Alternative Work Arrangements: What Does
the Future Hold?

Alternative work arrangements—such as compressed
work weeks, flexible work schedules, telecommut-
ing, or job sharing, among others—can have positive
and negative consequences for employers and/or em-
ployees. In general, alternative work arrangements can
generate beneficial outcomes, particularly for employ-
ers, such as “increased employee retention, loyalty and
morale; higher productivity; improved recruiting of
highly qualified workers; decreased employee tardi-
ness and unscheduled absences; and maximum use of
facilities and equipment.”! On the employees’ side, for
example, telecommuting—one type of alternative work
arrangement—has had favorable effects on perceived
autonomy, the resolution of work-family conflicts, job
performance, job satisfaction, and the experience of
stress. It does not harm perceived career prospects or the
quality of workplace relationships.> On the downside,
however, are the challenges associated with making these
programs work for employers and employees: handling
issues regarding employee training, work monitoring,
and performance evaluation; maintaining lines of com-
munication with bosses and co-workers; and changing
the attitudes of managers uncomfortable with anything
other than traditional working arrangements.”

On balance, the positives seem to ourweigh the nega-
tives.* “Organizations that offer flexible working ar-
rangements are, and will continue to be, employers of
choice....Employees consistently rank flexible schedules
high on their list of desired benefits; employers who are
reluctant to offer these popular perks will find them-
selves falling short in the bidding wars for talent.”’

Although alternative work arrangements can benefit
employers and employees, we need to examine the un-
derlying factors driving the increased utilization of alter-
native work arrangements in many different workplaces.
One important factor reflects the needs and desires of
workers. “Many people today are secking flexibility at

work. Parents...may want more time for family. Students
hope to fit employment into a busy c}ass schedule. And
k after retirement. Whatever

some people look for wor ment. :
lone in wanting a job that’s a

their situation, they’re not 2
% b LTS
better match for their lives.
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Younger workers and those nearing retirement age
are tweo particular segments of the workforce that em-
ployers can target by offering various alternative work
arrangements.

Younger workers are entering the workforce with
different expectations than previous generations of
workers. Whereas their parents were work-centric, most
members of Generations X and Y give priority to their
personal lives; or at the very least they desire t& balance
their work lives and personal lives.” Sharif Khan, vice-
president of human resources at Microsoft Canada, says,
“Gen X and Gen Y are coming into the workplace with
the expectation that they’re going to be treated as indi-
viduals, [who]...want to be able to fit their life and their
work together comfortably, as opposed to focusing on
work and dealing with life after the fact.”®

Another important demographic group in the work-
force consists of those individuals nearing retirement.
“Baby Boomers are reaching retirement age. While
many Boomers may choose to stretch their retirement
date based on some combination of lifestyle choice and
recent market developments, many are opting for less-
demanding positions or reduced workloads.”” “By 2020,
16 percent of the U.S. population will be age 65 and
over, up from 12 percent in 1999.... Yet leaders of many
organizations ignore aging workforce issues despite the
potential problems they see coming, and some damage
seems likely to occur before the issues receive appropri-
ate attention.” 10 “[T]he size of the Baby Boomer demo-
graphic group exceeds current graduating classes, and
replacing their experience will be a challenge for most
firms.” 11

Many nations have experimented successfully with
various flexible work programs, and in some countries,
laws have been enacted to make alternative work ar-
rangements more accessible to employees. Although the
United States Congress has not enacted such legislation
for the private sector, it has taken an important step 1n
supporting alternative work arrangements for federal
government employees. The Telework Enhancement

Act of 2010 (HLR. 1722)12 was passed by both hﬂusei
of Congress and signed into law by President Barac
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' Obama in early December 2010. “The Act provides a

framework for agencies to better leverage technology
and to maximize the use of flexible work arrangements,
which will aid in recruiting new Federal workers, retain
valuable talent and allow the Federal government to
" maintain productivity in various situations—including
* those involving national security and other emergency
 situations.”!? : '

Kate Lister, principal researcher at the Telework Re-
search Network, poignantly observed that [w]hile [the
Telework Enbancement Act of 2010 is] aimed at just
the [Flederal workforce, I think the passage of this bill
will send an important message to private sector com-
panies about the many benefits of telecommuting and
other alternative work arrangements.”'* However, the
impact of the Great Recession may restrain the growth
of alternative work arrangements in the private sector.
A report from the Society for Human Resource Manage-
ment (SHRM) “found that some businesses have ‘reined
ins b 's:gt—-for'alternative work arrangements, with new

_essentially on hold and existing programs un-
»15

initiati
der review.’ _

The future of alternative work arrangements cer-
tainly is not certain!

Chapter 14 Case References

Discussion Questions

1. How can employees benefit from alternative work
arrangements? How can employers benefit from
alternative work arrangements?

2. What are some of the possible negative outcomes
for employers and/or employees regarding alterna-
tive work arrangements?

3. What factors are influencing organizations to con-
sider using alternative work arrangements? Explain
how alternative work arrangements can address the
problems/issues raised by these factors.

4. Do you think the Telework Enhancement Act of
2010 will be useful for the federal government and
its employees? Do you think it will have a benefi-
cial impact for America in general? Explain your
_ANSWerL

5. Should the availability of alternative work arrange-
ments for private sector employees in the United
States be mandated by law? Why or why not?

SOURCE: This case was written by Michael K. McCuddy, The Louis S. and
Mary L. Morgal Chair of Christian Business Ethics and Professor of Man-
agement, College of Business, Valparaiso University.
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