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ABSTRACT

Organizations are continually seeking to find ways to improve the performance of
individuals, groups, and the organization as a whole. Research has shown that, when
employees' work-family conflict levels are reduced, performance in the workplace can be
increased. How to reduce these levels, however, is a complex task. One claim that has
been made, but not thoroughly researched, is that teleworking can assist employees in
reducing their work-family conflict. I researched the effects of home-based teleworking
on different dimensions of work-family conflict. This was a positivistic research study
that involved a survey questionnaire given to employees in corporate settings. Two
samples were utilized within seven for-profit organizations in the Twin Cities area of
Minnesota. One consisted of full-time employees who teleworked from a home office
two or more days per week. The other consisted of a proportional random sample of full-
time worksite-based employees who have similar job types. An 18-item multidimensional
work-family conflict scale constructed and validated by Carlson, Kacmar, and Williams
(2000) was utilized. A demographic section of 9 items (sample type, gender, age of
employee, marital status, number of hours worked per week, health status, number of
children, age of youngest child, number of teleworking days per week, and length of time
an employee had teleworked) was also included. Role conflict theory was the primary
framework for this study. The instrument measured time-, strain-, and behavior-based
conflict both from work interference with family and from family interference with work.

Data were analyzed and compared with the use of t-tests, one-way ANOV As, and
linear multiple regressions. The teleworkers had lower overall work and family conflict

with strain-based conflict being the largest contributor. Various levels of significance and
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non-significance were found within the forms, directions, and dimensions of work and
family conflict. Relationships were also found between overall work and family conflict
and gender, health, and number of children. The results of this study can provide
organizational leaders and human resource development practitioners with knowledge

that can assist them in improving the performance of individuals and organizations.
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CHAPTER 1

INTRODUCTION

Human resource development (HRD) professionals and organizational leaders are
continually trying to find ways to improve the performance of their organizations and
employees. Although many organizations continue to resist it, performance improvement
efforts are based in effective change. In fact, Schreiber (1999) explained that the key to
survival for organizations that participate in the global economy is the ability to respond
effectively to changing needs and demands. Among many potential performance-
improving interventions that have been investigated in various arenas (e.g., business,
management, psychology, and family sciences), this study focuses on two: 1) increased
utilization of telework, and 2) the reduction of work-family conflict (WFC). These are
fairly complex interventions that require both individual and organizational culture
changes. Even though research in these areas began over twenty years ago, work and
family research is fairly new to the field of HRD.

In a recent study conducted for the International Telework Association and
Council, Pratt (1999) found that 19.6 million people in the United States reported
working as teleworkers in 1999. Another source reported estimates, in 1997, ranging
from 9 million to 42 million telecommuters nationally (Ellison, 2000). The number of
teleworkers continues to rise (Reinsch, 1997). Factors that appear to be leading this
growth include changes in dual wage earner and single parent families, sociological
trends, technology, worker values, pressures to balance work and family life, pressures

for environmental conservation, and pressures for organizations to be more competitive,



reduce costs, and improve ability to recruit and retain workers (e.g., Bond, Galinsky, &
Swanberg, 1998; Coveyduck, 1997; Gray, Hodson, & Gordon, 1993; Igbaria, 1998;
International Telework Association & Council, 1999; Kugeimass, 1995; Venkatesh &
Speier, 2000).

Many organizations, agencies, and individuals now see telework as a direct means
of increasing productivity and flexibility, a tool in socio-economic development and job
creation, and a way to increase the control of work and to achieve a better fit between
personal, family, and work life (European Commission on Telework, 1998). Taveras
(1998) reported that teleworking is fast becoming a widespread practice; however,
organizations lack a clear understanding of its "tactical and/or strategic effects on the
various elements of organizational culture" (p. 2). Performance improvement
practitioners are concerned that many companies are implementing initiatives such as
teleworking without first taking the time to assess, design, develop, and evaluate their
programs (Ruppel, 1995). Many organizations are allowing employees to telework
without first addressing the benefits, challenges, and implications inherent in this type of
intervention (Kurland & Bailey, 1999). Because of this, many teleworking programs have
not been successful. If designed and implemented effectively, research does suggest that
telework benefits outweigh the challenges and problems that employees and employers
may face (e.g., Pratt, 1999; Thompson, Beauvais, & Lyness, 1999). Teleworking can be
effective in improving both individual and organizational performance (Kugeimass,
1995) and is, therefore, significant for HRD professionals.

Many organizations and families continually search for a workable balance

between the work and family domains (Cree, 1998). One aspect of this balance is that of
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WEFC. Balance is typically determined by the absence or management of stress or
conflict. Stressful factors may include schedule incompatibility, quality of the
supervisory relationship, job autonomy and demands, family division of labor, child care
issues, and work time requirements. One element of the work and family interface is the
conflict a person may experience between the work role and other life roles (Greenhaus
& Beutell, 1985; Kinnunen & Mauno, 1998). Even though conflict is a normal part of
life, experiencing increased levels of WFC has been linked to negative consequences for
both the work and home domains (e.g., Adams, King, & King, 1996; Duxbury, Higgins,
& Mills, 1992; Judge, Boudreau, & Bretz, 1994).

Developing a better understanding of WFC is important to organizations and
employees. Senge (1990) purported that organizations limit their overall effectiveness
and ability to learn by fostering avoidable WFC for employees.

In today's society, many people experience WFC. A survey of 1,200 men in a
Minneapolis firm indicated that 70% of the employees who were 35 years old or younger
faced serious conflicts between work and family (Kugelmass, 1995). Many reported that
they would turn down promotions to avoid the increase of WFC. A study by the
Conference Board of Canada indicated that 80% of employees experienced stress or
anxiety from WFC (Lee, Duxbury, Higgins, & Mills, 1992). This conflict is a source of
stress associated with negative consequence both on and off the job (Hammer, Allen, &
Grigsby, 1997; Parasuraman, Greenhaus, & Granrose, 1992). In fact, Williams and
Alliger (1994) stated that over 75% of married female professionals reported

experiencing WFC every day. Greenhaus and Beutell (1985) suggested that WFC exists



when

1) time devoted to the requirements of one role makes it difficult to fulfill

requirements of another; 2) strain from participation in one role makes it difficult

to fulfill requirements of another; and 3) specific behaviors required by one role

make it difficult to fulfill the requirements of another. (p. 76)

They also claimed that there are actually three forms of work-family conflict:

time-based, strain-based, and behavior-based conflict. Gutek, Searle, and Klepa (1991)

explained that within each of these forms of contflict there are two directions of possible

influence or spill over (work interference with family and family intertference with work).

Aryee, Luk, Leung, and Lo (1999) purported that, to truly understand WFC, both

directions must be considered. To assist in visualizing these forms and directions,

Carlson, Kacmar, and Williams (2000) presented a chart of the six dimension of work-

family conflict (see Figure 1).

Forms of
Work-
Family
Conflict

Time

Strain

Behavior

Work Interference

Family Interference

with Family with Work
Time Based Time Based
Work Interference with Family Interference with
Family Work
Strain Based Strain Based
Work Interference with Family Interference with
Family Work

Behavioral Based
Work Interference with
Family

Behavioral Based
Work Interference with
Work

Eigure 1. The six dimensions of work and family conflict (p. 251).




As more employees are juggling family and work demands, it continues to be
important for researchers to study the consequences of WFC and its possible implications
on the workplace and in the home (Grandey & Cropanzano, 1999). Frone, Yardley, and
Martel (1997) stated that understanding the work-family interface is a "pivotal concern of
both work and family researchers” (p. 145). By better understanding the differences in
WFC dimensions, organizations can better tailor carzer programs or assistance strategies
to be more successful (Carlson, 1999). Improving the performance of employees by
designing interventions to assist them in reducing their WFC levels is a new domain for
HRD practitioners and researchers.

Significance

The significance of telework and WFC, as separate research areas, has already
been discussed. For this study, however, it is important to examine the significance of
researching the relationship between these two areas. Scholarly and non-scholarly
research reports various advantages and disadvantages of telework. Many claims have
been made without adequate research support. One of these claims is that teleworking
will reduce the level of WFC for an employee. Because many employees appeared to
increase their overall job performance when levels of work-family conflict were reduced
(e.g., Aryee, 1992; Bond et al., 1998; Duxbury, Higgins, & Mills, 1992), this claim, if
true, could be important to HRD professionals in further determining the effectiveness of
telework as a possible intervention for improving the performance of individuals and
organizations in various organizations.

This research topic appears to be significant for a number of reasons:

1) Currently there are only a few studies that report any connection between WFC and






