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Abstract.  There are many definitions of new ways of work, but working with a computer at another location than at the office 
or at the clients’ location with Information Communication Technology as a support is becoming more prevalent.  A new of-
fice having shared desks and facilitating informal meetings along with a changed leadership style is yet another way.  Examin-
ing the experiences of alternative work styles, telework, between the Netherlands and the USA are especially apparent in the 
design of office environments as is the emergence of new leadership behaviors to promote safe and healthy work. 
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1.  Introduction 

New ways of work are being seen in many cultures. 
The information and communication technologies 
like teleconferencing and internet facilitate distant 
work [15]. Elements of the new way of work differ 
depending on the definition and how the organization 
designed and implemented the program. Often the 
following elements were observed: flexible working 
times, working from home or while travelling, In-
formation Communication Technology (ICT) which 
facilitated distant work, a new way of leadership, 
more empowerment and an office with shared desks 
and an interior design that stimulated  informal meet-
ings [4].  
 

1.1. The Netherlands perspective and experience 

In a study of Hengst et al. [9] six Dutch organiza-
tions that were changing to a  new way of work were 
evaluated. Three were governmental organizations 
and three were private companies. Four main effects 
of   new ways of work programs were found and  are 
described below:  

1. Working remotely had a (slightly) positive ef-
fect on productivity. It results in   better use of skills, 
reduces commuting/travel time (working at home) 

and  allows for better concentration.  The meetings 
were more efficient when  communicating remotely 
because everyone is more focused on the formal 
agenda. On the other hand, the communication spec-
trum is narrower than face-to-face communication, 
which can make it  less productive  in high pressure 
situations, dealing  with complex, innovative tasks  
or if mutual conflicts needed  to be resolved. 

2. The effects on stress were  minimal and the 
workload itself remained fairly stable. The pressure 
from clients was in most cases already present and at 
a fairly high level.  However, it was  noted by  the 
participants who had  started adapting to the new way 
of work that the expectations of management, col-
leagues and clients were  more tense when everyone 
was accessible (24/7) and able to work.  

3. A positive effect found was that employees 
working remotely had options in maintaining a good 
work-life balance.  Employees expressed having 
more control of their own time.  On the other hand, 
this element of control introduced a new work di-
mension, as they had to arrange and facilitate this 
issue of work-life balance.  For some individuals, this 
notion of control and flexibility could contribute to 
higher job stress.  

4. Another consequence of working remotely was 
the challenge employees may feel making  a connec-
tion with the organization resulting in them feeling 
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relatively isolated.  Given this situation, employees 
may be tempted to look for other jobs where they can 
develop a stronger affiliation with the organization.   

 
1.2 The USA perspective and experiences 
 

Nearly 26 million (20%) of the U.S. working adult 
population of 139 million currently telework [11]. As 
noted by  Hengst et al [2], Information Communica-
tion Technology, coupled with environmental and 
economic issues, patterns of office and computer 
work will be influenced, as teleworking is changing 
how these office employees are working, commuting 
and communicating [11,5,8].  Telework, a wide-
spread practice that has  steadily increased in the 
United States and abroad, allows employees and their 
tasks to be shared across settings away from a central 
place of business or physical organizational location 
[3,5,12].  In 2010, the total number of people who 
worked from home or another remote location for an 
entire day at last once a month has declined, probably 
due to the higher unemployment. However, while the 
total number of teleworkers has decreased, the per-
centage of people who telework more than once per 
month has increased.  Both private industry and the 
federal government have encouraged these alterna-
tive workplace changes, many of which have been 
observed to be beneficial to the economy, to the envi-
ronment, and to the quality of family life [1]. The 
U.S. federal government, encouraged by congres-
sional legislation and the Office Program Manage-
ment (OPM) telework directive, is supporting tele-
work programs including flexible and alternative 
office workspaces [18].  

It could be that these effects are country and cul-
turally specific.  The way of work in the Netherlands 
could be contributing to the specific outcomes dis-
cussed earlier.  A focus of this paper is to examine if 
these effects are found for other countries and what 
similarities or differences are reported.  Specifically, 
we will report experiences and data from the USA 
and the Netherlands in this paper.  

2. Method  

To answer whether cultural differences or similari-
ties are found, nationally available data in the litera-
ture as well as case studies and reported experiences 
of the USA and the Netherlands are examined and 
compared.  Additionally, based on companies’ ex-
periences and research in evaluating New Ways of 
Work in the USA [e.g., 5,10,7,6] a reflection is given, 

framed within the four points of the Netherland study 
by Hengst [2].  

 

3. Results and discussion 

3.1 Comparing the Netherland and USA new way of 
work experiences 
 

Shown in Table 1 are some key concepts and is-
sues that have been noted in the literature and in var-
ious company case studies regarding telework and 
new ways of work styles, including leadership and 
management behaviors. This table presents the two 
countries’ experiences and the noted trends observed 
in the Netherlands and the U.S.  
 
3.1.1 Netherlands 

In the Netherlands, 15.2% of the population is do-
ing computer work at another location than the office 
or at the location of the client [13]. A study of Mas-
trigt et al. [16] indicated that the work station at 
home is not the ideal work situation. The shared 
desks are seen often in the Netherlands [21] and new 
problems are the work-life balance and connection 
with the organization [9].  

A new problem is also to make the shared work 
station your own desk [21].  The ICT is often avail-
able at home, however, it is still not as good as it is at 
the office [9].  Furthermore, the software for distant 
meetings is often not compatible with the main sys-
tems used at work, or the process to use it is too 
complex [21].  On the other hand, examples of suc-
cessful telework and alternative work styles can be 
seen as well [21].   

Some challenges in managing new ways of work 
have emerged in both countries. In the Netherlands, a 
new leadership style in combination with empower-
ment has not been easy to implement [21].  It re-
quires managers to shift their control styles and the 
practice of evaluating their employee’s performance.  

Office interiors can provide more opportunities for 
informal meetings and discussions when telecom-
muters come to work at the main organization or a 
remote workplace site (see Figure 1).  With mobile 
ICT, virtual teams can bring their work tools to these 
types of office settings and engage in informal face-
to face communication.  
 
3.1.2 United States  

Telecommuting appears to have both positive and 
negative consequences for employees, regarding the 
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safety and health effects, however the complexities 
of these consequences have yet to be explored [6] .  
Working at home  may reduce stress and injury risk 
by harmonizing work and family demands and mini-
mizing daily commutes. Positive factors frequently 
reported include the elimination of office stress, indi-
vidual modification of the work environment, greater 
accommodation of the disabled, reduced rates of 
sickness absenteeism, increased productivity, better 
sense of control over the job and workplace, and a 
higher level of job autonomy [1,2,7].  Conversely, 
negative issues often raised are social isolation, ca-
reer stagnation, family conflict, and higher perceived 
workload levels [17].  These presumed benefits need 
to be balanced against the risks from loss of safety 
and ergonomics oversight, introduction of occupa-
tional hazards into the home working environment, 
the blurring of work and family roles, social isolation 
from peers and the constant feeling of being linked to 
the workplace (for further discussion see Robertson 
et al., [19].  
   Virtual workplaces combined with ICT have helped 
managers gain trust in communicating with their em-
ployees and learning how to manage them remotely.  
Thus, new ways of managing is emerging and a shift 
from behavior-based to output-based performance 
controls are occurring to allow managers to adapt to 
the changes brought on by telecommuting [14].  
Training managers to implement and manage these 
new ways of working is tantamount to the success of 
the program.  Companies need to provide training not 
only to managers on how to work with employees, 
but also to employees on what kind of behavior is 
acceptable in this new way of working and the new 
kinds of spaces that are created to support alternative 
work styles.  
   The design of workspaces to support virtual and 
telecommuters is evolving.  Organizations are still 
transitioning to this new paradigm and are still wres-

tling with the implications of how to define and re-
think company space.  As more workers become mo-
bile, it is even more critical to have office spaces 
where they can meet and reconnect when they are in 
the office.  Today, there are a variety of alternative 
work styles that organizations can use to address the 
changing nature of work.  These include hoteling 
where one makes a reservation based on unassigned 
seating; hot-desking where it is first come, first 
served, and evolved open plan environments where 
there are fewer and lower partitions, along with quiet 
rooms and team spaces (See Figure 2).  
   Aligning the telework or new way of work (alterna-
tive work style) with a company’s corporate goal is 
critical and essential to establish a successful tele-
work program [20].  Improving the work experience 
for employees by supporting new ways of working 
may be tailored and customized for each organization.  
Some organizations may use a telework strategy that 
combines an evolved open-plan with unassigned 
seating along with telework.  The leading edge com-
panies seek to foster some type of connection by pro-
viding workspaces that are multifunctional in which 
employees can move around as needed while doing 
different types of work with coworkers.  
   A cultural change must precede or accompany any 
new way of working or telecommuting program.  
Management must align the rewards and recognition 
system so that employees will adopt the new way of 
working without being concerned about undesirable 
consequences of working away from the traditional 
office setting.  For teleworking programs to become 
sustainable a culturally friendly environment needs to 
be created, one that will be receptive to alternative 
work styles.  
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Table 1.Examining and comparing New Ways of Work (e.g., telework, alternative work styles and workplaces) 
between the USA and the Netherlands 
 

  USA Netherlands [source] 
Employees working at home  20% [19] 15.2% [13] 
Good work station at home  Rarely [8,19] No, kitchen table/couch/desk [16] 

Smaller offices with shared desks  Frequently [10,20] Seen frequently [21] 
New issue: life-work balance/stress  Often [2,6,7,18] yes new problem [9] 
Need for personification  Yes [10] Yes [21] 
New ICT for distant individual work  Often [3] Often [21] 
New ICT for distant meetings  Seldom [3] Seldom [9] 
New leadership problem  Often [14] Often [21] 
Offices with more informal meeting Examples of [20] Examples of [21] 
     

 

  
Figure 1.  Example of an office interior stimulating 
informal meetings.                                                                    

Figure 2.  A collaborative, privately enclosed small 
team workspace with ICT support.  Adjacent to this 
team workspace are individual workstations [20].  

 

4. Conclusions 

Alternative work styles, mobile working, and tel-
ework are all new ways of work that are present 
around the world.  With new and mobile technologies, 
we have opportunities to work anywhere at any time.  
With this new way of work, several issues arise that 
are important to understand as organizations design, 
implement and manage these new types of work pro-
grams.  

In this paper, we examined and compared national 
data as well as case studies and reported experiences 
of the USA and the Netherlands to better understand 
the issues of this new way of work and to see if they 
are culturally specific.  Although the definition of 
alternative work style or new ways of work differed 
depending on how the organization designs, imple-
ments and manages them, several common elements 
and themes were observed.  Changes in the physical 
work environments at both the home and office set-
tings were noted along with the need for having ICT 
support for team meetings and other communication.  
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Work-life balance and related work stress are emerg-
ing issues along with creating and sustaining a cul-
turally friendly atmosphere towards flexible work 
styles.  Management leadership style as well as how 
employees interact with their managers and cowork-
ers is also changing along with the modality of the 
interaction as more communication is taking place 
using ICTs.  When adopting new ways of work the 
organization’s cultural characteristics and the align-
ment of work style with corporate goals is essential 
to the success of these programs.  When New Ways 
of Work programs, are developed accordingly, safe 
and healthy workplaces are created.   
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