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Overview

As all the other Western industrialised countries Austria is paying witness to the constant transformation towards an information and knowledge society. The steadily growing information industry is the centre of these societal changes and the new economic growth, and information and knowledge are becoming the focal points in producing added value.

This structural change, which is expressed most clearly in the tendency towards overcoming traditional structures of labour, is considered to be very significant for the Austrian society.

This survey, which was carried out on behalf of the NeoPraxis project within the framework of the LEONARDO DA VINCI Programme and on the basis of selected Austrian examples, aimed at an examination and definition of the present degree of importance of telework as a central mode of working using new information and communication technologies in Austria. For this purpose, oral interviews were carried out at 10 single enterprises and administrative authorities, that have introduced telework as a new organisational form of work or have tested it by means of pilot projects. Since some of the respondents were the ones responsible for providing information on the project but did not know enough about the reasons for and circumstances of the development of the process, we again selected just 5 cases out of the former 10 for this survey. The respondents were then interviewed orally on the basis of a written questionnaire and their answers evaluated.

In carrying out this short-term study, we deliberately placed the emphasis on going deeper into some specific issues, which shall ‑ in supplementing the rather general surveys that had been carried out in Hungary, Spain and France – emphasise single but crucial aspects, that can be used for developing the planned Curriculum for telework managers.

The evaluation of the data material supported our assumption, that telework is on the one hand perceived as very important by Austrian enterprises/authorities, but on the other hand there is a high degree of scepticism against it, which up to now has prevented its extensive spread. However, the basically positive attitude towards telework among those responsible for its introduction in enterprises and authorities showed that there is a generally favourable framework for a general acceptance of this new mode of working. As planned, the evaluation facilitates a targeted adaptation of the NeoPraxis Curriculum for the training of telemanagers.

Note

This English version is a summary of the most important questions and answers. The full version of the report can be obtained upon request in German language from the Austrian co-ordination office of the NeoPraxis project.

Evaluation of the Most Crucial Data

The following is a general outline of the most crucial results of the survey. Wherever significant, implications for adaptations of the Curriculum, which is worked out in collaboration with the partner countries, will be made note of.

Triggers and Motives for the Introduction of Telework

With a percentage share of 44 % in the answers of the responding companies, the main trigger for the introduction of telework in enterprises and organisations (question 1, chart 3) were work-related aspects. Thus, space- and personnel-related aspects seem to have been of minor importance. One responding company stated that carrying out pilot projects in various areas of the new information and communication technologies was of central concern for the corporate philosophy and, as a result, had lead to the introduction of telework.

(Altogether, more than five categories/answers were given, which is due to multiple answers to the question about motives.)

Chart 3: Motives for the introduction of telework

Question: What was your motivation to introduce telework?

[image: image1.wmf]
Implication for the Curriculum: Motives for the introduction of telework in enterprises and organisations may vary. The expected benefits are not always of an economic nature. Work-related aspects are crucial, and already in this initial stage the general tendency detected by this survey is becoming obvious: i.e. telework is used to ease or improve traditional modes of working.

Body of Questions No. 2: Planning and Preparation Phase for the Introduction of Telework in Enterprises/Organisations.

Evaluating the answers to question 2.1 showed that each of the responding enterprises/organisations had internally planned/prepared the introduction of telework by means of working groups. In addition to this, 60 % of the respondents had made use of external consultation (see chart 4).

Chart 4:
Use of external consultation in preparing the introduction of telework: What was used, external or internal consultation/advice?

[image: image2.wmf]1

4

2

2

0

1

2

3

4

5

frequency of answers

miscellaneous motives

work-related aspects

space-related aspects

personnel-rel. aspects


Implication for the Curriculum: This rather unexpected result (assumption that companies have started to favour in-house experts for consultation in introducing telework) means that the design of a further vocational training will also in the future incorporate a category of telemanagers as 'external expert consultants'. In preliminary considerations the development team had planned to focus more strongly on employed experts, but now there will be – as it had been intended in the very beginning ‑ two lines: internal experts and external consultants.

Question 2.2, asking who had taken the initiative to introduce telework, was answered unanimously by all respondents, saying that their had been the opportunity to take part in a project upon contacting those responsible for human resource decisions. Almost half of the respondents even chose both possible answers: This means that those interested had had the possibility to contact human resource managers and that at the same time those in charge of human resource tasks in the companies had contacted staff members considered eligible for the project. In both cases participation was generally voluntary.

Question 2.3 should clarify, if the participants had been prepared for their task by specific measures. In almost all cases there had actually been instruction of the teleworkers, e.g. by means of meetings or training seminars. In just one company no relevant preparation had taken place.

In most cases, employees and executives had been informed about the plans of the company management, but they did not enjoy any specific training, as it was carried out, for example, in large-scale telework experiments by BMW in Germany.

Answers to questions 2.4, 2.5, 2.6, 2.7 and 2.8 inform about organisational measures taken by companies/organisations towards developing security concepts especially set up for telework, carrying out analyses and laying down certain framework conditions for a regulation of working hours and working time records. The following charts provide a general idea of the answers given by the respondents.

In 80 % of the cases only general security measures were taken, and the development of new security concepts was considered unnecessary. Just one respondent stated to have designed a special security concept for data access by the teleworkers.
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Chart 5: Development of security concepts designed particularly for telework

Implication for the Curriculum: It still seems to be a matter of trust, who is "allowed" to do telework – specific security concepts might not be introduced before more groups of persons will make use of the telework offers.

This means that as long as telework is just a rarely encountered phenomenon, reliability has to be judged according to one's individual personality and not on the basis of specifically designed security standards.

The above result is also true for the following question about specific employment agreements, since only in one case a new model of working hours had been worked out and a special employment agreement for the creation of an external work place had been set up:

According to experts, a large-scale introduction of telework depends on its profitability and economic efficiency. A successful implementation of this new mode of working demands for restructuring measures, which again result in costs for the company/organisation.

These costs have to be balanced against the expected benefits, before launching a telework trial project.

Thus, the economic basis for an introduction of telework must be a positive cost-benefit relation. In order to find out to which extent the responding companies had considered this aspect in their preparation work for introducing telework, we asked question 2.7.

The evaluation of the answers showed that by far not all of the respondents had carried out a cost-benefit analysis prior to the introduction of telework.

Chart 8: Cost-benefit analysis prior to the introduction of telework
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Implication for the Curriculum: The stipulated module of checking the economic efficiency of planned telework projects contained in the vocational training Curriculum of telework managers will deal with this fact.

The answers to this question might be interpreted in a way, that telework had been introduced by the responding companies/organisations due to strategic and not primarily to profitability reasons, but they could also be an indicator of a need for thorough training of future telemanagers to enable them to carry out cost-benefit analyses, since – as will become visible later on – the lack of a cost-benefit analysis prior to the introduction of telework most often goes hand in hand with a discontinuation of already started pilot projects.... 

Chart 9 shows that most of the respondents had planned changes in the internal organisational layout. For example, certain framework agreements had been reached with the teleworkers in the various enterprises/organisations, which either stipulated a division of working hours between company office and home office hours or defined or regulated attendance times in the company/organisation office.

Chart 9: Changes in the internal organisational structure planned?
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The next step of the analysis was the examination of the implementation of telework on the basis of questions 3.1 to 3.7:
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Chart 10:
Did changes in lines of communication arise due to the introduction of telework?

Chart 11 outlines the changes stated by those respondents, who answered the question with yes.

Chart 11: Cited changes in communication structures
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	The following changes in communication structures were caused by the introduction of telework in the companies/organisations:

· Postponing of regular meeting structures to the attendance times of the teleworkers (2)

· Levelling-out of formal communication – intentional addressing of teleworkers necessary (1)



An integration of the teleworkers into informal communication networks was intended by all responding companies/organisations (see chart 12). Their reaction to the changes in office communication caused by the introduction of telework was to invite teleworkers to regular workshops or 'after-works'.
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Chart 12: Integration of teleworkers into informal communication networks

Implication for the Curriculum: The feared disruption of the flow of communication in the company/organisation made the respondents take some preventive measures – but, whether these have been successful could only be examined by an interview with the teleworkers.

Thus, the vocational training Curriculum will use the stated examples as illustrative material but, nevertheless, will also employ interviews with active teleworkers.

Question 3.4 aimed at defining criteria for performance measurement.

In all the reporting companies/organisations performance measurement was based on management by objectives. Since this is a target- and result-orientated instrument, performance was measured on the basis of project progress and the reaching of defined goals.

Of all the organisational forms of telework available, the responding companies/organisations made use of mobile and alternating/flexible telework.

This means, that among the examined companies/organisations these two forms of telework are those most frequently used. The fields of application for these types of telework, and particularly for mobile telework, are highly varied. In alternating/flexible telework, the employee sometimes or regularly moves between his home office and his company work place. In mobile telework the respective location of the employee is his work place.

Chart 14: Types of telework
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Some companies/organisations employed mobile as well as alternating/flexible telework. This results in a higher number of total answers.

Implication for the Curriculum: Illustrating the wide variety of possible fields of application for telework is yet another challenge for the Curriculum, especially with regard to the insecurity of many enterprises, when it comes to inquiries of potential teleworkers offering their services from outside the companies/organisations.

As the NeoPraxis project has provided a virtual contact for (future) teleworkers on the internet, we have regularly been receiving inquiries, as to where interested people can apply for a telework place (some specific questions can be found in the full version of the survey).

When looking at the status of employment, all those involved were typical white collar employees. Teleworkers and other people involved were project participants and higher-ranking employees, and in one company they were experts and consultants.

The respondents stated that in their companies/organisations tasks, such as research, project management and implementation, web design and concept design were carried out via telework. Due to this great variety of areas of activity of the teleworkers, also different qualifications were required from those involved. 

Basic requirements:

· skills in information and communication technologies 

· professional qualification

Furthermore:

· self-management

· decision-making and communication skills

· organising skills

In most cases, a help desk for technical issues dedicated for the support of the teleworkers was installed.
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Chart 15: Installation of a help desk

Implication for the Curriculum: Due to the great variety of application fields suitable for telework and the different qualifications required from the teleworkers, the Curriculum should employ a recommendation to set up a help desk for teleworkers as a standard and as a quality requirement, and should provide for ideas as to how such a help desk could look like in practice.

Impacts of Telework and Conclusions

After analysing the implementation of telework, we tried to identify the impacts of the introduction of telework and the experiences made in this context. The respondents were asked to assess the reactions of their superiors and colleagues to telework with marks from 1 (very good) to 5 (very bad). An evaluation of the data showed that in most cases the respondents assessed the attitude of those colleagues who were not directly involved into the project towards telework as very good. The average result was 1.6.

[image: image11.wmf]3

1

1

0

0

0

1

2

3

4

5

1

2

3

4

5

selection criteria

frequency of answers

Chart 16: Reactions of colleagues/superiors

The question, whether a cost-benefit analysis was carried out after the introduction of telework is to be seen as an important supplement to question 2.7. Comparing these two analyses would allow for insights into the actual quantitative benefits of telework in the respective companies/organisations. This would lead to valuable conclusions and, as a rule, would affect decisions on continuing, expanding or modifying telework.

Chart 17: Cost-benefit analysis after the introduction of telework
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Chart 17 shows that an overwhelming majority of the responding companies/ organisations did not carry out a cost-benefit analysis after the introduction or termination of the telework project.

Some final questions should clarify, whether a continuation or modification of the telework project was intended. Those respondents, who already knew about further plans within their companies/organisations concerning telework, were asked to go into further detail as to the kind of decision made.
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Chart 19: Decisions on the issue of telework already made?

Chart 20: What kind of decision was reached?
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This means that half of the responding companies/organisations decided against a continuation of telework. Since the survey so far has suggested a generally positive attitude towards telework, this result leads to the following assumptions: Basically, telework is perceived as a positive innovation, but its advantages have not turned out to be as overwhelming as secretly expected; impacts of telework trial projects strongly depend on the motivation of their participants and are suitable mainly for transition areas – as soon as staff structures change, motivation for a different mode of working decreases.

Implication for the Curriculum: All the effects expected from an introduction of telework should be identified exactly, and obtaining realistic estimates must be trained on the basis of concrete examples. A telework trial should not be carried out on a scale too small to make an objective evaluation possible, i.e. an evaluation as independent from the situation of individual participants as possible.

In the last question, the respondents were asked about their personal conclusions about or experiences with telework.

For the purpose of evaluation, the answers of the respondents were compared with each other and split up into categories. The higher frequency of categories is due to multiple answers (various aspects).

Chart 21: Categories of personal conclusions concerning telework
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	· telework leads to a considerable rise in flexibility (4)

· telework had a positive effect on project results (3)

· telework improves the quality of life of the employees (2)

· telework provides the possibility to attract employees from far away (1)

· voluntary participation is important for telework (1)

· telework is only suitable for a specific group of persons in executive functions (1)
· lack of personal contact (1)



In general, the respondents regard telework as a very positive instrument. In particular, they see it as a promising future mode of working.

The most often cited advantages of telework were a flexibilisation of work and working hours and the experienced increase in efficiency in the employees' productivity.

Other arguments pro telework are an increase in quality of life of the employees (which is especially due to a better organisation of leisure time), the fact that no commuting times arise and, last but not least, the possibility of attracting employees who do not live in the close vicinity of the enterprise/organisation (which brings about a considerable rise in labour market potential).

Not stated, however, were those aspects, which are usually mentioned in connection with telework, i.e. national society and economy aspects, such as an increase in value of structurally weak areas or peripheral areas as well as the quantitative (monetary) benefit due to space savings. These arguments must not be forgotten when talking about telework.

The fact that the respondents did not mention these advantages leads to the conclusion that the reporting companies and organisations are favourably located. Thus, geographical aspects, for example, were not thought of in answering our questions, since these were not directly affecting the company/organisation.

The fact that most of the responding companies/organisations did not carry out a cost-benefit analysis explicitly designed for telework (see evaluation of answers to questions 2.7 and 4.2) might imply that statements on the scale of quantitative benefits could only be made with certain reservations.

One respondent mentioned a negative social aspect as one disadvantage of telework. This was the danger of deterioration of human relations.

Another respondent was of the opinion that telework is only suitable for certain groups of persons in executive functions. However, the latter is being refuted by results of other surveys.

Conclusion

Although some of the aspects do not correspond with the opinion prevailing in expert literature on experiences made with telework, the results of this survey allow for the conclusion that special attention should be paid to central elements of education and further vocational training of telemanagers – especially to an optimisation of the preparation phase of telework projects.

This means that this survey fulfilled its purpose, namely supplementing previous studies in certain points. However, we cannot claim that the results are representative for the huge variety of current telework projects.

One thing which can readily be supplemented by the answers given by the respondents is the Checklist for the introduction of telework. This Checklist was drawn up means of employing a combination of hints from expert literature and experiences made with earlier telework projects. Interested project partners can find the German language version of this Checklist in NeoPraxis, but should adjust it to national conditions in accordance with own experiences and observations in order to be able to tune expectations to given framework conditions.

In concise, the success of a telework project depends on 3 crucial components:

1. choosing the right tasks
2. finding the right superiors or training them appropriately

3. employing/using suitable teleworkers
Following these three steps in planning will provide for the best preconditions for a successful telework trial project.
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