Five Ways to Manage What You Can’t See
WorldatWork Offers Advice on Managing Teleworkers
By Rose Stanley, CCP, CBP, CEBS, Practice Leader–WorldatWork

Whatever the reasons — job autonomy, better productivity in a regimen other than 8-to-5, gas prices, work and family balance — telecommuters have become one of the fastest growing groups of employees in corporate America. According to the WorldatWork “Telework Trendlines” survey report, more than 28 million Americans now work at least one day per month from home, with an estimated 100 million teleworking by 2010. Still, most managers have only been trained to work with employees who are physically present to them. How can you manage what you can’t see?

The first step for corporations instituting a successful telecommuting policy should include training for managers who will oversee these employees. Luckily, a good manager is a good manager. Managers need strong communication skills, knowledge of company policy and procedures, awareness of performance objectives and results, and, most of all, trust in their employees, no matter what their locality may be. 
Here are some tips for individuals who manage teleworkers.
1. Know who makes a good telecommuting candidate. It’s important to recognize that not every person is a good candidate for remote working just as not all jobs are capable of being performed outside the traditional work environment. 
For a current employee, you probably already know whether they typically produce results regardless of whether you are watching them or not. They work well on their own and they take initiative. Questionnaires and assessment tools can ensure that both you and the candidate are looking at the new arrangement from the same perspective.
There has to be an environment of mutual trust if this is going to work. Managers need to make themselves available and establish open communication.  

2. Have a written agreement that spells out the details and expectations of the arrangement. Start with the organization’s official telecommuting policy. This way, both manager and worker are clear on how the organization views this type of working arrangement. It should include such things as who is eligible, what equipment is needed and who will pay for these things.  
Address security issues, how the employee should be monitored (with performance goals), when and how communication will be established between manager, co-workers and customers/clients. It should also have information regarding under what conditions this arrangement may be terminated.

Teleworkers should sign the same agreements that all employees sign regarding business ethics, e-mail, Internet and electronic storage device, software licensing and hardware access, and trade secret policies.  

The important equipment needed includes:

· Proper home-office set-up including ergonomically efficient desk and chair

· High-speed Internet connection

· Navigation tools

· Phone with voicemail capability and the ability to forward incoming calls from the office to the home office or mobile phone
· VPN access to the corporate network

· Teleconferencing and/or video conferencing tools

· A company Intranet that helps the teleworker stay connected to the organizational culture

· Presentation sharing tools

· Appropriate applications in order to work remotely 

· An instant-messaging (IM) mechanism to facilitate real-time conversations with manager and co-workers.
3. Communicate, communicate, communicate. Communication between the manager and teleworker should be frequent and varied. Weekly or bi-weekly conference calls should take place as a formal way to discuss current projects, timelines, obstacles and achievements.  

Unscheduled calls ought to be made by both the manager and the teleworker, just as a means of keeping in touch. This allows the relationship to be more spontaneous as it would be if they were seeing each other on a daily basis in the office. Video conferencing also enhances meetings.
Include co-workers in the communication goals. It is important to establish and maintain a cohesive team environment with regular communication among all members. All co-workers and other employees should be able to readily contact the teleworker. A seamless telecommuting arrangement will be more readily accepted by employees and customers. 
And don’t forget to invite the teleworker into the actual office, at least every quarter. This helps maintain recognition, but also allows the teleworker to “reconnect” to their co-workers and the culture of the organization.
4. Pay for performance. Many managers already utilize this technique regardless of where their workers reside. However, this mindset allows the manager and the teleworker to focus on what matters most – business results versus face time.

Address performance issues just as you would for a worker in the office. Don’t jump to a conclusion that a deadline was missed because the teleworker was slacking. Discuss it with the employee and understand that sometimes they have issues that arise just like anyone else.

5. Recognize teleworkers. Keep the teleworker involved and create a cohesive work environment for both the teleworker and those in the office.  

· Keep the teleworker in the loop. When there is a celebration or an impromptu meeting, include them through the telephone or webcam. Or if it is their special day, get the rest of the team together and contact the teleworker to celebrate.
· Recognize them when they conference into meetings. Some organizations put a physical representation (a picture, for example) of the teleworker so the rest of the group recognizes they are there.

· Give the teleworker some cues on how to interject in a meeting. Pushing their # or * key can signal to the rest of the group that they want to say something.  

· Let teleworkers know that they too are eligible for special assignments or promotional opportunities.

· Working remotely doesn’t mean working around the clock. Make sure teleworkers have down time when appropriate and encourage them to shut the door on their “home office” or simply “unplug” when the day is done.

Teleworkers aren’t so different from employees onsite. Both types of worker require measurable goals with timelines and expectations that can be assessed with regular feedback. With a careful plan, the right tools and the right people, managing employees with any kind of work arrangement will be a success.
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