














Praise for Making Telework Work


“Making Telework Work is a timely and invaluable book for any leader whose supervisory responsibilities extend not only domestically but globally. Offstein and Morwick are masters on this topic, having spent their careers helping others and presenting a seemingly daunting concept into an easy to learn, step-by-step process . . . this timely and important book is essential. This is not for the faint-hearted. It’s relevant and powerful and a must-read for the manager who wants to succeed in today’s competitive global economy NOW.”


—Ralph Jordan, President / CEO of Trident Health Resources, Inc.


“With higher gas prices, deteriorating infrastructures, and the demands for more flexible schedules from younger workers, telework is not just a ‘good idea,’ it has become an imperative. The authors lay out, in an easy-to-read format, how to move from idea to implementation of something I predict within the next generation will be the norm.”


—Dr. Miles K. Davis, Associate Professor of Management and Director of the Institute for Entrepreneurship in the Harry F. Byrd Jr. School of Business at Shenandoah University


“It goes without saying that our world has changed. . . . The way we do work has changed and the way we need to think about work has changed. . . . This is truly the book on leadership strategies to make work environments more effective and efficient and is a welcome book to drive leaders to create these interactive environments.”


—Jonathan C. Gibralter, President, Frostburg State University


“Finally, a real how-to-manage telework set of guidelines has been published. . . . The authors dissect the management problems for teleworking, then provide solutions that have solid application in managing any team, distributed or not. Read this book . . . before committing to a telework strategy in your organization.”


—Thomas W. Mastaglio, Ph.D., President and CEO MYMIC LLC


“The Internet provides us worldwide access to information. Today’s leadership must recognize that the beneficial use of that information will involve an ever increasing need for collaborations and new relationships with subject matter experts to transform into knowledge leading to innovations.”


—Thomas Lamb, Chief, Innovation and Technology, New York City Transit, Capital Program Management
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PREFACE



We are in a time of great change. True to prediction, we live in a flatter, more competitive world, and the critical driver of this globalized small world is technology. On first blush, it may seem that the way to get ahead in this technical, fast-changing world is to become, well, more technical and fast-changing. We disagree. Both rigorous thought and research lay the foundation for our contrarian claim—the real way to benefit in this technology-rich world is to become a better leader and more sophisticated manager of technology, knowledge workers, and teleworkers. And in a snapshot, that’s what this whole book is about: leading the real future workforce—the teleworkers. Conventional leadership theories and practice may have some applicability, but new strategies, techniques, and tactics are needed to lead teleworkers. So change is, indeed, needed. But it’s not a change in technology; only a change in leadership can make telework work.


Many years have gone into writing this book. Some of what we report is personal experience. Other theories and applications come from interviews and observations. Some insight is derived from reading and research. In the spirit of protecting reputations of both people and organizations (and to more fluidly and potently convey a point), we took the liberty of altering and adjusting the times, names, places, and contexts in which the stories take place or when the principles were originally revealed. The bottom line is that all the stories are grounded in truth, but all are massaged lightly with some literary license to either protect reputations or more strongly and readily convey a point.


As authorities on this topic of leadership, we were amazed as we were preparing to write this book by the sheer amount of leadership dialogue devoted to yesterday, to the past. Conceptually, we’re not sure how well that serves us in a business context, a nonprofit context, or a societal context. Rather, we feel that more leadership discussion needs to be directed toward the future. Frankly, we’re not sure why there isn’t more leadership debate and dialogue focused on the future; after all, the future is coming faster and faster these days. Reduced to a simple premise, leadership that fails to account for trends and technology of the future will no doubt be caught flatfooted in the present. And this is what makes this book, this leadership book, different. It has one eye on the present and another on the future. The future of telework is now, and its prevalence will only increase tomorrow. Our leadership principles, theories, tools, and strategies will help you today, tomorrow, and well into the future. We count this book as one of the few future-oriented leadership books on the market. Stay ahead of your competition, locally and globally, by embracing the forward-looking leadership tenets contained herein.


We’d like to say that leading teleworkers is easy stuff and that somehow lack of physical interaction makes leadership “less dirty.” We can’t and won’t make that claim. In fact, we found unique challenges confronting leaders of teleworkers that oftentimes make their job harder, not easier. We do think we’ve answered many of these leadership challenges, but we’d be naive to think we’ve covered it all. And this is where you come in. With an eye to the future, we realize that any great leader and any great leadership approach are in a continual state of work-in-progress. For us, this book, and telework leadership to advance, we need your help and input. Send us your comments, questions, and feedback. We’d love to hear from you and may incorporate your insight and expertise into future thought regarding the leading and managing of teleworkers. In the meantime, let’s do our best to make the future of leadership work—let’s Make Telework Work!





ACKNOWLEDGMENTS



We’re not mathematicians, and there’s no amount of fuzzy math could explain how this book came to be. On the left side of the equation, we had input from the Offstein contingent along with an equal amount of input from the Morwick contingent. The result, we feel, is a product that is much, much better than just the sum of its parts. Early on, we felt that our relationship and collaboration would make this a case where two and two equaled five, six, or seven, and we hope you’ll agree. But we use the word “contingent” since a vast army of supporters helped either the Evan or Jason camp to persevere and improve. Very simply, this “book equation” could never have been solved through Jason or Evan alone, or even both together. Rather, we both relied on family, friends, colleagues, experts, and editors to see this product through to the end.


With that, we’d like to thank both of our families. On the Evan side that includes Laura, Madison, and Molly. On the Jason side, that includes Christa, Ainslee, and Maston. Writing a book is no easy feat and often requires sacrifices that extend way beyond the hardship of the author. Invariably, it is the family that sacrifices to see a book in print. We thank our families for the love, support, kindness, and just general agreeableness that they displayed over the nine-plus months it took us to write the book.


We can’t and nobody should ever forget that this book is first and foremost about leadership, and we’d be remiss if we didn’t pause to thank the leaders who have touched us—either directly or indirectly. We’re not sure if this book could ever have been imagined, let alone written, without the strong web and network of past and present leaders that we’ve come across to hold it up. We offer thanks to the following: Alan Offstein, Patti Offstein, Jody Offstein, Al and Bernice Offstein, Rick Morwick, Linda Morwick, Keri Smith, Sean Mikula, Brett Sciotto, Jeff Golan, Ed Sudzina, Mike Dugan, Art Callaham, Barb Buehl, Lee Fiedler, Danny Arnold, Del Pedew, Colleen Peterson, Pat Mifsud, Tony Wright, Rick Stafford, Bob Maricich, General Jerrold Allen, John Gould, Todd Uterstaedt, Doug Savage, Ahmad Tootoonchi, Michael Monahan, Kevin Govern, John Rhodes, Arthur Jones, Lowell Yarusso, John Spears, Kevin Shuba, Blair Tiger, Sara Gaba, Phil Daniels, Kerri Adams, Jonathan Gibralter, Tom Hawk, Quincy Crawford, Ralph Jordan, Mike Condrey, Tom Mastaglio, Bob Millward, Jack Hansen, Jason Schroeder, Teddy Williams, Toshi Desaki, Jeff Beamon, TJ Morrelli, Brian Joy, Larry McGhee, Jeanie Seifarth, Mark Sullivan, Barry Ronan, Bill Forster, Tom Grubbe, Tom Lamb, JoAnna Shore, Carol Gaumer, Debra Orner, Eric Hutchings, Gary Levenson, Devi Gnyawali, Terry Cobb, Donald Hatfield, John Winn, Kevin Carlson, Jeffrey Arthur, Steve Childers, Bill Stringer, “Rock” Roszak, Gloria Harrell-Cook, Ron Dufresne, David Harney, Claudia Ferrante, Scott Griffith, Don Battista, Cynthia Cycyota, Russ Haynie, John Hodson, Sue Head, Mike Min, Tom Dowdell, Al Moore, Lisa Cesnick, Bill and Robin Seddon, Alan and Carol Heft, John Walsh, Vic Martina, Brian Cameron, Nancy Rice, Tim Anderson, Chris Whitehurst, Gil Valadez, Joe Littley, Ed Deutschlander, Robert Vedra, Susan Bogan, Liza Dorsey, Shaun Bradley, Sean Carroll, Connie Kallback, Tammy Shockey, Nancy Rice, Mike Yankovich, Jeff Leischner, Maria Centeno, Jaume Pena, Keith Foster, Catherine Conley, Pauli Overdorff, and Allen Silverstein.


The publishing industry can be tough. Thankfully, we had Laura Lawson, senior acquisitions editor at Davies-Black, on our side. Laura Lawson, to us, is truly the gold standard of the publishing and book world. In our experience, if the industry would take a step closer to being like Laura Lawson, then it would be a different (and better) industry. She approached us and this project with such warmth, passion, kindness, and support that in spirit she deserves third authorship. We felt and saw her as an equal partner. Out of this entire process we wrote a book, and that’s a great outcome. But maybe even a better outcome, for us, was finding a friend and colleague of the caliber of Laura. If we had to make this journey again, down the road, we’d ask Laura to sit shotgun to guide and mentor us through this process.


In closing, the authors’ names on the covers of books are often a great misnomer and, in some cases, an injustice. At least in our case, we felt that the book only became a reality when our village and community of friends, family, and colleagues was there to help, assist, motivate, and support us. For that, we both owe debts that we know we’ll never repay. Instead, we can only say thank you.






	






	Evan H. Offstein, PhD, SPHR


	Jason Morwick, MBA







	Frostburg, Maryland


	Orlando, Florida







	www.teleworkleaders.com


	www.teleworkleaders.com







	eoffstein@frostburg.edu


	morwickj@aol.com











INTRODUCTION



Everything should be made as simple as possible, but not simpler.
Albert Einstein


Over two hundred years ago the Industrial Revolution forever transformed the working and social landscape. The advent of new technology increased productivity, expanded the knowledge of the individual, moved workers from the fields into the city, and changed the family structure. Today, the Information Revolution that began in the latter half of the twentieth century promises the same dramatic changes to the working environment.


The birth of the Internet Age signaled a change in how business is conducted, how customers interact with companies, and how employees engage with employers. Unfortunately, technology usually precedes social change. Like our ancestors witnessing the Industrial Revolution, we watch as many companies use new technology to do traditional business activities rather than truly reinvent how they do business or how their employees work. We have yet to maximize the capabilities of the technology that is already around us, and this is a failure in leadership. Many argue that technology is a game-changer, but leadership is the real catalyst—leadership to use technology in meaningful ways and to make telework work.





Making telework work is predicated on and largely a function of strong leadership.





Telework is the framework of an idea—an approach to applying technology in both strategic and tactical ways to benefit organizations, teams, and individuals. The convergence of technology, accessibility of information, and how we think about personal interactions will change the way we work.


Telework refers to incorporating and optimizing technology to be more productive, to collaborate better, and to be more proactive. However, telework is not just about technology, it is about people. The manner in which people use technology in their work relationships is at the heart of making telework work.


This book is not about telecommuting. Telecommuting refers to replacing the daily commute with communication to the office. As Wikipedia states, “All telecommuters are teleworkers, but not all teleworkers are telecommuters.” Telework is a much broader term that is about thinking and acting on a grander scale. Telework goes beyond just the “commute” part of a job, which involves little true work. Rather, telework changes jobs, changes the way we work, and, ultimately, changes organizations.


Specifically, telework is about employing technology to perform your job without the limits or boundaries of geography, time constraints, or the need for physical presence. Leaders can interact with their team members, workers can connect with their peers, and the organization can tap into the talent of all its employees more effectively than in traditional work arrangements.


Simple telecommuting, almost without exception, continues to be a failure on many levels. At the individual level, telecommuters often feel left out, ignored, under the radar. In our experience, teams aren’t fond of their telecommuting members.1 In the collective mind of the team, telecommuters shirk, don’t pull their own weight, and are incapable of real contributions given their virtual status. Team members assume that telecommuters have it easy working from home while the remaining members do real (traditional) work. Teams with this mental model are, obviously, handicapped before they even begin to assign roles. For their part, organizations are confused on how to train, evaluate, and promote telecommuters—they are anomalies, outliers, people who don’t easily fit within bureaucratic rules and processes.


It took decades to fully realize the benefits of the technology that brought the Industrial Revolution, but leaders today no longer have the luxury of time. The competitive advantage today goes to the leaders who can change their organization’s business model faster and evolve their thinking more rapidly than the rest of the pack. We will show how leaders can integrate telework by influencing the people in their organization—peers, employees, and supervisors—to apply technology for optimal benefit.


LEADERSHIP MAKES TELEWORK WORK


We stumbled upon a great contradiction during our research, one that is a core theme moving forward.


Despite the quantitative, technical, and exact science of telework, it is the art and qualitative nature of leadership that really makes technology work. We believe that the potential of technology is rooted not in bits and bytes but in something more abstract—great leadership.


For telework to actually work, individuals, managers, and organizations must address such issues as culture and climate change, strategic and personal change, training, communicating, influencing, environmental scanning, and listening. The same capabilities that make telework work are also the hallmarks of extraordinary leaders. So, as we go forward, we’ll address both the leadership art and the management science of making telework work.


Environment and Economics


Telecommuting is not a recent phenomenon. We can trace the concept back to the early 1970s, decades before the dot-com boom and explosion of telecommunications technology. Telecommuting has not reached its full potential and has failed to take hold because the concept emerged before the conditions were ideal. We believe that in regard to telework, the conditions are in place, and we are waiting on the concept to mature and evolve. That’s where we come in.


A Failing Infrastructure and Long Commutes


The first major clue hinting at the rise of telework is the nation’s failing physical infrastructure. Our roads, highways, and airports are overused and undermaintained. We simply cannot afford to rely on our physical infrastructure for even the most basic need—to get to work. According to USA Today, we spend 3.7 billion hours a year stuck in traffic—and that figure will continue to increase.2


We find ourselves living farther and farther from where we actually work. These variables swirl together to build a perfect storm—we live farther from work and spend longer on congested roads to get to work. The U.S. Census Bureau reports that the average daily commute is just over twenty-four minutes, one way.3 New Yorkers have the highest commute times, with an average of approximately forty minutes, with many spending ninety minutes or more getting to work. People of Chicago, Newark, Philadelphia, and Los Angeles are not far behind.


With a knowledge-based economy like ours, time is indeed money. It is cold, hard cash, and leaders are leaving a ton on the table as they let themselves and their employees waste away in cars during a commute. The New Yorkers’ forty-minute daily commute is the equivalent of eight working weeks per year. Couldn’t the commute time be productive time? We think so, and telework can help us get there.


A Growing Technology Infrastructure


Ironically, just as our physical infrastructure seems to be abandoning us, our information technology infrastructure has never been better. In most cities now, you can find Wi-Fi areas or hot spots that allow you to connect on the go from wherever you are. We have enough optical fiber underground, and now under our oceans, to facilitate ultra-fast data, voice, and video transfer. Only a couple of years ago, YouTube, Vonage, and other business models predicated on speedy data transfer would have been unthinkable. Now, they are both commonplace and affordable.





The decline of our physical infrastructure will force many of us into telework.





Along with an enhanced fiber backbone, computing power has dramatically improved while simultaneously getting smaller. What we mean by “getting smaller” is that advanced computing functions can now be found on mobile devices. When coupled with the improvements in IT infrastructure, we are seeing more and more mobile devices performing rather sophisticated computing functions.


For telework to really work, we found that participants need a floor of familiarity with both the hardware and software—what we call mainstreaming. Mainstreaming is occurring at a faster rate. iPhones, mobile phones, PDAs, and BlackBerrys are now commonly found in the executive suite as well as your daughter’s bedroom. Without this basic familiarity and comfort among the general populace, telework cannot work. Fortunately, it exists here—and elsewhere, as we see mobile phone service extended to even the poorest and most rural parts of India.


Environmental Benefits and Cost Savings


We can thank Al Gore for providing a global push for telework. The real watershed for the environmental and corporate partnership came after the release of Gore’s movie, An Inconvenient Truth. This movie helped shape the economic and national agenda to ward against global warming. A chief global warming contributor, of course, is carbon emissions. Cars, planes, and office buildings release carbon into the atmosphere, both directly and when their sources of energy are prepared for use. Believe it or not, office buildings account for almost 40 percent of U.S. carbon emissions and 70 percent of energy use, according to the U.S. Green Building Council.4 A 40 percent improvement in space utilization within a 100,000-square-foot office building is the equivalent of pulling 560 cars off the road for a year. Social responsibility is a core principle for many leaders, and embracing telework is another way to further this belief.


To the extent that telework can reduce unnecessary trips in either cars or planes or even reduce reliance on office buildings, it offers an attractive mechanism for reducing carbon emissions. Considering that organizations are placing this issue front and center in their strategic corporate social responsibility plans, telework should gain enhanced support from a crowd not usually associated directly with business nor technology—environmentalists.


Carbon emissions aside, the cost savings of telework should be attractive to any leader. According to a recent poll commissioned by Harris Interactive, U.S. workers waste an estimated $4.3 billion in energy costs per year, not to mention the resulting 32 million tons of CO2 emissions associated with this energy consumption.5 However, telework offers many other tangible benefits to the organization: reducing relocation costs of new employees, corporate real estate investment, recruiting costs, and absenteeism costs, to name just a few. Sun Microsystems, as an example, uses a flexible office space concept that allows workers to use office space when needed, and work off-site otherwise. Over 56 percent of Sun employees work without a traditionally assigned office.6 In terms of IT and real estate cost reduction, the company has saved over $387 million.





IT infrastructure, software, and hardware set the stage for telework to work. The variables holding us back are human, not technical; we need to look at our own leadership to make telework work.





Organizations and employees alike have an opportunity to save money through telework considering the ever-increasing cost of oil. Many scoffed a few years ago, when brokerage firm Goldman Sachs predicted the cost of oil at over $100 per barrel. In 2008, the average cost per barrel spiked to approximately $150. Although the current cost is well below that amount, it’s not hard to imagine Goldman Sachs prediction of a super-spike to $200 per barrel in the not-so-distant future.7 This equates to approximately $6 a gallon for the gas used by commuters and increasing energy costs for organizations.


The Business Benefits of Telework


Until now, our arguments have centered largely on the premise that you have to change, that you have to embrace telework. If you don’t, you’ll miss a large part of the workforce that supplies the team or the company its lifeblood of talent. If you don’t embrace telework, you could also lose ground to your rivals. But the real rationale for embracing telework is not fear but opportunity. No question, telework provides real and potential competitive gains that are difficult to match.


Gains in Productivity


Leaders or organizations that make telework work will see productivity gains that, until now, were unimaginable. To start off, telework enables a group or team to work twenty-four consecutive hours—as opposed to eight.8


Talent, Talent Everywhere


From project management to human resources, truly great organizations compete by acquiring, building, and deploying talent. Until now, talent was confined by geography. The quality of work a team or company could deliver was constrained, at least in part, by the supply of talented individuals willing to live in the vicinity of the physical plant or office space. Geography is much less of a factor when we make telework work. A central human resource principle is to find, secure, and retain the best talent available. With telework, your labor pool is now global and you can scour the globe for talented workers who can contribute from miles away.




THE ROLLING TWENTY-FOUR-HOUR WORK DAY


One company we learned about was up against a deadline. The team in New York worked on the project for ten solid hours before sending it out to some teammates in California, who worked on the project for three or so hours before sending the project to Japan. The engineers in Japan worked the project over before sending it to some contacts in Europe. Technicians in Europe fine-tuned the project before sending it back to New York as the sun was rising there. Obviously, soft skills and great communications need to be in place before engaging in such a project. That’s not the point here, though. By working with technology, the team was able to work on a project for twenty-four consecutive hours. Instead of taking three separate business days to complete, the team reduced time to delivery by 66 percent by sending electronic files across the globe.








Telework is directly and positively related to employee productivity.





When a sick patient enters the Montgomery County Emergency Room (outside Blacksburg, Virginia) at 2 a.m. with kidney stones, telework reveals some of its power. Rather than waking a local urologist—of which there are precious few—a technician and nurse will administer a CAT Scan or renal ultrasound and send the files electronically to a urologist in Melbourne, Australia—saving time while securing talent that would otherwise be unavailable in southwest Virginia.9


A Special Kind of Talent


In our discussions with several executives, we’ve heard that telework is also fair and reaches demographics that are immensely valuable but for some reason unable to commute. One such group is the disabled. The Americans with Disabilities Act (ADA) is a civil rights law that prohibits most forms of discrimination based on disability. Furthermore, the ADA requires a firm to make accommodations for a disabled employee as long as the company does not face “undue hardships.” In the past, these undue hardships have included such things as modifying work schedules, acquiring special equipment or modifying existing equipment, providing qualified readers or interpreters, or making desks and facilities wheelchair accessible. Telework is a win-win for both sides. The disabled employee can work in a home environment that is more comfortable and already modified to meet the employee’s personal needs. The organization benefits by tapping into this talented and dedicated demographic without large capital outlays for costly physical modifications.





Talent and telework are closely related. Telework allows previously unimaginable access to talent.








Telework can tap into labor markets that would otherwise be difficult to reach.





Economies of Scope and Scale





Telework promises enormous cost savings from economies of scope and scale.





Among the early adopters of telework-type strategies are our nation’s universities—a bunch often criticized for embracing the status quo. Perhaps few other industries have latched on to telework as much as academe. Leading the foray into telework or teleteaching environments are state universities, which have seen their state funding stagnate or dwindle. With telework, economies of scale and large efficiencies are often realized. Several applications and platforms allow a professor to create groups, assign forums to discuss topics, and administer remote and timed quizzes—all online and without physical interaction. Not confined by a brick-and-mortar classroom and its physical limitations, such as square footage per desk, the online tools open many possibilities. We’ve seen cases where a professor could only fit twenty-five students into a cramped classroom but could engage double that during an online class. In academe, we also see the professors being teleconferenced to many different classrooms at one time. Like academic institutions, most organizations would like lower overhead costs and greater access to markets—both labor and customer markets. Telework can provide just that.


Hedging Against Risk


It is sad that we must bring up this last reason as a rationale to embrace telework. Telework allows both employees and organizations to hedge against risk. In the face of natural disasters such as Hurricane Katrina or man-made disasters such as the 9/11 terrorist attacks, telework allows for effective decentralization of activities. Knowledge, activities, and both human and financial capital tend to reside in the same space—in terms of time and location—in centralized models of operation. In this day and age, centralization is a risky venture. Telework allows us to spread our risk over and across people and locations.


The lessons offered by Katrina offer remarkably simple and straightforward evidence of the power of telework. Although a vast majority of people joined the exodus from New Orleans, critical and valuable work continued between those who left and those who stayed via telework arrangements.


Tulane University offers nuanced insight on how telework can work.10 Tulane experienced tremendous physical damage during Katrina. Students, faculty, and staff dispersed. Scott Cowen, Tulane’s president, established an emergency response team that relocated to Houston, Texas. From this location, several hundred miles from his traditional office in New Orleans, Cowen led a virtual crisis response plan and strategic rebuilding plan virtually via e-mail, cell phone, and common Web site platform utilization. What’s more, several universities thousands of miles away from Tulane offered online credit programs so that displaced students would not fall behind in their coursework





Telework is one of the greatest hedges against risk—both individually and organizationally. It is the ultimate diversification strategy.





The Wall Street Journal (WSJ) offers another example. The prestigious newspaper used an editor’s home, freelance journalists, and technology to put out an issue on September 12, 2001—a day after the attacks. By using remote, but basic, technologies such as e-mail and publishing software, the WSJ continued publication; it has been more than a hundred years since the WSJ missed a publishing date. WSJ Headquarters was located in the World Trade Center complex only feet from the collapse of Tower 2. When we examine how Tulane and The Wall Street Journal survived and even prospered while other organizations failed, the conclusion is clear. These organizations made telework work because they were prepared to adopt it. And being prepared is a leader’s responsibility.


IN THIS BOOK


We’ve tried to come up with a simple way to convey what is required to make the leap from using technology to benefiting and integrating technology at both the individual and organizational level. Every primary concept in our telework framework showed up time and again when we examined success stories. Here then is an overview of our discussion of the journey to make telework work.


Chapter 1: The Leader as Conductor. We were surprised, shocked really, to arrive at the realization that personal and organizational leadership is the key driver for making all telework work. However, it is not the traditional type of leadership; telework demands a special kind of leader—more of a symphony conductor. The leader-as-conductor concept suggests that leaders do as much listening as speaking, communicate well, remain flexible, and improvise when necessary. Just like symphony conductors, telework leaders are particularly skilled at seeing how pieces fit together to produce harmony.


Chapter 2: The Leader’s Decision-Making Process: Balancing Strategy, Tactics, and Technology. The leaders who made telework work approached the process with equal parts strategy and tactics—they were stractical, if you will. Here we draw direct parallels between teleworking and the strategy behind the art of culinary fare. For instance, a restaurateur must plan months in advance and integrate multiple functions such as service, operations, feedback, and evaluation. Behind it all is a leader’s disciplined, organized planning process that triggers several individual and team-related decision-making activities that make people come back for seconds.


Chapter 3: How Leaders Create the Organizational DNA That Makes Telework Successful. It may be a tough idea to confront, but without computers we would be in the dark about a very important topic—us. It was only with the advent of super-fast microprocessors that we were able to map the human genome, essentially the unique DNA sequence that makes us what we are. Without computers this task would be impossible to undertake. But technology needs us, too. In this chapter, we unlock the importance of core human resource strategies for recruiting, selection, training, performance evaluation, and compensation and benefits that seem to correspond with successful teleworking activities.


Chapter 4: Leading Telework Teams in the Virtual World. The notion of teams has achieved almost iconic status in management today. This entire chapter is devoted to telework teams not so much because they contribute to telework success as because poor telework team behaviors almost invariably lead to failure. For these reasons, we review the basic functions, stages, and conditions for optimum telework teams. Teams fit into a “meso” space between individuals and organizational policies. It shouldn’t come as a surprise that there are specific activities that leaders can do along with some tailor-made organizational policies that can help make telework teams succeed.


Chapter 5: Leadership: The Catalyst for Creating a Telework Culture. Every organization has a culture. Leaders cultivate and grow an organization’s culture to influence and reinforce behaviors. Some cultures don’t support any technology. Many leaders grow cultures that barely support telecommuting. In this chapter, we describe what a telework culture looks like and juxtapose it with a culture fixed on traditional work arrangements. We discuss what leaders at all levels can do to help influence their organization’s culture and advance change.


Chapter 6: Accelerators: Tiny Leadership Variables with High Impact. A company can implement all the conditions and major variables that should make telework work, and still see telework fail. The truth is, sometimes we all need a spark to mobilize dormant resources or abilities. The same can be said for making telework work. Here, we unlock several of the small variables—the leader accelerators—that seem to be particularly instrumental in making the bigger picture a reality. Don’t overlook these little nuggets; time and again, they deliver sizable results.


Chapter 7: Leadership Mistakes and Pitfalls. In this chapter, instead of telling you what to do, we tell you what not to do as you make telework work. From poor planning to information overload to ignoring workers in traditional work assignments, a variety of pitfalls could spell disaster for your telework campaign if you fail to address them.


Chapter 8: The Future Work Environment. We wrap up with a look at trends and their likely impact on teleworkers and leaders. This conclusion is meant, of course, to encourage you to think about the changing work environment and how you can make telework work for competitive advantage.


We invite you to join us in transforming how work is done. Give it a try. We offer everything here based on personal experience or research. It is for you to try. We welcome any and all feedback. Be sure to visit us at www.teleworkleaders.com to join in and contribute to the telework dialogue.
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THE LEADER AS CONDUCTOR



You do not lead by hitting people over the head—
that’s assault, not leadership.
Dwight D. Eisenhower


In 1982, Tom Peters and Robert Waterman released their landmark book In Search of Excellence. One of the popular concepts publicized in their study of Hewlett-Packard was a leadership tactic known as management by walking around (MBWA). The notion referred to management’s proactive interaction with employees. Many took this idea literally. The good managers, one would reason, physically interacted with their staff through in-person meetings, impromptu visits, or some other face to face contact. The physical interface boosted morale, made communication more efficient, created a bond of trust, and encouraged greater collaboration . . . or so the argument went.


But what happens if your team members are hundreds (or thousands) of miles away in different time zones, actual in-person meetings are rare, and the main means of communication is e-mail or instant messaging with the occasional conference call?


One HR analyst at a midsized company told us, “We have a telecommuting policy and offer our employees the option, but hardly anyone takes advantage of it. Everyone is too afraid of how they will be perceived.”


“I couldn’t do it,” recalled one successful Atlanta businessman. “I worked remotely for two years, and struggled the entire time. I needed to go back and work in an office.”


“How do I know my people are doing what they are supposed to? I’m not sure I can motivate them without [physically] being around them,” said another manager.


Can leadership work with no geographic boundaries or time constraints? Does leadership exist in the virtual world? Plausible as those questions seem, it turns out that leadership is the first and most important component to making telework work. And that is the key reason why cases in which telework has actually worked are so hard to find.


THE CONDUCTING LEADER


In each and every case where telework works, great leadership is involved. Unfortunately, the corollary is equally relevant: In cases of failure something is conspicuously absent—great leadership.


Contrary to conventional wisdom, we don’t believe technology should be managed. Rather than being managed, technology and telework arrangements should first be led. Moving beyond management, we also noticed that not just any type of leader would do. Hollywood often portrays leaders as large and in charge: vocal, autonomous, directive, authoritative, and even combative. But telework demands a different leadership approach. We were at a loss to classify, model, or label this leadership approach until our wives dragged us to a symphony concert. With the force of a crescendo, we then knew—telework needs a leader akin to a symphony conductor. The metaphor seems to hold. In cases where organizations were unable to make telework work, they suffered from the liability of having leaders who were not conductors.


THE PROGRAM ELEMENTS


The world’s best conductors realize that they have a choice in what is played and in what order. They don’t take this notion of choice lightly, and they seem to grasp almost intuitively that this choice can either make or break a performance. We sensed the same type of implicit understanding when we talked to leaders who made telework work.


At the heart of this issue is the need to match market demand, whether that is internal or external demand, with internal capabilities. If there is no fit between these forces, then telework may be handicapped.


Listen to Beethoven’s Third Symphony. Often referred to as the Eroica, which is Italian for heroic, this symphony is regarded both as one of Beethoven’s best works and as one of the most difficult and challenging symphonies for any orchestra to play. When it is done well, you don’t hear or see the difficulty, the rigor, the practice, the skill that went into it. You just hear the piece. The effort to get all musicians on one sheet of music can be Herculean for a conductor. The best conductors know it is not a simple decision to choose this piece. They first do an internal assessment of their orchestra’s capabilities. When considering launching into this musical project, they ask the following questions:
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