Management Methods

Managing your employees from a remote location isn't new. To insure the success of your telework program, be aware of the following tips and traps: 

· Close supervision isn't necessarily good supervision. Good supervision can be achieved without being close in proximity. 

· In order for the teleworkers to succeed at teleworking, you need to succeed at supervising. This is a win-win situation for you and your employees. 

· Understand that there is resistance to managing employees from a remote location.  That resistance does not translate to an impossible obstacle or unachievable goal. 

· You'll be managing by objectives and results instead of managing by observation. 

· It's alright to drop out of the program. This arrangement is not cast in concrete. 

· There are adjustments that need to be made in the workplace for teleworking to be successful. Several items which need consideration are: 

· Isolation 

· Change in management philosophy 

· Workers compensation liability
· Security of proprietary information 

· Spend time addressing the issues before the teleworkers relocate to their remote offices. Part-time teleworking alleviates the isolation and management philosophy concerns. Implement procedures to keep these issues from growing into problems. 

· This program brings a tremendous amount of flexibility into your work environment. Take advantage of that flexibility. 

Managing by objectives

Managing by objectives is a management tool that affords you and your employees the capability of clearly communicating your expectations as a supervisor and the employee's capabilities as a teleworker. (You may find this tool so successful that you will implement it as a means of managing all of your employees!) Implementation of MBO's can be accomplished as follows:

Prepare an itemized list of what you can expect from the employee. This list can be on a weekly, monthly, or quarterly basis. You have the flexibility of establishing objectives in a format that will be easy for you to administer. 

Include the teleworker in the process of establishing objectives. This enables the employee to have valuable input concerning his/her probability of accomplishing the expectations. 

Establish a matrix or a graph and clearly define what the teleworker needs to accomplish to be rated unsatisfactory, satisfactory, or excellent. Be very explicit about what you expect from the employee. 

Create a document to support your agreement. You can treat this document as a contract between you and the teleworker, agreeing upon what is expected. Provide a space for signatures, and be sure you and the teleworker sign it. 

Track the results. If you're establishing weekly objectives, schedule a meeting in a week to review the teleworker’s accomplishments. Use this as a dynamic document, capable of changing when necessary. This will enable you and the teleworker to instantly determine whether or not the teleworker is successful. Maintain a copy of the objectives in the employee's personnel file and make a copy for the employee to keep. Employees feel they have more control over their destiny if they too can track their success. 

This management tool will allow you the capability of managing the products that your employees produce, not the process they employ to reach the goal. In many instances, your focus should not be on how the employee accomplishes the task, but instead on the task being accomplished in a timely manner and the employee's work being complete.

ISSUES

Before the teleworkers relocate to their remote offices, make sure that you are aware of the following sensitive issues:

Technology and how to use it: Communication technologies provide you with efficient mediums to communicate with your teleworkers. The different technologies available for utilization are: 

· Voice Mail
· Electronic Mail 

· Pocket Pagers
· Facsimile Machines 

The teleworking application you're implementing will dictate what technologies are necessary to support your efforts. Once the application and technology have been identified, you'll be capable of continuing business as usual. Establish a system with your teleworkers so they understand the need to check their electronic mail and voice mail frequently for messages. Remember you're only a phone call away, whether it is over the telephone, a fax machine, electronic mail, voice mail or a pocket pager.

Managing non-teleworkers
Managing the employees who aren't teleworking: Use your management skills to formulate the implementation plan for your group's program. As you identify the participants in the teleworking program, it's necessary to work carefully with the non-teleworkers to avoid the feelings of resentment, which can form regarding "why was that person chosen instead of me?" Prepare in advance the necessary documentation you'll need to support the decision of why an employee was chosen to participate instead of another employee. Should you have non-teleworking employees who have been excluded from participating in the project due to job performance, a program may be implemented to assist these employees in raising their job performance rating to a level, which will allow them to participate in the project. It's up to you, the supervisor, to communicate this information to the employees.

Team effort: The non-teleworkers are as critical to the program's effectiveness as the teleworkers. Your work group is successful due to the efforts of all members of the team. Understanding the individual components of what makes your team successful will guarantee continued success. 

Support strategies: The non-teleworkers shouldn't be expected to do extra work in the office while the teleworkers are working from their off-site locations. Establish mutual strategies to support the non-teleworkers as well as the teleworkers. 

Communication links: Establish guidelines for contacting the teleworkers when an issue arises in the office that requires immediate action. Don't expect the non-teleworkers to work on their own assignments as well as handling problems for the teleworkers, while the teleworkers are working from their remote location. 

Establish guidelines for answering the teleworker's phones while they are teleworking. Include the secretaries and receptionists in the process of formulating what they'll say when they answer the phone. Refrain from advising incoming callers, "Ms. Jones is at home today." Instead, use the phrase; "Ms. Jones is unavailable at this time. I'll be happy to have her return your call as soon as she is available."

Establish guidelines for the teleworkers to call the office at regular intervals. Determine whether it will be the teleworker’s responsibility to call the secretary for messages or if it will be the secretary's responsibility to call the teleworker with messages. Provide the secretaries and receptionists with a list of the teleworker's home phone numbers. Your department may find forwarding the teleworker's lines to voice mail is a satisfactory method of insuring their calls are answered without adding extra work for the secretaries and receptionists.

Keep a log of the incoming calls answered by the secretary or receptionist for the teleworker. This will assist in determining how much extra work has been generated as a result of the teleworking program. The log will also provide documentation showing when the call came into the office, and when it was passed to the teleworker.

The existing social network: The non-teleworkers must understand that the social interaction within the office will change with the advent of teleworking. Their best buddy with whom they share coffee breaks and lunch hours with may no longer be available to spend that time with them. The non-teleworkers will, no doubt, experience an unbelievably quiet environment when the program first begins. 

Contingency plans: Establish Murphy's Law strategies to guide the work group through every "what if" situation pertinent to the team as a whole. Encourage the telecommuters and non-telecommuters to jointly participate in this exercise. 

What happens if it's NOT working?

Not everyone who tries teleworking is successful. While the screening survey process attempts to qualify successful teleworkers, it's not a total guarantee that the selected teleworkers will be happy or successful teleworking. Some reasons why the teleworker may need to terminate participation in the program are:

Uncontrollable distractions: The neighbors and the family just don't understand that when the employee is at home he/she is unavailable for other activities. 

Cabin fever: Being at home 24 hours a day becomes unacceptable. 

Productivity and/or quality of work: The employee's productivity and/or the quality of the employee's work has declined since the employee has been participating in the teleworking program. 

Desire or need to be around people: The employee discovers the need for social interaction is a critical factor in his/her work life. 

If it becomes apparent that the employee must terminate participating in the project, don't hold a grudge against the employee because he/she was unsuccessful in his/her efforts. Help the employee understand that he/she is of value to the organization and bring the employee back into the office as quickly as possible. Use this as a developmental opportunity to coach the employee in an area of weakness and create an area of strength.

