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ABSTRACT

This study focused on the culture and policies regarding telecommuting autonomy
in companies and aimed to examine the impact of these policies on telecommut-
ing. Specifically, the author investigated the effects of employees’ perceptions of
company policies and culture regarding telecommuting on their satisfaction, work
engagement, stress reactions, and perceived productivity. A web-based survey was
performed on 300 employees who regularly telecommute. Respondents were divided
into three groups based on their ratings of questions about the company’s policy
toward telecommuting. Differences in satisfaction, work engagement, stress reaction,
and subjective productivity were compared among the three groups. The results sug-
gest that satisfaction declines in the group with the least autonomy. The results also
suggest that engagement increases in the group perceived to be the most proactive
in implementing telecommuting.

Keywords: Work from home, Telecommuting, Organizational culture, Satisfaction, Work
engagement

INTRODUCTION

The number of teleworkers has increased rapidly since the coronavirus disas-
ter (Eurofound and International Labour Office, 2017; Henke et al., 2016).
Because telecommuting has advantages such as eliminating commuting and
work-location restrictions and making it easier to balance work with child-
care and nursing care (Gajendran and Harrison, 2007; Evans et al., 2004), it
continues to be widely adopted even as the various restrictions imposed by the
coronavirus disaster are being eased. For teleworkers to work comfortably
under these circumstances, ergonomic knowledge is essential to construct an
appropriate telecommuting environment.

In order to construct a better telecommuting environment, requirements
that directly affect workers’ bodies, such as the physical environment, facil-
ities, and ICT equipment, are essential. However, many studies have also
pointed out the importance of workers’ cognitive and organizational aspects,
such as autonomy in work. However, research findings focusing on workers’
perception of autonomy in telecommuting are scarce, and an accumulation
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of research findings is needed. Takahashi et al. (2022) pointed out that orga-
nizational support is essential for ease of work in telecommuting. Adisa et al.
(2023) investigated the relationship between telecommuting and employee
engagement and reported that organizational support is necessary for effec-
tive work execution. Sakai et al. (2023) pointed out the importance of
establishing measures to ensure work time control, discretion, and auton-
omy to reduce telecommuting stress and examine how employees perceive
these measures.

This study aimed to investigate the impact of these factors on telecom-
muting by focusing on the culture and stance of companies regarding the
autonomy of telecommuting. Specifically, the study examined the stance of
companies toward telecommuting in terms of the degree to which workers
can adjust the dates and times of telecommuting, whether they are managerial
or non-managerial toward employees when telecommuting, and whether they
are proactive or reactive in implementing telecommuting. Then, these factors’
effects on workers’ psychological aspects were analyzed. The following psy-
chological aspects were selected: (1) satisfaction, (2) perceived productivity,
(3) work engagement, (4) stress reactions. In addition, the author also ana-
lyzed the differences in the effects of the number of telecommuting days and
hours on the aforementioned psychological aspects of workers, depending on
differences in corporate culture and stance.

METHODS
Participants

A web-based questionnaire survey was conducted on 300 workers (mean
44.21 years, SD: 10.88, 162 males and 138 females) recruited via an Internet
research company and working from home two or more days a week for at
least six months. All of them lived in Japan and worked from home in Japan.

Questionnaire Items

In this study, the author focused on the culture and stance on autonomy
regarding telecommuting and examined the impact of this on the psychologi-
cal aspects of workers. The organizational culture of telecommuting includes
(1) whether employees are free to decide the date and time of telecommut-
ing (5-point Likert scale from 1: disagree to 5: agree), (2) the organization’s
management attitude toward telecommuting (4-point SD scale from 1: man-
agerial to 4: non-managerial), (3) the organization’s attitude of implementing
telecommuting (4-point SD scale from 1: positive to 4: negative).

The four psychological aspects selected were (1) satisfaction, (2) perceived
productivity, (3) work engagement, and (4) stress reactions. Each of these was
measured as follows. In addition, overall satisfaction with telecommuting was
measured on a 7-point Likert scale.

Work Engagement
Work engagement is a positive and fulfilling psychological state. The Utrecht
Work Engagement Scale is proposed by Schaufeli and Bekker (2010) as a
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measure of work engagement. This study used the Japanese version of the
Utrecht Work Engagement Scale (simplified version) (Shimazu et al., 2008;
Schaufeli et al., 2019). This scale elicited responses to three questions about
vitality, enthusiasm, and immersion using a seven-point rating scale. The total
score across the three items was recorded to form an overall score.

Stress Reactions

In Japan, a Brief Job Stress Questionnaire was used to assess stress at work
(Shimomitsu et al., 2000; Shimomitsu, 1998; Shimomitsu, 2000). This
questionnaire consisted of three parts: job stressors, stress reactions, and
modifiers, and was used to identify high-stress individuals. In this study, 29
items related to stress were used. These 29 items consisted of a four-point
rating scale based on liveness, irritability, fatigue, anxiety, depression, and
somatic complaints. The total score (after reversing the negative items) was
used as an overall stress score.

Perceived Productivity
The following three questions were posed. Participants responded using a
five-point scale based on their work situation over the previous month:

« Do you think your work productivity is high?
« Do you think you are achieving more than expected?
« Do you think telecommuting has improved your work efficiency?

The total score of these three items was used as the perceived productivity
score.

Data Analysis

First, a cluster analysis was conducted on three items related to the company’s
policy on telecommuting, and the respondents were divided into groups
according to the differences in the culture of the organizations in which they
worked. Then, a one-way ANOVA was conducted to compare the differences
among the groups and to examine the effects of differences in organizational
culture on the psychological aspects of telecommuting as perceived by the
employees.

RESULTS

Correlations Among Questionnaire Items

The correlation coefficients among the items are shown in Table 1 below.
A positive correlation was found between the score of whether employees
could freely decide the date and time and their overall satisfaction level. Neg-
ative correlations were also found between the management attitude of the
organization and the implementation attitude of telecommuting and work
engagement.
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Table 1. Correlation coefficients among the questionnaire items.

Cl C2 C3 P1 P2 P3 P4
C1  Freely decide the date and time of - 0.252 -0.196 0.248 0.122 0.033  -0.056
telecommuting
C2  Organization’s management RO 0.244  0.132  -0.090 -0.250 -0.171
attitude toward telecommuting
C3  organization’s attitude of R EE - -0.092 -0.151 -0.208 0.062
implementing telecommuting
P1  Satisfaction o * n.s. - 0.470  0.209  -0.233
P2 Perceived productivity * n.s. o o - 0.587 -0.216
P3  Work engagement ns. ¥ wE o o - -0.048
P4 Stress reactions n.s. ¥ n.s. o o n.s. -

**: p<0.01, *: p<0.03, n.s.: not significant

Clustering by Organizational Attitudes Regarding Telecommuting

A cluster analysis using the k-means method was conducted using three items
related to the company’s policy on telecommuting, and the survey respon-
dents were divided into three groups (Cluster 1: 85, Cluster 2: 98, Cluster 3:
117). Figure 1 shows the mean scores of the items related to telecommuting
policy for each group. A one-way ANOVA revealed significant differences
between the groups for all items. Figure 1 indicates that cluster 1 is a group
that cannot freely decide on telecommuting dates and times and has a rel-
atively managerial attitude toward telecommuting. Cluster 2 is a group of
workers who can freely decide their workdays at home and have a non-
managerial attitude toward telecommuting. Cluster 3 was defined as orga-
nizations that were proactive about telecommuting and allowed employees
to decide their telecommuting days and times freely but adopted a relatively
managerial attitude toward telecommuting.

Mean of subjective rating

1 2 3 4 5
. . .
Freely decide the date and time of telecommuting === Cluster 1
1 Cluster 2
Organization's management attitude toward telecommuting \ Cluster 3
organization's attitude of implementing telecommuting

Figure 1: Characteristics of each cluster.

Differences Among the Clusters

Figure 2 shows the results of each group’s responses for satisfaction,
work engagement, stress reaction, and perceived productivity. A one-way
ANOVA on satisfaction with telecommuting showed a significant differ-
ence (F(2,297)=8.427, p<0.01), and a Tukey-Kramer multiple comparison
showed a significant difference between cluster 1 and the other clusters
(p<0.01).
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One-way ANOVA for work engagement revealed a significant differ-
ence (F(2,297)=5.385, p<0.01), and Tukey-Kramer multiple comparisons
revealed a significant difference between cluster 2 and cluster 3 (p<0.01).

One-way ANOVAs on stress response and perceived productivity showed
no significant differences between the groups.
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Figure 2: Comparison of employee’s psychological aspects among clusters.

DISCUSSION

In the correlation analysis, all three items used in the cluster analysis were cor-
related with the workers’ subjective evaluation of telecommuting, suggesting
that all of these organizational policies impact the workers’ psychologi-
cal aspects. Therefore, using them as indices for the cluster analysis was
appropriate.

The clusters were classified into three groups, as described above. Looking
at the characteristics of each cluster, cluster 1 is considered to be the group in
which the workers feel the least autonomy in both the decision of the telecom-
muting date and time and the management system during telecommuting. On
the other hand, cluster 2 was not different from cluster 1 in terms of proac-
tiveness, but the other characteristics of cluster 2 were in conflict with those
of cluster 1. This suggests that workers in Cluster 2 feel that they have a high
degree of freedom. Cluster 3 is the group in which workers feel that they are
the most proactive in implementing telecommuting and can freely decide the
date and time. However, on the other hand, they feel that they are the most
managerial during the workday.
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When the differences in the scores of each indicator between these three
clusters were analyzed, the score of cluster 1 was significantly lower for
satisfaction. Cluster 1 is the group with the least autonomy, suggesting
that the degree of discretion/autonomy of the workers’ telecommuting may
impact their satisfaction. This is a reasonable conclusion, as many studies
on telecommuting have pointed out the importance of autonomy. It could be
necessary to support employees in achieving a high degree of autonomy in
telecommuting to increase employee satisfaction. Furthermore, the score of
cluster 3 was significantly higher when looking at work engagement. Clus-
ter 3 differs from clusters 1 and 2 in that it is perceived as the most positive
attitude toward telecommuting. In other words, the active implementation of
telecommuting is important for increasing workers’ work engagement.

CONCLUSION

This study examined the effects of employees’ perceptions of corporate
policies and culture toward telecommuting on their satisfaction, work
engagement, stress reactions, and perceived productivity. Participants were
asked about three items related to the company’s policy on telecommuting:
(1) whether the company allows employees to decide their telecommuting
schedule freely, (2) the organization’s management attitude toward telecom-
muting, and (3) the organization’s attitude toward telecommuting implemen-
tation. Differences in satisfaction, work engagement, stress reaction, and
perceived productivity among the three groups were compared, and satisfac-
tion was significantly lower in the group that perceived the least autonomy.
This suggests that satisfaction declines when employees perceive telecommut-
ing as a policy of low autonomy. Work engagement was significantly higher in
the group where telecommuting was perceived to be the most proactive. This
suggests that engagement increases when employees feel that telecommuting
is a proactive policy.
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