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Article abstract
Teleworking from home may be an emerging trend in work organization, but authors have overestimated its popularity. In fact
some studies show that, with its inconvenient aspects for both employees and employers, teleworking is not a panacea. In some
cases the arrangement falls or only partially succeeds. Success in implementing a teleworking program is not guaranteed and
relies on certain conditions. In view of the emergence of teleworking and the resistance to change it engenders, it is important to
better understand the conditions that lead to a successful telework experience.
This study focuses on a specific condition for success, namely the organizational support offered to home teleworkers. This is an
important prerequisite over which an organization's leaders exercise a certain degree of control. More specifically, this study will
attempt to answer the following question : To what extent do three sources of organizational support — that of telesupervisors,
colleagues and senior executives — influence home teleworking success? Although the support provided to teleworkers is often
considered a determinant of telework success, it has not been fully investigated. The few studies that do exist on the subject were
conducted years ago, included only a small number of teleworkers, and explored the impact of personal characteristics and
working conditions on a teleworker's attitudes and performance. To our knowledge, the present study is the fïrst to analyze the
relationship between organizational support and the success of home teleworking. More specifically, we will analyze two forms
of organizational support offered by various agents — emotional and instrumental support. Emotional support is expressed by
sympathy and openness to the teleworker, while instrumental or hands-on support directly helps an employee meet work
objectives. To our knowledge, this study is the first to propose and test a typology involving forms of support (emotional and
instrumental), and to analyze their impact on home teleworking success.
A questionnaire was distributed in three companies with home teleworking arrangements. The teleworking coordinator
distributed the questionnaire to all employees who had been teleworking for at least six months. Most of the 193 respondents
who returned the questionnaire are clerical workers (47%) or professionals (36%). On average, the respondents have 16 years of
seniority within their organization, 8 years in their current position, and 3 years as teleworkers. They telecommute an average of
21 hours per week, and spend 13 hours at the company. Their average age is 42 years old. Slightly over half of respondents are
women (56%), live with a partner (55%), and have children (56%). In terms of educational profile, 16% of respondents have a high
school diploma, 25% a college diploma, 48% a bachelor's degree, and 11% a graduate or postgraduate degree.
The "teleworking success" concept was measured with retrospective questions on 13 success indicators including job
performance, work volume, feelings of belonging, advancement possibilities and job creativity. A factorial analysis (with Varimax
rotation) generated three interpretable factors (eigenvalues above 1). Together, these three factors accounted for 65% of the scale
variance. After dropping ambiguous scale items, those three factors were : Job performance (4 items, alpha = .85), quality of life (4
items, alpha = .81) and job commitment (3 items, alpha = .79). The strongest teleworking success factor was undoubtedly job
performance since it explained 46% of the scale variance, compared with about 10% for each of the two other factors. The fourth
teleworking success variable was satisfaction with teleworking which was assessed with three indicators : satisfaction with
working at home, the home work environment, and the respondent's participation in the teleworking program.
The support offered by three categories of key agents—telesupervisors, colleagues and senior executives—was assessed on a
series of statements from our literature review. Each statement is associated with a 5-point Likert scale with values ranging from
(1) rarely to (5) often. A factor analysis of the statements confirms that all types of support can be grouped into the emotional and
instrumental forms of support. The factor analysis conducted on the supervisor support scale items generated four distinct
factors that can in essence be sorted as follows under the emotional and instrumental headings : (1) The coordination and
follow-up of the teleworker's tasks (instrumental support, 8 items, alpha = .81); (2) acceptance of telework as a legitimate work
arrangement (emotional support, 5 items, alpha = .75); (3) performance planning (instrumental support, 2 items, alpha = .84) and
(4) higher performance expectations (emotional support, 2 items, alpha = .70). Together, those four dimensions of supervisor
support contribute 54 % of the scale variance. The factor analysis conducted on the colleague support scale items generated two
factors that fit under the emotional and instrumental headings: (1) the coordination and follow-up of the teleworker's tasks
(instrumental support, 4 items, alpha = .74) and (2) equal treatment of teleworkers (emotional support, 3 items, alpha = .61). A
final factor analysis was conducted on the top management support scale items. Again two factors consistent with the emotional
and instrumental support headings were retained : (1) the acceptance of telework as a legitimate work arrangement (emotional
support, 4 items, alpha = .75) and (2) technical support (instrumental support, 2 items, alpha = .61).
The results of our study generally confirm the importance of the instrumental support offered by telesupervisors (coordinating
teleworkers' work and elaborating clear and specific job objectives) and by senior executives (giving appropriate equipment and
specialized staff to repair them) on teleworking success. Results also confirm that the support of supervisors has a relatively
greater influence on teleworking performance, which is the most important aspect of teleworking success (explaining 54% of the
scale variance). It also appears that the emotional support offered by senior executives, that is their openness to telework, has a
significant influence on job commitment. This study's results do not confirm a link between any forms of colleague support,
either emotional or instrumental, on various indicators of teleworking success.
These results may serve as a reference to companies and managers who wish to implement or improve the effectiveness of
home-based teleworking. They demonstrate how different forms of support from various sources influence teleworking success,
a concept that includes job performance, job commitment, quality of life, and satisfaction, all of which are variables that have a
major impact on organizational performance.
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