining the amount of ICT 

specialists and science, technology, engineering and mathematics graduates (Van der 

Linden, et al., 2016)  

6.3.3 Use of Internet 

The Use of Internet dimension covers to what extent citizens can enjoy all the benefits 

that come with high-speed internet. The dimension is divided into three sub-categories; 

content, communication and transactions. Whereas the content indicator measures to 
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what extent citizens can use the internet to consume content online. The communications 

indicator measures to what extent the citizens can use the internet to communicate with 

each other. The transactions indicator captures to what level citizens can perform bank 

duties or shopping online (Van der Linden, et al, 2016)  

6.3.4 Integration of Digital Technology  

Digitalization is one of the main contributors to competitive advantage and growth and 

hence, adaption to such can stimulate efficiency, reduce costs and increase 

communication between employees and customers. The Integration of Digital 

Technology dimension takes two perspectives in consideration; business digitalization 

and e-commerce, where business digitalization measures to what extent a country has 

adapted technology for business looking at factors such as information sharing, online 

presence and use of cloud services. E-commerce accounts for the use of online sales 

channels (Van der Linden, et al, 2016) 

6.3.5 Digital Public Services 

The Digital Public Services dimension covers the use of digitalization for public services, 

where digitized public services are thought to reduce public costs and enable coping with 

increasing demands. The dimension measures to what level citizens engage in public 

administration online, if governmental websites offer transactional services and to what 

extent it offers open data (Van der Linden, et al, 2016)  

6.3.6 The DESI  

The DESI includes the relevant factors that affect a country’s digitalization and adoption 

of ICT, i.e. ranking high on the DESI indicates high competitiveness and adaptation to 

digitalization. The five dimensions accounted for in the index are given different weight 

depending on their perceived impact to create a “digital economy” (Van der Linden, et al, 

2016). Reasoning that connectivity and human capital are the factors of highest 

importance, as they represent the infrastructure of the digital economy, whereas 

connectivity weights 25 percent, human capital 25 percent, use of internet 15, integration 

of digital technology 20 percent and digital public services 15 percent (Van der Linden, et 

al, 2016) The dimensions are merged with corresponding weights, which establishes the 

DESI for a country, as seen in Figure 8 (Van der Linden, et al, 2016; European 

Commission, 2017).  
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Figure 8: The Digital Economy and Society Index (DESI) for countries in EU (European 

Commission, 2017). 

 

 

6.4 Office Space Cost 

As found in the literature review and analysis, teleworking provides the opportunity for 

organizations to reduce their amount of office space per employee (Kurland and Bailey, 

1999). Having high costs for office space may be a key factor for decision-makers when 

discussion office layout and cost reduction, and having high costs for office space may 

reduce the threshold for implementing cost reducing initiatives, such as teleworking 

(IBM, 2009; Lister and Harnish, 2013; Herzog & Grant, 2002). Therefore, in this chapter, 

we have collected literature for office space rent in cities in the EU. 

 

In order to estimate which countries (cities) where the average rent is high, we have 

collected what we found to be the last known data in public writing for office space rent. 

Data regarding office space rents is presented in Table 4, and has been collected through 

reports by well-established real-estate firms active within commercial property (Cushman 

& Wakefield, 2018a-e; Cushman & Wakefield, 2014; Knight Frank, 2018; Ober-Haus, 

2018); NAI Global, 2017). It should be noted, that there could be no reliable data found 

for prime office rents in Malta. 

 

Knight Frank (2018) presents in their commercial property outlook that the current 

European market for office rents has gathered momentum in the end of 2017. This is a 

consequence of strong demand for offices space, but at the same time the availability for 

office space has become tougher (Knight Frank Research, 2018).  
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Table 4. Prime Office rents in Euros per square meter per year in European Countries a.  

Country (City) Prime office rent 
(€/square 
meter/year) 

 Country (City) Prime office rent 
(€/square 
meter/year) 

Austria (Vienna) 309  Latvia (Riga) 216 

Belgium (Brussels) 320  Lithuania (Vilnius) 198 

Bulgaria (Sophia) 162 
 Luxembourg 

(Luxembourg City) 
600 

Cyprus (Nicosia) 140  Malta (Valletta) N/A 

Czech Republic 
(Prague) 

246 
 Netherlands 

(Amsterdam) 
400 

Denmark 
(Copenhagen) 

255 
 

Poland (Warsaw) 276 

Estonia (Tallinn) 216  Portugal (Lisbon) 234 

Finland (Helsinki) 396  Romania (Bucharest) 216 

France (Paris) 810  Slovenia (Ljubljana) 227 

Germany (Berlin) 396  Slovakia (Bratislava) 192 

Greece (Athens) 204  Spain (Madrid) 366 

Hungary (Budapest) 276  Sweden (Stockholm) 691 

Ireland (Dublin) 673 
 United Kingdom 

(London - West End) 
1,212 

Italy (Rome) 400  

 
a Austria 2017; Belgium 2017; Cyprus 2016; Czech Republic 2017; Denmark 2017; 

Finland 2017; France 2017; Germany 2017; Hungary 2017; Ireland 2017; Netherlands 

2017; Poland 2017; Portugal 2017; Romania 2017; Slovakia 2017; Slovenia 2014; Spain 

2017; Sweden 2017; United Kingdom 2017; Bulgaria 2017; Greece 2017; Italy 2017; 

Luxembourg 2017; Estonia 2017; Lithuania 2017; Latvia 2017. 

Sources: Knight Frank (2018), Cushman & Wakefield (2018a-e), Cushman & Wakefield 

(2014), Ober-Haus (2018), NAI Global (2017). 
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7. Analysis of the Complementary Literature 

Study 

In this chapter the collected literature from the complementary literature study will be 

analyzed. The analysis of commuting times, digital feasibility and Office space cost will be 

summarized and used in order to investigate if there are any countries that have 

prerequisites that could promote the use of Telework.  

7.1 Analyzing Commuting Times 

As found in the literature review, the time spent commuting may have an impact on well-

being and the perception of job satisfaction for employees (Koslowsky, 1995; Safirova, 

2002; Novaco & Gonzalez, 2009; Saxton, 2011). Also, Telework has been found to 

reduce the total commuting time for employees, which in turn is believed to increase job 

satisfaction (e.g., Golden & Veiga, 2005). The adoption of Telework seen in table 2 

(Chapter 4) does not seem to be independently related to the commuting times in table 

7.1, since by comparing the tables, countries with high adoption of Telework do not 

necessarily have high commuting times. Thus, commuting times may not be an 

independent factor that reduced the threshold for implementing Telework. However, we 

believe that countries with high average commuting times may still have low threshold for 

implementation, as lower commuting times may help reduce the negative impact that 

commuting brings (Koslowsky, 1995; Novaco & Gonzalez, 2009). Thus, we believe that 

commuting times is a relevant parameter when looking at countries may have factors that 

promote the use of Telework. 

 

Looking at the commuting times in Table 3, we can see that the ten countries in EU with 

highest commuting times in 2015 are: United Kingdom, Sweden, Latvia, Finland, Ireland, 

Denmark, Belgium, Germany, Luxembourg and Netherlands, in respective order 

(Eurostat, 2017). From the same dataset it also shows that the ten countries with highest 

commuting times have had an increase or stagnation of commuting times from 2005 

through 2015, which may be a sign of that commuting time in those countries, is a 

persistent issue.  

7.2 Analyzing the DESI  

As an important aspect of teleworking is that the worker should be (at least) as 

productive while away from the office as if the worker was at the office (Hylmö & 

Buzzanell, 2002). The rise of ICT has allowed teleworkers to do so (Lee, 2015), and 

teleworking has grown as a result of well-developed IT infrastructure Moriset (2010). 

Therefore, we would like to examine the DESI and use to it as a factor when trying to 

identify countries that are likely to adopt Telework to a wider extent. By looking the 

ranking of the DESI in Figure 8, we can understand that there are many countries that 

have well developed IT infrastructures. 

 

The ten countries with highest overall DESI are; Denmark, Finland, Sweden, The 

Netherlands, Luxembourg, Belgium, United Kingdom, Ireland, Estonia and Austria 

(European Commission, 2017). 
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7.3 Analyzing Office Space Cost in the EU 

As stated previously in this thesis, some organizations implement Telework as a tool to 

reduce cost for office space (IBM, 2009; Lister and Harnish, 2013; Herzog & Grant, 

2002). Hence, identifying where the office space is most expensive may increase the 

possibility for decision-makers within organizations to see a potential for teleworking 

initiatives as a way to cut costs.  

 

In table 6.2 we can see that the country in EU with highest prime office rent of 2017 is 

the UK. We can see that the prime rent in UK is extremely high compared to any other 

country within the EU. By comparing the UK’s rent prices with other countries, 

MHCLG’s (2017) concerns regarding high prices on real-estate and housing can be seen 

as valid. As seen in table 4, the countries following UK in rent prices are France, Sweden, 

Ireland, Luxembourg, Netherlands, Italy, Germany, Finland and Spain. 

7.4 Summary of Analysis 

After identifying how each country in EU is situated in relation to the respective themes, 

the countries that were top ten in each single theme were highlighted. The highlighted 

countries have been compiled into what is presented in table 5. 

 

There are six countries that were in the top ten of every theme: Finland, Ireland, 

Luxembourg, Netherlands, Sweden and the UK. Three countries were top ten in two 

categories: Belgium, Denmark and Germany. Five countries were top ten in one category: 

Estonia, France, Italy, Latvia and Spain. 

 

The findings resulted in our decision to further investigate the decision-making process 

with regards to enabling or not enabling Telework. We have chosen Sweden to be the 

country of which we will conduct our empirical data collection from. This was based on 

the fact that Sweden was top ten in all the themes; commuting, digital feasibility and 

office space cost and that it was convenient for us as authors of this master thesis, as it is 

the country where we currently reside. Moreover, Sweden was used for further 

investigation, but we believe that all six countries that ranked top ten in the three themes 

could be of interest. 
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Table 5. Summary of a country’s occurrence within the top ten of each theme. Cell is 

marked with X if country was among top five for that theme. Countries without any 

occurrence are left out. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

8. Empirical Data Collection 

To add further understand the findings of this study, and especially a dialogue with three 

relevant companies has been executed. The companies were asked questions with regards 

to teleworking, current state of the company’s routines, and interpretation of working at 

other places than the office and capabilities of implementing working methods that 

would involve teleworking. The target companies were from different industries in order 

for us to explore the need and implementation of Telework in different industry 

segments. The collected empirics from participating companies are based on their 

operations in Sweden. 

 

Country  Commuting DESI Office rent 

Finland X X X 

Ireland X X X 

Luxembourg X X X 

Netherlands X X X 

Sweden X X X 

United 
Kingdom 

X X X 

Belgium X X - 

Denmark X X - 

Germany X - X 

Austria X X - 

Estonia - X - 

France - - X 

Italy - - X 

Latvia  X - - 

Spain - - X 
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8.1 Company A - Construction Industry 

For this industry a HR partner for a Swedish construction company was the participant, 

and answered our qualitative survey together with communication by e-mail. The 

company currently has 150 employees at the local branch office where the representative 

for this company was situated. It was claimed that about 30 percent of the employees 

stationed at their office were eligible for working at other places than at the central office. 

Employees at this company that were suitable for doing their tasks at flexible places were 

addressed to have positions like administration, technicians, finance, human resources 

and management. Today, employees within these departments at the company work at 

other places than the office at least one day per week while staying at home, travelling or 

working at a local satellite office. 

 

The reason for allowing employees to Telework comes from guidelines of working 

environment from both central and regional guidelines. Employee well-being and 

employee satisfaction is very important at this company, whereas ensuring a comfortable 

working environment is very important independently of where the employee is situated 

for the day. Other than employee well-being, one reason for allowing the employees to be 

flexible was to increase the productivity of the employees. 

 

IT-security was stated to be an important factor for the company as the employees 

sometime would connect to public networks to be able to work. The company uses a 

software client that allows the employees to connect to the internal system and servers 

wherever they are. Allowing flexible working methods (such as teleworking) would be 

more difficult to justify if the employee would be less productive than before. This also 

involves the return on investment for needed equipment for such initiatives, since the 

company does not want more costs that are connected to the employees. 

 

In general, with help of allowing some employees to Telework the company has seen 

changes in reduced office-related expenses and increased employee well-being. Being able 

to coordinate employees in their work has been a less prioritized issue than maintaining 

good well-being for the employees, but coordination is still important. With this trade-off, 

it has been a noticeable issue that coordination of the work for the employees has 

become more difficult as a result of them not being present at the central office every day 

of the week. Therefore, it is also expressed that this is an area of improvement. Having 

access to technology and resources related to coordination and communication is needed. 

The least prioritized issue for the company is to implement tools that would control and 

evaluate the employees’ performance while teleworking, as they only applied teleworking 

generally one day per week. 

 

Furthermore, the company representative addressed that it may be of interest to further 

evaluate the company’s effects of using teleworking methods and thought that it might be 

relevant in the future to develop more thorough routines related to Telework in order to 

cope with the challenges.  
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8.2 Company B - Information Technology Industry 

For this industry a HR specialist for the Nordic countries at a company in the 

Information Technology industry was the participant for answering questions. The 

company has approximately 260 employees at different local with their main office in 

Stockholm, Sweden. The participant addressed that all employees at the firm were able to 

and allowed to Telework, and did so on an average more than once per week. 

Teleworking is something that not only the employees in the Swedish part of the 

company can take part of, but all employees that are in the organization globally. As all 

employees are authorized to Telework, all departments within the firm are involved in 

their teleworking initiative; Sales, administration, IT, research and development, 

technicians and management. One of the reasons to why the employees in this firm 

decide to Telework so often is that the employees can improve the work-life balance. 

When an employee decides to Telework it is on the employee’s initiative.  Teleworking 

also improves the conditions for the employees to be reachable and productive while 

being affected by factors they cannot control, such as short-term illness or taking care of 

their children. 

 

What supported decision makers at this firm to implement a strategy involving 

teleworking was mainly to become more environmental friendly by reducing the 

commuting time, and also, for their employees to remain productive at days they were 

unable to travel to the main office. The participant from the company has seen 

teleworking improving the employees’ all-around health and work-life balance, which 

strengthens and proves the case of it being a viable working method if it is managed 

properly. Therefore, Company B values tools to be able to control and measure if the 

employees are performing to at least the same extent while teleworking as if they would 

be working at the central office.  

 

Company B, as similar to Company A, addresses that it is important that overall costs do 

not increase as a result of teleworking. However, it is important to maintain a 

comfortable working environment for the employees at all time, for both the physical 

space and the virtual space. It is important to invest in relevant software such as IT 

security, communication systems and other technology that increases the ease of 

teleworking, and the investments are strictly compared to the return. In order to make the 

working environment as comfortable as possible, Company B conducts an Online 

Ergonomic Assessment (which is mandatory for countries within the European Union), 

for all workers that are acting in remote conditions. After the assessment, the company 

provides ergonomically approved furniture to the workers that need them. For workers 

working from home, a Home Risk Assessment is also conducted in order to prevent 

injury. 

 

Due to the heavy teleworking initiatives, letting all employees take part of Telework, 

Company B has experienced that their employees has become more productive, more 

satisfied with their workplace, acquired a better work-life balance, been less absent from 

work due to sickness or similar reasons, and been able to cut costs related to the central 

office. Furthermore, the representative from Company B claimed that they have not 

noticed any impact on the company culture or loss of control of their employees. 
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With the achieved results after implementing teleworking as a flexible working method, 

Company B has no intentions of changing back to the way they worked before allowing 

Telework. 

8.3 Company C - Real Estate Industry 

To investigate the real estate industry, we interviewed the HR director at a Swedish real 

estate company with 270 employees situated in Stockholm. The representative pointed 

out the company’s initiatives for improving the working conditions for the employees and 

has tried many different types of office layouts including personal desks and “open 

office”. This has led to that the company has applied a mixture of the two mentioned 

layouts depending on which department the employee is working at. However, a majority 

of the employees are stationed within an open office layout where workstations are 

impersonal. During the transition from personal desks to the open office layout the 

employees were dissatisfied. This led to that the meeting rooms in the office where 

overbooked due to employees trying to find a quiet place to be able to isolate themselves 

from distractions and to be able to concentrate. At one point the desks in the open office 

where only occupied by 38 percent of its capacity, which was seen as a problem of 

facilitating the employees with a good working environment and not an opportunity to 

cut costs for office space. This was solved by integrating a section in the office that is to 

be quiet at all times and a couple of smaller meeting rooms were installed. Even though 

these initiatives have increased the number of occupied desks within the open office at a 

later stage, many desks are still remaining unoccupied.  

 

The company’s headquarters is located in the central of Stockholm. The location of the 

headquarters is chosen in order to be easily accessed independently of where the 

employees live and that the location provides good connections to public transportation. 

Apart from the headquarters, Company C has several local offices that are assigned to be 

located near their customers. All employees have the headquarters as their main 

workplace, but all employees also have access to the local offices if there is a situation 

that needs them there. It is addressed that most of the employees are independent of 

where they are located. However, according to the interviewee, allowing employees to be 

absent from the office will affect the company culture. It is at the office where deeper 

discussions and meetings are taking place, which helps to develop the company and the 

individual’s skills. With this in mind, management at Company C has initiated discussions 

regarding whether the office layouts should be changed again and use the local offices 

more efficiently by making them available for employees who has their residence closer to 

a local office than the headquarters. 

 

Regarding teleworking today, Company C does not have any official initiative that 

promotes this type of working method other than the fact that some employees 

occasionally work at local offices near the customer. Working from home is not 

encouraged as their perception is that the office is where you work, and home is where 

you spend your free time. Furthermore, if an employee works from home Company C 

cannot guarantee an ergonomic environment that facilitates sustainable working 

conditions. However, there are some situations that can be seen as exceptions where 

working from home is accepted. Working from home during employee sickness and care 

of children is accepted only if it can be guaranteed that working does not affect the 
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rehabilitation period, and sometimes it can be allowed to work from home some hours if 

the employee has an important appointment at home or close to their home. 

 

One aspect of teleworking is that concerns regarding planning and setting tangible goals 

is raised. Tasks and goals needs to be planned and understood by all involved parties and 

regular follow up sessions needs to be assigned in order to succeed in projects. According 

to the interviewee, these issues withstands regardless if the employees are at the 

headquarters or not. Being successful in project is more of an issue of good project 

management than where the employees are stationed. 

 

It is stated by the interviewee employee health is very important and especially when it 

comes to the mental health that is generally more difficult to discover. Company C works 

intensively to reduce the amount of sickness related to this issue and are, according to the 

interviewee, good at discovering anomalies at an early stage. A worsening of mental 

health could be related to stress or personal reasons, but if the employee is not at the 

office where they can physically meet colleagues discovering this would be more difficult. 

The interviewee also claims that it is of human nature to withdraw from external contact 

if there is something wrong. Therefore, allowing people to frequently be absent from the 

regular workplace would make it more difficult to handle these issues. The employees at 

Company C are encouraged to have a meeting with their managers to discuss health 

related issues. 

 

Regarding digital development, the interviewee acknowledged that they together with 

society are facing a digital transformation within the business sector where more routines 

are becoming computer based. The provided laptop and phone is at many times the only 

required tools for the employees to be able to do their job. More meetings are held via 

software like Skype and all employees are facilitated with tools such as good firewalls and 

a VPN to be able to connect to the company servers wherever they are located. With the 

help of digital tools there is a possibility that Company C will revise their workplace even 

more than they have already, including allowing a more extensive teleworking strategy if 

technology that allows it is provided. 

8.4 Empirical Insights Summary 

The three companies included in the study, Company A, Company B and Company C 

were asked questions regarding Telework. The initial question found out what type of 

Telework the organization applied for their employees which is presented in “Type of 

Telework”. This is followed by “Penetration”, i.e. how many employees within the 

organization that were eligible to Telework. “Extent”, represent the time dimension of 

Telework, i.e. how often teleworking employees would work absent from the central 

office. Lastly, “Departments” shows which departments at the organization that was 

eligible for Telework, meaning, these departments had tasks that could be performed 

from a decentralized workplace. The results are summarized in table 6. 
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Table 6. Summary of insights from participating company by: type of Telework, 

penetration (number of involved employees), extent of Telework and departments that 

use Telework. 

Company Type of 
Telework 

Penetration Extent Departments 

A 

From Home, 
Satellite Office, 

Remote Working 
30% Once per week 

Administration, 
Technicians, 
Executive 

Positions, HR 
and Finance 

B 
From Home, 

Remote Working 
100% 

More than once per 
week 

Sales, 
Administration, 

IT, R&D, 
Technicians and 
Management (i.e. 

All) 

C 
Satellite Office, 

Remote Working 
N/A 

Occasionally/Not 

recorded 
N/A 

 

 

Where Company A reported to allow Telework from home, by satellite office and 

remotely, with 30 percent of the organization's employees eligible to Telework once per 

week, targeting positions such as administration, technicians, executive, human resources 

and finance. Company B reported to allow Telework from home and remotely, with the 

entire organization’s employees eligible to Telework at least once per week, targeting 

positions such as sales, administration, IT, R&D, technicians and management. Company 

C reported to not allow Telework, at least not officially regulated. However, Company C 

also reported to have three types of offices; one headquarters, five local offices and a 

varying amount of project-based offices. All employees were officially employed at the 

headquarters, but many tended to work from local offices (satellite offices per our 

definition) to be closer to clients. Furthermore, project-based offices were assembled to 

host employees and sub-contractors such as architects and construction workers during 

projects. Indicating a use of Telework for a large extent of employees but not officially 

regulated or accepted. Company C further reported to allow employees to work from 

home with special permission from a manager. 

 

The decision-making process was broken down to the following factors and the 

organizations were asked to rank to what level (1 indicating low and 5 high) the factors 

affected their choice to implement or not implement Telework, i.e. of what importance 

the factors were taken into consideration in the decision-making process. How the 

participants ranked the factors is presented in table 7. Company A has an established 

teleworking strategy where all their employees are allowed to Telework at least one and B 

have had already implemented Telework, and the following results lied as base to their 

decision. Company C had not implemented Telework and did not see it as a viable 

strategy for their current business structure, resulting in them not participating in the 

ranking process as the option had not been evaluated thoroughly at the point of the 

interview.  
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Company A reported that they have noticed cost reductions since implementing 

Telework together with a perception of the employees achieving a better work-life 

balance. However, Company A also reported to have had difficulties with coordination 

since the implementation. 

 

Company B reported that their employees have increased their productivity due to 

teleworking together with perceived increased work-life balance and job satisfaction. 

Furthermore, Company B reported a reduction of absence due to sick leave and cost 

reductions. 

 

Table 7: Survey Response Summary Company A and B 

Individual / The Employee Company A Company B 

The employees attitude towards teleworking 

Impact on well-being 

Ensuring a comfortable working environment 

Impact on productivity 

Technical knowledge 

Impact on employees commute to work 

Impact on work-life balance 

Cost savings 

Impact on employees taking care of children 

5 

5 

5 

5 

3 

3 

4 

3 

3 

5 

5 

5 

5 

4 

5 

5 

5 

5 

Organizational / The Employer   

Cost savings 

Return on Investment 

Environmental Sustainability 

Accessibility of IT solutions for safe connections 

Accessibility of ICT for coordinating work 

Impact on recruitment and talent attraction 

Creating a workplace available for everyone 

Accessibility of software to achieve control and 

measure output of employees 

3 

5 

4 

5 

4 

4 

4 

2 

5 

5 

5 

5 

5 

5 

5 

5 
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9. Empirical Analysis 

As presented in the empirical findings in Chapter 8, three companies participated while 

conducting this master thesis. Two of the companies had implemented Telework and one 

had not. This provided us with insights from both perspectives. Furthermore, in 

accordance with literature (Offstein, 2011) we believe that organizations look at the 

benefits and concerns that impact the organization when evaluating a teleworking-

program. Some organizations weigh certain impacts more than others in the process, 

depending on the organization values and priorities. The impacts of Telework are based 

on findings from literature, which we believe cover most of the spectrum. The factors are 

split into two sub-categories, which are presented in table 8, whether it has an impact on 

the individual employee or the organization as a whole;  

 

Table 8. Summary of factors that have impact on either the individual or the organization. 

Individual / The Employee Organizational / The Employer 

 The employees attitude towards 
teleworking 

 Impact on well-being 

 Ensuring a comfortable 
working environment 

 Impact on productivity 

 Technical knowledge 

 Impact on employees’ 
commute to work 

 Impact on work-life balance 

 Cost savings 

 Impact on employees taking 
care of children 

 Cost savings 

 Return on Investment 

 Environmental Sustainability 

 Accessibility of IT solutions for safe 
connections 

 Accessibility of ICT for 
coordinating work 

 Impact on recruitment and talent 
attraction 

 Creating a workplace available for 
everyone 

 Accessibility of software to achieve 
control and measure output of 
employees 

 Vicinity to customers and clients 

 

9.1 Employee Attitude 

Through literature, we found that the employees attitude toward Telework is crucial, as 

an employer cannot force an employee to work from other places than what is conducted 

in the terms of employment, again, referring back to the case of CTrip (Bloom et al, 

2012). Company A and B jointly ranked this factor to be of high importance and 

Company C does not allow Telework, but according to the findings from the interview 

the organizations employees seemed positive toward the concept. The empirical findings 

support the literature found regarding the topic.  

9.2 Employee Well-being 

Well-being, generally defined as the employees’ psychological health is another factor of 

high importance to firms, stating that, without healthy employees, a firm is insufficient 

and not sustainable. All firms included in the study argued that the employees’ well-being 

is of high importance where different solutions were present to ensure thus. Company A 
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& B reasoned that teleworking promoted the well-being of their employees and in turn 

was valued highly when deciding to allow Telework, and Company C stated; 

 

“If our employees Telework, we cannot ensure their well-being”  

 

Reasoning against the use of Telework and stating that when an employee is present at 

the workplace it is easier to ensure their well-being and catching signals of psychological 

illness. Company C explained further that they have regular meetings with the employees 

every other week to ensure their well-being. We believe there is a possibility to do both, 

allow Telework and ensure well-being of the employees. As suggested in literature, 

Telework should not be applied full time for various reasons, where this may be one of 

the underlying causes.  

9.3 Ensuring a Comfortable Working Environment for employees 

Within the European Union, there are requirements set on employers to ensure a good 

working environment for their employees (see directive 2009/104/EC), whether they are 

working from an office or home. Company A and B stated that this factor was of high 

importance (5 out of 5) when deciding to allow Telework. Company C stated; 

 

“When people work off site, we cannot control the working environment, some may work 

from their sofa, which does not fulfill the criteria of ergonomics” - Company C 

 

Furthermore, Company C reasoned that this is one of the reasons why Telework was not 

implemented, since they cannot control the working environment for their employees 

when they are not at the office. We found this interesting, how come Company C has this 

standpoint when company A and B did not? They are all active in the same country, 

following the same laws and regulations. It may be a matter of costs, where company A 

and B had a larger budget able to ensure the working environment for their employees. 

9.4 Impact on the Employees Productivity  

Firms highlight the importance of teleworking employees’ productivity, as they need 

perform at the same level as when on the office. Literature concedes that Telework in 

general leads to higher productivity of the employees. Case studies looking at productivity 

and Telework show that teleworking employees sometimes even achieve a higher 

productivity when teleworking, in comparison to office-based employees. However, 

productivity is difficult to measure in different departments. Company A and B 

confirmed that productivity is of high importance (5 out of 5) when evaluating their 

implementation of Telework. Company C argued that it is important to distinguish work 

and life, and in the specific cases where Telework is allowed, productivity is not the key 

factor that lies as base for the decision. Company B reported that after implementing 

Telework, they have noticed that teleworking employees have in fact increased their 

productivity. 
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9.5 Employees Technical Knowledge 

Meaning whether it is important that the employee has technical knowledge or not (i.e. 

being autonomous) when deciding upon Telework, and to what level the technical 

knowledge is improved by the use of Telework. Company A and B reasoned that this was 

of medium importance (3 out of 5 and 4 out of 5 respective). We believe that it is 

important that the employee has enough technical knowledge and expertise within its area 

to be autonomous when teleworking as support often is easier performed in person. 

However, if proper ICT is in place, employees struggling with technical issues can seek 

help from the organization by virtual means. 

9.6 Impact on Employees Commute to Work 

This is by some seen as one of the most beneficial attributes that come with Telework 

and goes hand in hand with time management. Telework was in fact introduced to 

substitute the commute of employees to the workplace (Nilles, 1974; 1976). Company A 

reasoned that this was of medium importance (3 out of 5) and Company B that it was of 

high importance (5 out of 5) when deciding to allow Telework. Company C argued 

however that their headquarters were placed strategically to be easily accessed by all 

employees, location-wise, and later confirmed that the organization has satellite offices 

can be used by their employees to save time commuting.  

9.7 Impact on the Employees Work-Life Balance  

Work-life balance is by numerous researchers discussed as a factor for sustainable work 

and that it important to achieve job and life satisfaction for the employees. With the use 

of Telework, employees have the ability to structure their schedules to achieve a good 

work-life balance. Company B stated; 

 

“It is our global policy to allow Flexible Work hours and work places to help employees 

find their work-life balance” - Company B   

 

This indicated that work-life balance was likely to be the main factor when deciding to 

implement Telework. Both Company A and B reasoned that work-life balance was of 

high importance (5 out of 5) while Company C allowed employees to work flex-hours 

when necessary instead. Both Company A and B reported that after implementing 

Telework, they have experienced that their employees have achieved a better work-life 

balance, which is supported by our literature findings. 

9.8 Employee Cost Savings 

Cost savings for the employee, such as fuel and supplies, may be of more importance in 

specific regions. Regulations in Europe state that expenses that come with Telework 

should be paid by the employer as a whole. Company A reasoned that cost savings for 

the employee was of medium importance (3 out of 5) while company B reasoned that it 

was of high importance (5 out of 5).  
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9.9 Impact on Employees Taking Care of Children 

When Telework is implemented, scheduling for the employee generally becomes more 

flexible. This factor refers to what extent this is taken into account when evaluating 

Telework. Company A reasoned that this was of medium importance (3 out of 5) while 

Company B reasoned that it was of high importance (5 out of 5). Company C stated; 

 

“It is important to distinguish work and life, if you are home taking care of children, you 

should be taking care of children, not work.” - Company C 

 

Furthermore, Company C also reasoned that if the employee finds time to work when 

home with children, they are allowed to work from home if it does not have a negative 

impact on the actual reason for staying home from work.  

9.10 Organizational Cost Savings 

Organizational cost savings, such as office space and supplies are generally lowered with 

the use of Telework, allowing firms to downsize their offices and lower rents (IBM, 2009; 

Herzog & Grant, 2002; Lister & Harnish, 2013). Company A ranked cost savings for the 

organization as of medium importance (3 out of 5) while Company B ranked it as of 

having high importance (5 out of 5) in the decision-making process. Both Company A 

and B reported that after implementing Telework, they have experienced reduced costs of 

offices and office-related supplies.   

9.11 The Organization’s Return on Investment  

When Telework is implemented, there is an investment taking place as the employees 

must be supplied with equipment and software to support virtual work. The investment 

covers both soft- and hardware, together with possible furniture to support ergonomics 

and comfortability to the same level as the regular office. Company A and B jointly 

ranked the return on investment to be of high importance (5 out of 5)   

9.12 Environmental Sustainability 

We believe that sustainability is of high importance when making a business and all 

processes should be evaluated of how to make them as sustainable as possible.  Telework 

is discussed in in literature to promote environmental sustainability by reducing the 

commute to work for employees and thus fuel savings (Larson & Zhao, 2017; Peréz 

2004; Scheele & Ohlson, 1998). Company A reasoned that this was of medium-high 

importance (4 out of 5) and Company B reasoned that it was of high importance (5 out 

of 5) when evaluating Telework as a strategic choice. Company C had other initiatives 

promoting an environmentally sustainable business such as subsidized local traffic and 

solely leasing “green” cars for employees. They also argued that their headquarters was 

placed on such a location that it is easily reached by local traffic, which promotes 

environmental sustainability as no cars have to be used to get to the office. 
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9.13 Accessibility of IT Solutions for Safe Connections 

When working from any remote connection, we highlight the importance of issuing a safe 

and stable connection to the organization's network in accordance with literature (James, 

2011. Company A and B both ranked this factor as of high importance (5 out of 5). 

Furthermore, Company C also pointed out that it is very important, and that they had 

such solutions in place, for the occasions when their employees had to work from home.  

9.14 Accessibility of ICT for Coordinating Work  

We believe that it is important for any type of business to have good coordination 
between employees, which is especially important when having a virtual workforce that 
teleworks. Looking at previous cases, weak coordination may have been the underlying 
factor that made IBM and Yahoo remove their teleworking-programs. There is software 
promoting coordination that has emerged with recent ICT (see Chapter 4.4.2: Managing 
Control, ICT and Coordination). Company A ranked coordination to be of medium-high 
importance (4 out of 5) and Company B ranked it to be of high importance (5 out of 5) 
while Company C stated that they have not yet implemented any ICT to promote 
coordination, but seemed interested what ICT could do for their organization as they had 
some coordination issues to date. Concluding that coordination is of importance no 
matter what type of organization you have, it should be seen as especially important 
within teleworking. 

9.15 Impact on Recruitment and Talent Attraction  

Teleworking has been noted to be demanded by especially talented employees. When 
such employees are looking at offers from two employers, they generally pick the 
employer that allows Telework. Teleworking has shown further result in attracting more 
employees in general, mainly from the younger workforce valuing flexibility. Company A 
ranked Recruitment and Talent attraction to be of medium-high importance (4 out of 5) 
and Company B reasoned that it is of high importance (5 out of 5) when deciding to 
implement Telework. 

9.16 Creating a Workplace Available for Everyone  

We believe that Telework allows anyone to work for a certain employer and that it 
removes prejudice and discrimination from the workplace. It also supports disabled 
employees to be employed. Company A reasoned that this was of medium-high 
importance (4 out of 5) while Company B reasoned that it was of high importance (5 out 
of 5).  
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9.17 Summary of Analysis 

Throughout the empirical findings, we found similar attitudes from Company A and B, to 

a generalized extent indicating that they value the same, or similar, factors. The impact of 

Telework on the employee seemed to be in focus. Company A supported findings from 

literature addressing cost savings for the organization and both Company A and B 

perceived that teleworking increased the work-life balance of their employees. Company 

A reported to have had difficulties with coordination with teleworking employees which 

stresses the fact from literature that coordination is hard. We found that the organizations 

agreed upon a number of things, we believe that a common denominator for all 

participating companies is that, the structure of work has changed, where Company A 

and B had regulations (i.e. telework) to align with the new structures and Company C met 

the new structure with non-official regulations. We believe the companies agreed upon 

the following: 

 

 Telework comes with both benefits and concerns 

 The employee is in focus and the worker’s well-being is highly important 

 Work is no longer performed in the traditional way of strict working hours from 

the main office 

 Coordination is hard, and it can be improved with the use of ICT 
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10. Discussion 

This section aims to answer the framed research questions found in Chapter 1.6 with 

findings from literature and analysis with the structure of a discussion. As presented in 

the systematic literature review, the possible benefits that come with Telework are 

nonetheless extensive, while there are also numerous concerns that must be addressed. 

We would like begin with pointing out that not all types of organizations are fit for 

Telework, which will be discussed. Through literature we find that even big organizations 

such as Yahoo (Greene, 2014; Global Workplace Analytics, 2013) and IBM struggle 

(Tenner, 2018) which led to both organizations discarding Telework. We believe this 

indicates that teleworking needs development.  

 

In order to answer our main research question “How can Telework be developed to meet 

the changing demands of modern organizations and their employees?” that was derived 

from the problem formulation, we will make use of the sub-research questions. The 

chapter is structured as follows: 

 

The first section of the discussion will address the sub-research questions of “Are there 

any geographically based themes that can be derived from previous research that may lead 

to that some geographical locations are more open toward telework?” where we discuss 

the themes found and how they may be connected to an openness to Telework. The 

following section addresses “What factors lie as base when decision about Telework is 

made?” where we discuss factors that influence the decision to implement Telework. The 

third section will address “How can organizations overcome the obstacles of Telework 

and leverage on the advantages?” where we discuss the obstacles that organizations face, 

and how they may overcome such. Lastly, the final section will address the main research 

question. This section aims to answer the main research question with use of the sub-

research questions. 

10.1 Geographical Impact of Telework 

Are there any geographically based themes that can be derived from previous research 

that may lead to that some geographical locations are more open toward telework? 

 

Aligned with our standpoints as social constructionists and as derived from literature, we 

find that Telework impacts both the individual and the organization. Furthermore, the 

success of a teleworking-program depends on both parties. Moreover, it is believed that 

both the individual and the organization will evaluate Telework from their own point of 

view, and only be considered if the benefits outweigh the costs that come with it 

(Illegems and Verbeke, 2003). If organizations find Telework beneficial they may offer it 

to their employees, however, due to regulations in the EU (ETUC, UNICE, UEAPME 

and CEEP, 2006), employees can reject the offer without further consequences. Simply 

put: organizations cannot force employees into teleworking. We found that organizations 

base their decision on three types of factors; one, organizational-related factors such as 

cost savings and ability to control and coordinate. Two, individual-related factors such as 

employee productivity, satisfaction and work-life balance and lastly, external factors such 

as CSR, which in turn affects all involved parties. 
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From our analysis, we found that some of these factors that impact individuals and the 

organization may vary depending on location. More specifically, we identified themes that 

vary across regions, such themes were: commuting times, digital feasibility and office 

space costs. Mokhtarian and Salomon (1996) found that a long commute is likely to 

increase the want of an employee to Telework. Moreover, we believe commuting time 

affects the employee and its perceived outcome of Telework. Based on the reflection that 

an employee with a long commute to work is likely to realize that the commute can be 

subsidized with Telework, and hence find it as a benefit when considering the 

arrangement. Furthermore, we believe that digital feasibility affects the organization in 

terms of adapting ICT to control and coordinate employees. This reflection is based on 

triangulation of literature that Telework depends on, and is made possible with the use of 

technology (Dimitrova, 2003; Messenger and Gschwind, 2016; Lee, 2015) with empirical 

findings stating that ICT to control and coordinate employees should be available. Lastly, 

we believe that cost savings impacts the organization when considering Telework. This 

reflection was also triangulated from analyzing literature that finds some organizations to 

implement Telework with the driver to reduce office space costs (Madsen, 2003; Kurland 

and Bailey, 1999; IBM, 2009; Lister and Harnish, 2013; Herzog & Grant, 2002) and our 

empirical findings that found organizations to look at cost savings (such as office costs) 

when deciding upon implementing Telework.  

 

To summarize and address the sub-research question more clearly: we believe that 

geographical location may have an impact on the adoption of Telework. This insight is 

based on three identified drivers that vary across regions: commuting time, digital 

feasibility and office space cost. High commuting time is likely to result in the employee 

having a favorable attitude toward teleworking. A country is likely to have a better setting 

of adapting ICT that promotes the use of Telework if the country is considered to be 

“digitized”. Lastly, high costs would drive the organization to reduce such, which is 

believed to be done by decentralizing the office with the use of Telework.  

10.2 The Decision-Making Process 

What factors lie as base when decision about Telework is made? 

 

We believe that organizations tend to look at both individual and organizational factors 

when considering Telework. Moreover, priorities within the decision-making process may 

vary depending on where the organization is situated, which may be influenced by the 

culture of the country and “way of doing business”. Priorities of this type could be such 

as valuing performance and productivity increase over employee well-being. Also, an 

organization is likely to prioritize differently depending on what aspects they value the 

most and how they can cope with trade-offs that might occur. According to our findings 

from literature and how the participating companies made their decision regarding 

Telework, we found that the participating organizations valued individual benefits and 

impacts highly, i.e. companies want to provide a good workplace and work-life balance 

and  for their employees. On the other hand, organizations are likely to evaluate the 

financial outcome of the Telework as well (Offstein, 2011) which was triangulated with 

findings from empirics, where organizations valued the return on investment of the 

teleworking-program and cost savings obtained from office space reductions. 
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Furthermore, our overall impression is that downsizing offices and obtaining cost savings 

are believed to be a main driver of Telework for the organization (IBM, 2009; Lister and 

Harnish, 2013; Herzog & Grant, 2002). Moreover, due to the growing trend of 

organizations “going green” and becoming more sustainable, we found that the 

environmental impact of Telework may be an additional driver in the decision-making 

process. This insight is based on how external parties perceive companies that are 

environmentally sustainable (Harpaz, 2002; Martin & MacDonnell, 2012). Lastly, 

organizations are not likely to implement Telework if they find themselves to have an 

insufficient technological setting. This reflection is based on empirical findings where the 

participating companies looked at the accessibility of IT and ICT prior to implementing 

Telework. To summarize: organizations differ and factors that base their decision will 

vary, and may vary depending on where the organization is located. Furthermore, cost 

savings, employee well-being, environmental sustainability and accessibility of IT and ICT 

have been identified as key drivers. 

10.3 Adopting to Teleworking Types 

How can organizations overcome the obstacles of Telework and leverage on the 

advantages? 

 

We would like start off with pointing out that not all types of organizations are fit for 

Telework. We somewhat agree with previous research (Madsen, 2003) that there are 

elements of Telework that are different compared to traditional work. However, as many 

tasks are becoming more digitized (e.g. moving from physical documents to computer-

based documents) we believe that the gap between working at an office and working 

from any other location will be narrowed in the future workplace. As Lister & Harnish 

(2013) puts it, organizations will regularly update their technology to more modern 

versions, and the trend is that new technology is going toward becoming more mobile.  

This may result in that organizations will invest in tools that can be used for teleworking 

purposes, without necessarily adopting teleworking as a norm within their workplace. 

Hence, organizations may develop towards being eligible for Telework without knowing 

it. Organizations developing toward new (mobile) technology could possibly lead to that 

these organizations may find it useful to implement teleworking practices. 

 

For Telework to be successfully implemented to a wider extent within organizations the 

benefits and challenges need to be understood and the benefits need to outweigh the 

challenges (Illegems and Verbeke, 2003). We believe that Telework could be implemented 

in most industries. This statement is supported by theoretical (IBM, 2009; Bloom et al, 

2012; Global Workplace Analytics, 2013; Lister & Harnish, 2013) together empirical 

findings, considering that there is often at least some positions where work is knowledge 

and information intensive and can be performed at any location within organization 

(Daniels et al., 2000). 

 

While discussing benefits and challenges, we believe that all employers want their staff to 

have as many benefits as possible that increases their overall life satisfaction. Therefore, 

when discussing whether teleworking should be implemented it often revolves around 

how to solve possible obstacles. 

 

https://www.trpc.org/ArchiveCenter/ViewFile/Item/53
https://www.nextgov.com/media/gbc/docs/pdfs_edit/112113ww.pdf
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As seen from the results, Company A have experience some difficulties in coordinating 

work between employees that are teleworking but it is manageable, while Company B has 

not seen any noticeable difficulties in coordination. Company C does not apply Telework 

on a regular basis, except for some special occasions, but expresses that coordination can 

be difficult even without Telework as a working method. Even though Company A 

found difficulties in coordination, their employees only used Telework one day per week 

in average, which may have reduced the internal issues lack of coordination brings, as 

their overall perception of Telework was still highly positive. With this information it 

could be argued that having employees use Telework not too often helps to reduce the 

effects that long-term lack of coordination has. Company B does not have any issues with 

lack of coordination. We believe that this is due to the fact that they have a structured 

teleworking strategy, and have specific tools to cope with coordination. Company C 

stated that they find it challenging to coordinate work even without Telework being 

officially implemented. As Telework is only applied for special occasions and they do not 

have any specific routines when an employee teleworks, which makes us believe that the 

ability to coordinate work would be easier if teleworking would be applied. An 

organization that has difficulties with aspects that are elevated with teleworking may 

therefore have the perception that Telework is not the method they need to implement to 

solve the problem. According to this, we agree with Daniels et al. (2000) and D’Amours 

(2001) that the lack of coordination may have an effect on the perception of Telework.  

 

Some organizations may need training in order to successfully leveraging from using 

Telework. Company C expressed that they do not have much applied ICT within the 

organization related to task handling and coordination except for some basic 

communication tools. Also, Company C stated that they are in a transition phase and 

moving toward digitizing their tasks. This may imply that all of their employees are 

comfortable with substituting their current tools with ICT solutions just yet. We believe 

that this may also affect the decision-making process of adopting Telework where many 

tasks should be digitized in order for the productivity levels of the employees to remain 

the same or increase. Company B, who are mainly within the IT industry, which may 

attract technologically skilled employees. As Company B has adopted teleworking as a 

method and are satisfied with it, their employees may be more comfortable using ICT 

tools than the employees in Company C. This makes us support McDowall & Kinman 

(2017), who addresses the importance of employee training, in order for Telework to be 

perceived as a suitable method from an individual’s perspective. By including training for 

all employees, we believe that workers will become more confident in working with ICT, 

which will lead to that many challenges expressed within previous research with regards 

to Telework, can be solved. Comfortability of using ICT and solving ICT related issues 

may require some technological expertise. How well the worker can handle ICT and 

thereby adopt Telework as a working can also be discussed based on age and education 

level, as some may say that younger workers generally are more skilled with computer 

related issues than older generations. The impact of generations and technological skills 

has however not been investigated within this master thesis, but it may imply that older 

workers may need more training than younger employees. Furthermore, training does not 

only involve the use of ICT and technology, but also learning how to maintain well-being 

while teleworking. However, it is important that an organization includes every employee 

if a Telework strategy is considered. If not everyone is included, the workplace could be 

perceived as discriminatory, which in turn may affect the culture within the organization 

and reduce employee satisfaction. 

https://books.google.se/books?id=cDMaAAAACAAJ&dq=T%C3%A9l%C3%A9travail,+concilier+performance+et+qualit%C3%A9+de+vie&hl=sv&sa=X&ved=0ahUKEwjGq_SftYXbAhUhQJoKHds-BToQ6AEIKDAA
https://books.google.se/books?id=cDMaAAAACAAJ&dq=T%C3%A9l%C3%A9travail,+concilier+performance+et+qualit%C3%A9+de+vie&hl=sv&sa=X&ved=0ahUKEwjGq_SftYXbAhUhQJoKHds-BToQ6AEIKDAA
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As social constructionists we believe that individuals and organizations may experience 

benefits and challenges differently, based on their gained experiences and knowledge 

from society, which in turn may affect the perceived impact of Telework. For Telework 

to increase productivity for workers, distractions need to be lower at the teleworking 

retreat than at the central office in order to gain productivity (Van der Meulen, et al., 

2012). Thus, we believe that teleworkers may find distractions in different elements and 

that the location where a worker finds least distraction may of course be of individualistic 

character. Therefore, we believe that an organization needs to be supply different 

methods of Telework in order for employees to find their preferred working location. 

Employers or managers need to be able to provide a suitable place to work for 

teleworkers where the individual’s distractions are minimal. By having different options 

of Telework, we further believe that the employer has a bigger chance of not excluding 

any employees from the initiative, as exclusion may hurt the corporate culture (McDavid, 

1985; Kurland and Egan, 1999). Hence, each employee needs to have the option to 

choose Telework method that suits their individual needs best. 

10.3 Teleworking Types and Possible Development 

To discuss whether teleworking can be developed we want to emphasize that there are 

different types of Telework, which are presented in Chapter 2.1.3. When considering 

Telework, we believe that the organization should contemplate its different types. When 

doing so, the organization must initially scrutinize the needs of the organization and its 

employees together with what the teleworking-program aims to achieve. With this section 

we aim to address how teleworking can be developed with regards to the four 

teleworking modes that were presented by Kurland & Bailey (1999): The Home Office, 

The Satellite Office, The Neighborhood Work Center and Mobile Working. 

 

We have identified common denominators that appear in all four types of Telework. 

These common themes were assembled by us through analysis of literature where 

impacts have been clustered into key areas of interest. The areas identified are: 

“Flexibility”, which considers the impacts on the employees’ flexibility and time 

management, “Control”, which considers the ability for the organization to obtain 

control, “Social Interaction”, which includes the ability for the employee to avoid social 

and professional isolation and “Sustainability”, which includes the perceived 

environmental impact of the teleworking mode. The impact of each teleworking-type is 

summarized in Figure 9 with the level of impact categorized as “high”, “medium” or 

“low”. Below we summarize the different working types. 

 

If the home office is utilized, we believe that the environmental impact will be reduced 

heavily (Scheele & Ohlson, 1998; Koenig, et al., 1996; Mokhtarian & Varma, 1998; Peréz, 

2004; Telstra, 2012; Harbor et al., 2015), as the commute is removed. Also, we believe 

that an employee’s ability to be flexible will be very high, as also stated in literature (Kent 

& Williams 1990). The return on investment for the organization may be high as the 

investment mostly revolves around creating a good working environment for the 

employees with suitable tools that are need and internet connection so that work can 

proceed as usual (Offstein, 2011). Also, creating an office in the employees’ home may 

need investments in ergonomic furniture and providing the needed working environment 

https://www.telstra.com.au/business-enterprise/download/document/business-case-study-telstra-teleworking.pdf
https://www.cta.tech/CTA/media/policyImages/Telecommuting-e-Commerce-Study.pdf?utm_campaign=%23EEDay2016&utm_content=39864777&utm_medium=social&utm_source=twitter
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(Broughton, 2007; ETUC et al., 2006) with minimal distraction (Van der Meulen et al., 

2012). 

 

By introducing a satellite office the environmental benefits can be seen lower than the 

home office, however, it is still believed to be lower than keeping employees commute to 

the main office (Kent & Williams 1990). The commute for employees may be reduced as 

they generally will travel shorter distances (Peréz, 2004). The return on investment for a 

satellite office is dependent of the current cost for office space and the cost for 

implementing a new office. However, satellite offices are generally placed in suburban 

areas where rent is lower (Kurland & Bailey, 1999). We believe that it is easier to establish 

and ensure a good working environment within satellite offices compared to the home 

office as the setting is similar to the main office. The satellite office may also provide 

easier access to technical support if there are any troubles with the technology that is 

provided as a result of the Telework initiative (Kurland & Bailey, 1999). 

 

Neighborhood work centers have similarities to both the home office and the Satellite 

office (Kurland & Bailey, 1999). The commute may be shorter compared to commuting 

to the main office, which reduces commuting time and distance (Peréz, 2004). Using a 

NWC results in that the organization may not need any investments with regards to office 

environment as the office environment is depending on the quality of the chosen NWC 

(Kurland & Bailey, 1999; Offstein, 2009). However, working at a NWC may not be 

without investments as some may charge for leasing office space at a NWC, which can 

have an effect on the total ROI of a teleworking program compared to, for example the 

Home office, in a long-term perspective (Offstein, 2009). 

 

Enabling Telework through a mobile office will be create high flexibility for the 

employee, given that the employee can work from wherever it pleases (e.g. cafés, while 

travelling, etcetera). This leads to that the commute may be shorter than if they were to 

commute to the central office every day (Kurland & Bailey, 1999). The ROI for the 

company would be high, as the only investments are within providing software and 

technology with the return of reduced office space costs (Offstein, 2009). However, 

implementing mobile working does entail that the organization cannot ensure a suitable 

working environment for the employee. Working in environments that are not built for 

office work implies that difficulties to comply with laws and regulations are a result of 

mobile working (Kurland & Bailey, 1999). 
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Figure 9: Summarizing generalized impacts of different modes of Telework with clustered 

categories of effects based on literature and own reflections (Kent & Williams, 1990; 

Kurland & Bailey, 1999; Peréz, 2004).  

 

In order to develop the different types of Telework we discuss the impacts of how these 

four modes may be developed by implementation of ICT. An illustration of our 

reasoning can be found in Figure 10. 

 

As found in previous research, many of the challenges within Telework can be related to 

lack of implementation of tools and ICT related software. With the availability for ICT 

increasing the ability to tackle said challenges is easier in today’s society (Lister & Harnish, 

2013). It can also be seen that the needed solutions for implementation of Telework is 

adopted by organizations anyway, as the trend within technology is that it is developed to 

become more mobile (Lister & Harnish, 2013). As seen in our empirical findings, 

Company B who has an well-established Telework program, managers are able to have 

more control and teams are able to coordinate their work better, which will stimulate the 

perception of Telework from an organizational perspective which also can be found in 

literature (Gajendran and Harrison 2007; Thompson, 1967; Ouchi 1979;  Eisenhardt, 

1985). Furthermore, ICT can also improve perception of Telework and the work life 

from an employee’s perspective enabling digital routines within work instead of physical 

(e.g. digital documents instead of physical documents), which enables more tasks being fit 

to be executed while teleworking. ICT can also be used to increase the communication 

with managers and within teams (Jaramillo & Richardson 2017; Sánchez & Carro, 2017; 

Wang, 2014; Finney, 2013; Ryder & Moon, 2017), which can help to reduce the 

professional and social isolation, making us believe that knowledge workers are becoming 

less place dependent. 

 

As a consequence of enabling Telework through ICT, the factors of environmental 

impact and return on investment of  Telework will have different outcomes depending on 

which mode the organization will provide for their employees in terms of value added 

(Offstein, 2011; Peréz, 2004). The environmental impact is based on the commuting 

patterns and energy consumption of the employees while the return on investment is 

https://www.ncbi.nlm.nih.gov/pubmed/18020794
https://pubsonline.informs.org/doi/abs/10.1287/mnsc.25.9.833
https://books.google.se/books?id=APKADQAAQBAJ&pg=PA255&dq=trello+telework&hl=sv&sa=X&ved=0ahUKEwji89Oi3ofbAhUFkCwKHQRNDHEQ6AEIKDAA#v=onepage&q=trello&f=false
https://books.google.se/books?id=9S3bDgAAQBAJ&pg=PT200&dq=telework+skype&hl=sv&sa=X&ved=0ahUKEwjRhKHI24fbAhXF3CwKHeWOA3IQ6AEILzAB#v=onepage&q=telework%20skype&f=false
https://books.google.se/books?id=wAOXBQAAQBAJ&printsec=frontcover&hl=sv#v=onepage&q&f=false
https://books.google.se/books?id=OigMfHnR1BQC&pg=PT150&dq=telework+skype&hl=sv&sa=X&ved=0ahUKEwjRhKHI24fbAhXF3CwKHeWOA3IQ6AEIUTAF#v=onepage&q=telework%20skype&f=false
https://info.trello.com/hubfs/Trello-Embrace-Remote-Work-Ultimate-Guide.pdf


77 
 

based on to which extent organization will be able to reduce their office space cost. The 

chosen Telework mode may be decided depending on what the organization values the 

most (Offstein, 2011). Some organizations may value full flexibility for employees more 

than the controlling aspects, which entails that the managers have trust in their 

employees. Other organizations may revolve their decision-making around maintaining 

control of their processes, which may result in implementing other modes of Telework 

(Scheele & Ohlson, 1998; Koenig et al., 1996; Mokhtarian & Varma, 1998; Peréz, 2004; 

Telstra, 2012; Harbor et al., 2015). Lastly, there are organizations in the middle of full 

flexibility for employees and full control, valuing the organizational challenges and 

employee challenges equal, which may in-turn, affect the decision-making process.  

  

 
Figure 10: Summarizing generalized impacts of different modes of Telework with 

clustered categories of effects based our interpretation and reflection of how Telework 

can be developed with help of ICT. 

 

 

 

 

 

 

 

  

https://www.telstra.com.au/business-enterprise/download/document/business-case-study-telstra-teleworking.pdf
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11. Conclusions 

Main Research question 

 How can Telework be developed to meet the changing demands of modern 

organizations and their employees? 

 

Sub Research Questions / Operationalization 

 Can any geographically based themes be derived from previous research that may 

lead to that some geographical locations being more open toward telework? 

 What factors lie as base when decision about Telework is made? 

 How can organizations overcome the obstacles of Telework and leverage on the 

advantages? 

 

 

Initially, we conclude that traditional work as we know it is past its expiration date, where 

organizations need to adapt to meet the needs of the new workforce. Roughly, the “modern” 

employee values sustainability and flexibility high, where we found that some employees may value 

such over increased pay. We conclude that Telework is a possible way to adapt to the new 

demands, while becoming an organization ready for the future. Moreover, a digital organization 

that allows employees to Telework would attract and retain employees driven by both flexibility 

and sustainability. Furthermore, we find that if executed properly, the benefits of Telework by far 

outweigh its concerns; this statement applies for both the employee and the organization. 

 

We find that Telework is a mutual agreement between the organization and its employees. Both 

parties will consider the option only if they (independently) find it beneficial. From a social 

constructionist point of view, the key to a successful Telework-program cannot be found on a 

piece of paper, but rather through a transparent conversation between the involved parties that 

discusses what the program aims to achieve, where the success depends on factors that vary and are 

valued differently depending on context. We suggest that the success depends to a large extent of 

understanding the aims of the program and neither the organization or individual abusing it for 

their own winnings, such as, accepting teleworking to work less or offer Telework to solely cut 

costs for the organization. Furthermore, we found that organizations and individuals value 

different things when considering Telework. For the organization, we find that its financial 

attractiveness is a driving factor. Even though the organization finds Telework to be attractive, 

employees may reject the offer without further consequences. In other words, the organization 

must communicate the impact it would have on the employee and the employee will in turn only 

accept if it finds it to be beneficial for its personal needs. This means that the organization must 

consider the needs of the employee, together with its financial attractiveness for the organization. 

 

Moreover, we found patterns indicating regional differences that we believe impact the adoption 

and decision-making of Telework, addressing both the drivers of the organizations and its 

employees. Such drivers were: office space cost, where a high cost will drive the organization to 

adapt to lower its cost; Commuting times, where a high commute will drive the employee to adapt 

to become more flexible; Digital feasibility, where a digital economy will drive both the 

organization and employee to adopt Telework. Furthermore, we identified countries that are likely 
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to benefit from Telework due to the above-mentioned drivers. These countries were: Sweden, 

Finland, Ireland, Luxembourg, the Netherlands and the United Kingdom, who all scored amongst 

the top-10 in all three drivers. Other countries identified two scored amongst the top-10 in two 

drivers were: Belgium, Denmark and Germany. We believe these nine countries are likely to adopt 

Telework to a higher extent in coming years.  

 

We found that decision to adopt Telework is made depending on the perceived outcome of the 

teleworking-program. Organizations consider the financial attractiveness of Telework and its ability 

to coordinate, control and communicate with teleworking employees, i.e., its ability to effectively 

execute the program. This takes us to the obstacles of Telework, which are connected to the above-

mentioned reasons. We identified obstacles which may have influenced the historical low adoption 

to Telework and the seemingly low adoption to date. We suggest that many of the obstacles can be 

resolved with the use of ICT, which if properly executed, also would allow organizations to 

leverage on the advantages that come with Telework. Having said this, we believe that there is no 

secret recipe to a successful teleworking-program, it is mere a combination of understanding the 

potential and determining its fit for the organization and its employees. While ICT can act as a tool 

to assist the process and its success – it should only be seen as a tool and nothing more, the success 

is determined by the involved parties and their ability to cooperate and properly adapt to the 

changed environment and routines that come with Telework. 

 

11.1 Future Research 

With this master thesis, we have scratched the surface of the topic of Telework in a more 

digitalized society. In this chapter we propose, what we believe can be of importance in order to 

develop further understanding of the topic. 

 

We suggest that there should be further research within geographical aspects and how it relates to 

the adoption of Telework is of interest. This is needed in order to further understand how different 

cultures may perceive Telework as a working method.  

 

We believe that future work should involve a more thorough investigation of how the development 

of ICT and technology impacts and their organizations. This can be done both through 

qualitatively focusing on a single case or through quantitative effect studies. 

 

With people becoming more comfortable using technology and new forms of technology are 

becoming ubiquitous, we believe that new efforts should be made with regards to determining the 

optimal extent of Telework with regards to hours worked while teleworking per week. 

 

Through our work we found that the four different types of Telework may be developed. 

However, our hypothesis of the outcome that follows the implementation of ICT within the four 

types of Telework needs to be settled. Therefore, we suggest that a comparative study should be 

conducted, where teleworkers that frequently use ICT are compared with teleworkers that do not 

frequently use ICT. 
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