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Abstract

The widespread adoption of work from home has ignited a critical debate sur-
rounding the necessity of in-office attendance and its influence on organizational 
performance. A central concern is that reduced face-to-face interaction might impede 
internal communication and overall effectiveness. Drawing on Media Synchronicity 
Theory, this chapter explores how employees experience media synchronicity in rela-
tion to shared understanding, contribution visibility, and performance evaluation. To 
investigate these experiences, we adopted a phenomenological approach, conducting 
online interviews with full-time telecommuters across various professional settings. 
Our findings challenge the conventional view, demonstrating that telecommuting 
does not inherently hinder complex discussions. Instead, telecommuters strategically 
select media options based on the communication context, enabling them to achieve 
high-quality communication. We further highlight the limitations of relying solely on 
quantitative metrics for assessing performance in highly interactive, non-repetitive 
roles, advocating for regular, synchronous communication between employees and 
managers. This chapter concludes with practical, managerial implications for opti-
mizing internal communication and informing telecommuting policies.

Keywords: telecommuting, media synchronicity theory, internal communication, 
shared understanding, performance evaluation

1. Introduction

The post-COVID-19 world presents a fascinating dichotomy: a strong employee 
preference for flexible work arrangements [1] directly clashes with a growing execu-
tive desire for a return to traditional office settings at major companies like Amazon, 
Disney, JPMorgan, and Zoom [2]. This fundamental misalignment is not merely a 
matter of preference; it creates considerable uncertainty for organizations strug-
gling to maintain productivity and foster a cohesive workforce. It compels us to ask: 
Is in-office attendance truly indispensable for achieving positive organizational 
performance? We argue that addressing this pivotal question requires a nuanced 
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exploration of employees’ internal communication experiences in telecommuting 
environments—a critical area still largely overlooked in academic discourse.

Despite the widespread use of Information and Communication Technologies 
(ICTs) in daily work, ongoing concerns persist that the lack of synchronous face-to-
face interaction can lead to increased misinterpretations [3]. Moreover, telecommut-
ing often triggers a change in communication behaviors, resulting in greater reliance 
on text-based exchanges at the expense of richer voice and video interactions. This 
change can significantly hinder communication effectiveness and, importantly, stifle 
the development of innovative ideas [4]. Given the strong desire for remote work 
among professionals, companies face pressing challenges in maintaining essential 
functions and fostering effective collaboration. Therefore, there is a clear and urgent 
need to thoroughly examine how telecommuting impacts internal communication, 
particularly regarding its most critical aspects for the employee experience.

Drawing on Media Synchronicity Theory [5], this chapter explores employees’ 
views on how telecommuting affects three key elements of organizational success:

•	 The development of a shared understanding of their role within the company.

•	 The visualization of their contributions to the company.

•	 The effectiveness of performance evaluation processes regarding their 
contributions.

Understanding how telecommuting influences these areas is essential for organi-
zations seeking to effectively and sustainably navigate the evolving work landscape, 
as well as to greatly improve our understanding of the impact of alternative work 
arrangements on organizational performance.

To achieve this, this chapter begins by defining telecommuting and distinguish-
ing it from similar concepts. It also explores the influence of various media options 
on communication experiences through the lens of Media Synchronicity Theory. 
We then transition to a detailed discussion of the implications of telecommuting for 
developing shared understanding, visualizing contributions, and evaluating per-
formance. The Methods section provides a comprehensive overview of our research 
approach, including the participant selection criteria and the interview methodology. 
Subsequently, the Results section presents the four core themes identified during our 
data analysis, offering rich, qualitative insights into participants’ perspectives. The 
Discussion section synthesizes our findings, outlining both their practical implica-
tions for managers and their theoretical significance, while addressing study limita-
tions and suggesting avenues for future research. Finally, the conclusion succinctly 
reiterates the chapter’s primary aim and central discoveries.

2. Main concepts

2.1 Describing telecommuting, teleworking, and remote work

Teleworking and remote work are often used interchangeably with telecom-
muting [6, 7]; however, these terms have distinct meanings. The recent intro-
duction of “hybrid work,” which frequently lacks a clear definition, adds to the 
confusion.
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Telecommuting entails the partial or complete elimination of commuting and 
can be categorized by frequency (full-time or part-time) and location (home-based 
or non-home-based) [8–11]. In essence, telecommuting involves an employee 
performing tasks from home (home-based telecommuting) or a location near their 
residence, such as a coworking space (non-home-based telecommuting), rather 
than commuting to their regular workplace (e.g., a shoe factory). Working from an 
alternative location daily generally qualifies employees as full-time telecommuters, 
although this classification can be flexible depending on the interpretation of “every 
day.” This chapter adopts Kilson and Tavares’s definition of full-time home-based 
telecommuters as “professionals who are allowed to perform their work from home on 
a daily basis,” who may “work from home 100% of the time, only having non-regular/
sporadic in-person meetings in cases where the company has physical space” (p. 5) 
[12]. Conversely, part-time employees are those with a regular, recurring obligation 
to work at the company premises. Although this definition is specific to home-based 
telecommuting, it can include full-time non-home-based telecommuters by substitut-
ing “home” with a location like “coworking space.”

This categorization is important because different types of telecommuting lead to 
varied work experiences. For instance, working from a coworking space may involve 
interaction with professionals from various companies, unlike working from home. 
Similarly, part-time telecommuters usually have more in-person interaction with 
colleagues than full-time telecommuters.

Teleworking, closely related to telecommuting, is defined as “the substitution 
of telecommunications technology for work-related travel” (p. 413) [11]. Unlike 
telecommuting, which focuses on reducing or eliminating commutes, telework-
ing can occur virtually anywhere, including at home, the office, or a park. For 
instance, when an employee at the shoe factory works from the company’s prem-
ises and uses her cell phone to communicate with a colleague at another plant, she 
is teleworking. Teleworking is a widespread practice facilitated by ICT, and it does 
not require advanced technology; even tools like the telegraph illustrate its his-
torical prevalence (e.g., smoke signals or carrier pigeons). Remote work is any job 
performed physically away from the employer or manager [9]. For example, when 
the shoe factory employee visits a shoe store to present products and uses her 
tablet to record customer feedback for the marketing team, she works remotely. 
In this scenario, she is also teleworking. Conversely, telecommuting includes both 
teleworking and remote work [9].

The concept of hybrid work gained significant traction as COVID-19 restrictions 
eased and traditional commuting patterns re-emerged. While it typically denotes 
part-time telecommuting, the term is often used without explicit clarification, leading 
to varied interpretations. For instance, a schedule where an employee works from the 
office in the morning and from home in the afternoon could be labeled hybrid work. 
However, this example differs from telecommuting because it does not involve reduc-
ing or eliminating commuting. Therefore, hybrid work can represent a distinct work 
arrangement.

2.2 Communication synchronicity

Communication encompasses three core elements: a transmitter (sender), a 
channel (transmission means), and a receiver. The interaction of these elements 
creates the medium. Group communication entails two key processes: information 
conveyance and convergence on meaning [13]. Conveyance is the transmission of raw 
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information, followed by individual interpretation. The receivers process this shared 
information to grasp its meaning. Subsequently, convergence involves sharing these 
interpretations to reach a common understanding [5, 13, 14].

Consider the shoe factory employee: her online forms detailing visits to shoe stores 
convey information to the marketing team. Their follow-up meeting to clarify notes 
and discuss store interest seeks to reach a consensus on the best sales approach.

Numerous media options exist for communication, each possessing varying media 
capabilities – “potential structures provided by a medium which influence the manner 
in which individuals can transmit and process information” (p. 583) [5]. The degree 
of each capability affects communication performance by shaping conveyance and 
convergence [5, 13, 14]. The relative degree of these capabilities determines a medi-
um’s synchronicity, directly impacting both conveyance and convergence [5, 13, 14]. 
For instance, phone calls facilitate synchronous communication more effectively than 
written documents.

Media Synchronicity Theory (MST) details how media capabilities influence a 
team’s communication performance, affecting both information conveyance and 
meaning convergence [5]. Table 1 outlines these five capabilities and their implica-
tions. Table 2 provides examples of media and their relative capability degrees.

Asynchronous media generally excel at conveying information, while synchro-
nous media are better suited for converging on meaning. Conveying complex or new 
information often requires time for assimilation, making asynchronous options more 
favorable. Conversely, convergence, which aims for shared understanding, benefits 

Capability Relevance to communication

Parallelism. Capability to 
concomitantly transmit 
messages from different 
senders [5].

Higher parallelism enables more simultaneous participation, increasing potential 
ideas but potentially reducing individual focus [14]. Parallelism becomes more 
important for information conveyance with larger groups [13].

Rehearsability. Capability 
to revise a message 
before sending it [5].

Rehearsability can hinder communication because the time taken to compose 
messages reduces synchronicity [5] and may lead to increased user fatigue [15]. 
Furthermore, higher language proficiency among participants reduces the need 
for rehearsability [16].

Reprocessability. 
Capability to reaccess a 
message during or after 
the communication [5].

Higher reprocessability facilitates access to information for review and analysis, 
both during and after communication [16]. This is especially beneficial for 
complex, new, or extensive content [5, 13]. However, it can also induce anxiety, as 
participants may feel vulnerable knowing that past messages can be revisited [15].

Symbol sets. The number 
of ways information may 
be encoded [5].

A medium’s capacity to encode information with various symbols affects 
communication synchronicity. For example, gestures can convey reactions more 
quickly than typing [5]. More diverse symbol sets in written media, like emojis 
and images, can enhance social intimacy [15]. Nevertheless, having a wider 
array of symbols is not always better [13, 16]. While face-to-face communication 
permits a broader range of symbols than email, email might be more suitable for 
transmitting long sequences of numbers [16].

Transmission velocity. The 
time for a message to be 
delivered to its recipient 
[5].

Higher transmission velocity in media generally enhances synchronicity, 
allowing for faster feedback and improved coordination [5]. However, scheduling 
communication may also be necessary [13]. While rapid feedback through high-
velocity media, such as instant messaging, can reduce communication fatigue, the 
opposite might also occur [15].

Table 1. 
Media capabilities.
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from rapid interaction through synchronous media to discuss different viewpoints 
[5, 13, 14]. However, higher synchronicity is not always ideal for convergence, primar-
ily when language barriers exist; asynchronous media allow for review and thoughtful 
responses [17]. As communication norms and familiarity with media, tasks, and col-
leagues evolve over time, the need for convergence—and consequently, synchronous 
media—tends to decrease [5, 13, 14].

Inadequate information conveyance can lead to incorrect conclusions, and 
failed convergence hinders progress due to a lack of shared understanding [5]. 
Understanding these characteristics and their contextual relevance is crucial for 
quality communication. The most suitable media often depends on the context and 
objectives of the communication. A conversation may utilize different media to meet 
evolving needs [5, 13, 14].

For instance, a meeting to decide on a shoe factory’s sales approach might involve 
face-to-face discussion, slide presentations (synchronous) for immediate interaction, 
and visual summaries. Simultaneously or subsequently, meeting minutes are emailed to 
participants (asynchronously) to ensure everyone has a record of decisions. Thus, differ-
ent media can be used concurrently or sequentially based on communication demands.

3. Telecommuting implications for companies’ activities

By working physically away from the rest of the organizational members, home-
based telecommuters significantly reduce their dependence on transportation, while 
heavily increasing their dependency on ICT to mediate their interactions [10]. Thus, 
like any other work arrangement, home-based telecommuting offers plenty of oppor-
tunities and challenges for companies that adopt it. For example, on the one hand, 
telecommuting is positively associated with job satisfaction, employee-perceived 
autonomy [18], productivity [19], and work quality [20]. On the other hand, replac-
ing in-person interactions with ICT-mediated interactions may challenge employees 
to develop a shared understanding regarding their activities, visualize their contribu-
tions to the company, and have a fair performance evaluation.

Media Parallelism Rehearsability Reprocessability Symbol 
sets

Transmission 
velocity

Email High High High Low-
Medium

Low-Medium

Face-to-Face Low Low Low Low-High High

Instant 
Messaging

Medium Medium Medium Low-
Medium

Medium

Telephone Low Low Low Medium High

Video 
Conference

Low Low Low Low-High Medium-High

Voice Mail Low Low-Medium High Medium Low

Paper-Written 
Documents

High High High Low-
Medium

Low

Based on Refs. [13, 14, 16].

Table 2. 
Media capabilities degrees.
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3.1 Shared understanding

Working from home may lead employees to reduce their synchronous communica-
tion, while increasing their use of asynchronous media. Employees might also spend 
more time communicating with colleagues with whom they have strong ties, spend-
ing less time with those with weaker connections. The increased use of asynchronous 
media can make conveying and understanding complex information more chal-
lenging [4]. For example, researchers have shown that prolonged use of text-based 
media during the convergence process, when tackling complex and ambiguous topics, 
results in adverse performance outcomes for participants during and after the com-
munication. Over time, these cumulative adverse effects could reduce employees’ pro-
ductivity [21]. Moreover, due to the added cognitive effort needed when discussing 
complex ideas through text-based media, employees often focus more on information 
that supports their viewpoints than on information that challenges them, potentially 
leading to biased conclusions [3]. In this context, employees will likely share less 
knowledge, impacting a company’s innovation capacity [4, 22].

Then, teams partially or entirely composed of telecommuters may face additional 
challenges in coordinating their activities [23] and establishing a shared understand-
ing [24]. This raises important implications, as achieving a shared understanding is 
vital for a company because “[a] shared understanding of the team’s goals ensures that 
the team is moving together toward a common vision” (p. 23) [25].

3.2 Contribution visualization

Helping employees visualize how their daily tasks benefit others can positively influ-
ence their performance [26, 27]. Specifically, when employees can see how their work has 
improved the lives of others, they feel more motivated [26]. Furthermore, employees who 
believe that others appreciate their work demonstrate enhanced job performance [27].

However, because home-based telecommuters do not directly experience what 
happens beyond their workspace, it might be harder for them to notice this connec-
tion and the positive practical effects of their work. For example, employees may not 
be able to perceive the positive emotions expressed by customers whose lives have 
been enhanced by the services they provided, because of the limitations of the symbol 
sets in the media [5]. Likewise, employees residing in remote areas might fail to 
recognize how their work has contributed to the development of the local community.

Then, because of the challenges in achieving a shared understanding in a virtual 
context [24, 25], it may be more difficult for employees to grasp why their roles are 
significant. Likewise, employees may struggle to visualize their contributions due to 
their ICT-mediated interactions, which cannot convey the relevant aspects that face-
to-face interactions can [25].

3.3 Performance evaluation

Although telecommuters may perceive that the procedures regarding their 
compensation and treatment by supervisors are fair [28], the physical and temporal 
distance can create barriers for managers in evaluating employees’ performance [6]. 
At the same time, employees may also encounter barriers in showcasing their contri-
butions to the company, particularly when it pertains to tacit knowledge, a form of 
knowledge that is difficult to articulate explicitly [29–31].
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In this context, managers may largely base their judgments on outcomes of 
activities that are more easily measurable [28, 32]. Indeed, the greater the frequency 
of telecommuting, the stronger the employees’ perception that their performance is 
being assessed through output controls [33]. Furthermore, depending on the media 
selected and its capabilities, including symbol sets and transmission speed, employ-
ees and managers may encounter additional conflicts when discussing aspects of 
employee performance, as some comments may be interpreted as more aggressive or 
probing by either party [3].

4. Methods

This chapter is based on data from a study exploring telecommuters’ perceptions 
of their participation in the company’s organizational purpose. It included examin-
ing a series of work-related experiences, including those discussed above. Using a 
combination of purposeful and snowball sampling [34], all participants were full-
time home-based telecommuters, except for one. Participants were “professionals 
who are allowed to perform their work from home on a daily basis” (p. 5) [12]. These 
employees have no formal obligation to commute to a traditional workplace. However, 
they may still make non-regular visits to the traditional workplace for sporadic 
work-related meetings, casual gatherings, and voluntary visits [12]. After emailing 
five participants who met the basic criteria, they were asked to introduce the study to 
other potential participants.

To access their perspectives, employees were interviewed remotely via Zoom dur-
ing sessions that averaged 1 hour and occurred between October and November 2022. 
Employees responded to several questions, some of which followed a pre-defined 
script. They were free to express themselves, so no interview followed a strict order.

Resorting to a thematic analysis, we studied the interview transcriptions and 
selected every relevant statement for the study. While identifying relevant state-
ments, we needed to answer two questions: “a. Does it contain a moment of the 
experience that is a necessary and sufficient constituent for understanding it? b. Is it 
possible to abstract and label it?” (p. 120) [35]. After interviewing 23 participants, we 
ceased data collection due to data saturation.

The participants’ ages ranged from 26 to 54 (Mean = 36.48, SD = 7.16), with 
females representing 69% of the sample. Overall, participants were highly skilled, 
with 78% holding at least a bachelor’s degree. They worked in various fields, including 
customer support, information technology, geoprocessing, and project management. 
Employees worked for 14 different companies, most of which operated in multiple 
countries. The number of employees ranged from a few dozen to hundreds of thou-
sands. Their sectors included lodging, cybersecurity, logistics, telecommunications, 
and more. Most are based within the European Union, with a few in North and South 
America.

5. Results

Four main themes emerged during the data analysis. For each theme, it was 
possible to identify subthemes. Table 3 lists all the themes and their respective 
subthemes.



The Future of Work – The Development of Sustainable Workplaces

8

5.1 Experience of working from home

5.1.1 Reason for working from home

Employees’ reasons for working from home were twofold: circumstantial or 
intentional. Some found remote roles appealing during job searches or due to practi-
cal reasons like company location. The COVID-19 pandemic also mandated remote 
work, which some employees later preferred. Others actively sought remote positions 
for improved work-life balance, valuing flexibility, commute savings, and location 
independence.

"So, the company was Argentinian, I was in Colombia, and the position would be to 
manage the Colombian market for this Argentinian company. And, as this company 
did not have a physical office, the virtual model was adopted" (Participant 6).

"I think it is a matter of freedom and flexibility. My previous job was 9 hours a day 
plus commuting. [… ] I was always eating outside, so a lot of food, or worse quality 
food than cooking at home" (Participant 9).

5.1.2 Benefits of working from home

Employees cited several benefits of working from home. The most common 
were time saved from commuting, and greater flexibility in managing work around 
personal needs, such as childcare. Increased social comfort was another key advan-
tage, with employees feeling more at ease in their own space, and having more control 
over workplace interactions. Both male and female employees noted the shift to more 
comfortable attire, like pajamas. Female respondents also reported reduced social 
pressure regarding their appearance (e.g., makeup, high heels), and an increased 
sense of personal safety, such as not having to walk home alone at night.

Themes Subthemes

Experience of working from home Reason for working from home

Benefits of working from home

A lonely job

Distance communication advantages

Self-perception of productivity

Social interactions at work Frequent contact only with direct coworkers

Media usage context

Organizational onboarding experience Learning experience of work activities

Connection of the work with the rest of the 
organization

Organizational contribution and performance evaluation 
experiences

Visualization of self-contribution and that of 
coworkers

Performance evaluation

Table 3. 
List of themes and subthemes.
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"Daily, I have the freedom to choose my schedule and how I do things as long as the 
objectives are met. […] I really like working toward goals and having the freedom to 
manage my time" (Participant 5).

"I have pets, so to be with them is a very important part of my life […] So, whenever 
I had to go back to the office for my previous role, I thought I missed that the most at 
the time I had it with my pets" (Participant 19).

"Sometimes, we catch rude customers, and we have to try to take a deep breath and 
not respond in the same way […] Sometimes, I think I am glad I am behind the 
phone. If I was there at the counter, I do not know how I would be able to manage the 
situation" (Participant 10).

5.1.3 A lonely job

The physical and temporal distance of remote work often leads to feelings of 
loneliness and isolation among employees. They reported a significant reduction in 
social interactions and found that ICT-mediated communication, such as video calls, 
cannot fully replace face-to-face contact. However, respondents noted that video 
communication can enhance understanding and build trust.

"[…] it is a bit of a lonely job. […] working in an office, has contact with colleagues. 
There is another type of experience that is not alone. […] It is not the same thing as 
being in a space with other people having lunch" (Participant 4).

"I realize that it is nicer to see other people's faces when a person is talking because 
if the person has the camera off, you do not know that the other person is even 
there. […] I can tell if she is in a good mood, if she is not in such a good mood" 
(Participant 22).

5.1.4 Distance communication advantages

A key communication advantage noted is the ability to quickly and directly share 
information across an organization while preserving message integrity. Employees 
also believed that ICT streamlines the often complex coordination of communications 
involving multiple individuals, facilitating same-day or simultaneous interactions.

"I talk to 100 people a day […] I do not think it was even possible to have so many 
people in the office. Also, it would be harder to be side-by-side with a colleague from 
a certain department who has a question. […] I think it also ameliorates a lot in 
terms of communication as it avoids many conflicts […] if the person responds more 
harshly, I am somewhere else doing something else" (Participant 8).

5.1.5 Self-perception of productivity

Many employees felt more productive because they saved time by not commuting to 
work, had greater freedom to control their working schedule, had reduced social interac-
tions, and had constant access to work. Furthermore, being at home does not alter their 
level of professionalism. They remain highly aware of the importance of keeping every-
thing organized and completing all their tasks as if they were directly supervised.
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"[…] I am going to call someone in the office because I need to speak to someone. That 
is it. It is over. […] Now I have seven more hours of peace. So the fact that we can 
manage the amount of social contact, I think it is good […]" (Participant 18).

"[…] since there is no direct boss, I am responsible for my area. […] The more up-to-
date and organized things are, the faster I can respond to requests. Therefore, what 
I do outside the measurable parameters, which is not much more than what I do, I 
would do anyway" (4).

5.2 Social interactions at work

5.2.1 Frequent contact only with direct coworkers

Employees mainly interact with their immediate coworkers regularly. Wider 
company communication is usually restricted to events, scheduled meetings, and 
major announcements.

"Sometimes, of course, I interact with other teams […], but on a day-to-day basis, my 
interaction is with my team. But there are days when I do not even talk to anyone. I 
have my work to do and focus on it" (Participant 9).

5.2.2 Media usage context

While respondents favored audio, and sometimes video, for complex topics and 
varied perspectives due to enhanced contextual cues, like facial expressions, that aid 
in synchronous communication and understanding, they also identified drawbacks. 
Frequent, especially unannounced, audio calls were perceived as intrusive, causing 
interruptions and demanding undivided attention, thereby impeding multitasking. 
Consequently, unscheduled audio calls are generally reserved for urgent situations. 
Textual communication emerged as the most prevalent choice, with some respon-
dents emphasizing its critical role in record-keeping for legal reasons, progress 
tracking, and creating shareable documentation.

"[…] when there are meetings that are not to ascribe tasks but to discuss the direction 
of the work, which is a little more brainstorming, I prefer calling. It is easier to call 
because there will be several people involved, there will be ideas coming from different 
sides […]" (Participant 23).

"[…] because we also work with people from different time zones, and sometimes 
there is a need to communicate with these people. As they are not available at the 
moment, it makes sense to communicate by text and wait for the person's response" 
(Participant 13).

5.3 Organizational onboarding experience

5.3.1 Learning experience of work activities

Employees reported that learning their tasks and procedures remotely was 
not impeded by physical distance. The online resources and the nature of their 
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computer-based work allowed for a learning experience similar to in-person onboard-
ing. Interestingly, many employees noted the benefits of remote onboarding, such as 
increased access to international colleagues, and the impression that virtual processes 
were often better organized than traditional ones. However, they also encountered 
learning difficulties, primarily attributed to a lack of clear procedures and insufficient 
support from employers, rather than to the challenges of remote work itself. The only 
difficulty directly related to telecommuting was the less frequent communication, 
which had the potential to hinder their learning.

"We had our Google Drive, and there was a shared folder with information about the 
company […] about what was expected and the step-by-step of what we should do 
[…] We could access these documents at any time" (Participant 11).

"If I was working remotely from the beginning, I think that maybe I would still be 
missing things, precisely because of this issue of communication that, whether we like 
it or not, ends up being reduced when we are telecommuting" (Participant 14).

5.3.2 Connection of the work with the rest of the organization

Most employees explicitly stated an understanding of how their contributions 
connect to the broader company, with some providing concrete examples of this 
interconnectedness and illustrating how internal process failures can create cascading 
effects throughout the organization.

"[…] I can develop my work, but then there comes a time when I am dependent on 
the work of the technology department. And if the technology department has limita-
tions in terms of human resources, my work is negatively impacted" (Participant 6).

5.4 Organizational contribution and performance evaluation experiences

5.4.1 Visualization of self-contribution and that of coworkers

Employees primarily visualize their and their coworkers’ contributions through 
the tangible final outputs of their tasks. This quantitative perspective was viewed 
positively by some, while others felt it overlooked important, less quantifiable aspects 
of their work. Notably, respondents indicated that working remotely did not affect 
their perception of their contributions, as their online tasks and observable results 
remained consistent.

"People evaluate my work by my results and not by my posture during the eight 
hours of work. […] that is why I think remote work is good because if the results are 
presented, people cannot question being online or the number of messages people put 
in public channels […]" (Participant 18).

"So, my area is remote sensing, so it is already remote. […] in that sense, whether it is 
face-to-face or not […] it is the exact same experience" (Participant 14).

Opinions varied regarding the influence of feedback media on its perception. 
Some employees believed the medium was inconsequential, with word choice being 
paramount. However, others felt the media did matter, with some valuing channels 
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that conveyed more contextual signals, such as voice tone and facial expressions, 
which they believed could facilitate better understanding.

"Yes, there are things I prefer to be on a call. Precisely because of the more social part 
of the issue, to discuss more difficult things or more positive things, I think it is good to 
have this moment" (Participant 12).

When asked about the impact of their work, employees generally reported a clear 
awareness of its practical effects. Observing positive outcomes was considered a 
significant motivator and a positive reinforcement of their professional identity.

"I feel good for being able to help people and for feeling that I have a beneficial impact 
on society" (13).

5.4.2 Performance evaluation

Employees frequently reported that performance evaluations take place during 
their regular interactions with supervisors. The lack of a formal, structured evalua-
tion process and direct progress monitoring was largely attributed to a high level of 
trust between employees and their supervisors. This informal approach to evaluation 
showed varying levels of satisfaction based on the nature of the work. Employees 
whose tasks were easily registered and quantifiable tended to express greater satis-
faction with their performance evaluations compared to those with less measurable 
responsibilities. Consequently, effective communication between employees and 
supervisors was identified as a crucial element in assisting employees with less 
tangible tasks and demonstrating their progress. Ultimately, most employees viewed 
their performance evaluations as fair, primarily due to these direct and ongoing 
interactions with their supervisors.

"So, surprisingly, it works if you really trust people and show them that they have a 
certain responsibility […] you feel that you are working for your name because, on 
each email, it is your name” (Participant 15).

"[…] being at home, if I have results, it means I worked, but if I do not have results, 
it does not mean I have not worked" (Participant 1).

"In departments where I felt that communication was better, my work was more 
recognized than in others […] the fact that it is remote is not the biggest problem […]" 
(Participant 18).

6. Discussion

Employees confirmed that working from home often reduces workplace dis-
tractions [8, 36], particularly concerning interruptions from colleagues, such as 
unscheduled conversations. Indeed, the greater control over their social interactions 
enables them to choose whom they communicate with, and for how long. As a result, 
employees reported that their interactions were primarily confined to direct cowork-
ers, which aligns with recent research showing that working from home reduces 
communication frequency and network dynamism [4, 37].
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Interactions via media characterized by high transmission velocity and low repro-
cessability, such as telephone calls, typically demand employees’ undivided atten-
tion, necessitating the interruption of ongoing tasks [38]. Therefore, corroborating 
previous research [15, 16], some employees perceive telephone calls as intrusive and 
best reserved for urgent communication. This, coupled with the negative association 
between team inclusion and asynchronous media like email [17], may contribute to a 
decreased willingness to communicate among remote workers, potentially explaining 
the observed reduction in social interactions and increased feelings of isolation.

In line with this, employees reported an increased focus [37], enhancing their 
self-perception of productivity. These perceptions align with prior research linking 
telecommuting to improved productivity [19]. This rise in perceived productivity may 
also be attributed to employees’ greater control over their work routines, enabling 
them to optimize the order and timing of their tasks. Furthermore, the flexibility 
in managing breaks supports the positive relationship between telecommuting and 
employee-perceived autonomy [18].

6.1 Shared understanding

Working from home leads employees to communicate more frequently through 
instant messaging [4]. This behavior can be attributed to the medium/high rehears-
ability and reprocessability of text-based media. Text-based communication allows 
recipients to access messages conveniently without interrupting ongoing tasks. 
Furthermore, it offers an opportunity for reflection before responding. The enduring 
nature of text-based communication also establishes it as a valuable repository of 
information, enabling employees to revisit details of past discussions or task proce-
dures. It also records agreements, which is particularly important for legal compli-
ance when interacting with external stakeholders. Moreover, as employees became 
more familiar with their tasks and their coworkers’ communication patterns, their 
reliance on synchronous media like telephone or video conferences decreased. This 
shift occurred as shared understanding developed, reducing the need for conveying 
supplementary nonverbal cues [5].

While previous studies have highlighted the potential threat of increased 
text-based communication to discussions of complex and unstructured topics [3, 
4, 21, 22], our findings suggest a more nuanced perspective. Employees in our study 
demonstrated an awareness of different media capabilities and could discern the 
most appropriate media for specific communication needs. Notably, most employ-
ees reported using audio or video calls for brainstorming sessions and discussions 
involving complex or unstructured conversations. As a result, employees generally 
rated their communication effectiveness positively, sometimes even surpassing their 
experiences in co-located settings. This improvement is attributed to the broader 
array of communication media available following the transition to remote work. 
They reported effective comprehension and a sense of being understood. Given the 
routine nature of most organizational tasks, full-time remote workers are likely to 
continue their increased reliance on text-based media while decreasing their use 
of other channels. As long as employees maintain the autonomy to choose the most 
suitable media, this increased adoption of text-based communication does not seem 
to pose a significant threat to achieving shared understanding.

In the end, the primary impediments to achieving a shared understanding of roles 
among employees pertained to the quality of internal communication. Specifically, 
three key issues emerged: lack of clarity, inconsistent frequency, and information 
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segregation. Regarding clarity, employees reported instances of information conveyed 
through jargon, or lacking sufficient contextualization, hindering comprehension, 
particularly for those not directly involved. Furthermore, the frequency of updates 
regarding company activities and objectives decreased over time, leaving many 
employees uninformed. Finally, information segregation was identified as a prob-
lem, with certain information selectively disseminated, based on communicators’ 
assumptions of irrelevance to others. Importantly, none of these issues are inherently 
linked to telecommuting or ICT-mediated communication. Rather, they relate to the 
fundamental management of internal communications and can manifest in various 
organizational contexts, including traditional co-located workplaces.

6.2 Contribution visualization

Beyond its importance for task completion, effective internal communication 
significantly influences telecommuters’ professional self-perception and, conse-
quently, their well-being [37]. Our findings underscore the critical role of clarity 
regarding how employees’ roles contribute to organizational value, reinforcing a sense 
of relevance. This aligns with prior research indicating that employees experience 
greater motivation when they perceive the positive practical outcomes of their work 
[26, 27]. In addition to visualizing their contributions, employees frequently reported 
understanding how their colleagues’ work interconnected with the broader company 
and recognizing the practical effects of their contributions. Similarly, many of their 
colleagues could also acknowledge their contributions. Consequently, employees 
indicated that physical distance did not pose a limitation in this regard. Indeed, for 
some whose work is entirely computer-based and location-independent, home-based 
telecommuting did not alter their perception of the practical effects of their activities, 
highlighting that the physical workspace can be irrelevant for contribution visualiza-
tion depending on the nature of the job.

However, the intangible aspects of work that were not easily quantifiable or com-
municable through software were often overlooked. Consistent with this, there were 
reports indicating that managers did not share information about specific employees’ 
ongoing projects with others, fostering information segregation. For example, col-
leagues often lacked visibility into the contributions of employees whose work had 
a long-term outlook and whose impact was not immediately observable. Similarly, 
colleagues were frequently unaware when these employees addressed urgent and 
unpredictable issues that could delay their results. These circumstances led to frustra-
tion among the affected employees due to concerns about potential negative percep-
tions of their performance by their colleagues.

6.3 Performance evaluation

Managers, like employees, often evaluate contributions based on final outputs. 
As a result, contributions that are not easily captured by software may be overlooked 
unless explicitly discussed during meetings. Consistent with prior research [38, 39], 
employees emphasized the importance of establishing synchronous communication 
to foster mutual understanding of diverse perspectives. In this context, media char-
acterized by high transmission velocity and rich symbol sets, such as audio and video 
calls, are the most suitable options. Additionally, both the chosen communication 
medium and the language used during performance discussions are critical in pre-
venting misunderstandings regarding both content and tone [3]. However, as noted in 
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Ref. [40], it is essential to balance the level of synchronous interaction with managers 
to avoid creating a perception among employees of constant monitoring.

Despite the importance of regular feedback from direct managers in remote work 
settings [37], some employees reported a decline in performance feedback after shift-
ing to home-based telecommuting. In this context, feedback was often provided only 
during scheduled performance discussions or when explicitly requested, highlighting 
the need for proactive initiatives, such as socialization events, to foster the sharing of 
feedback among organizational members [37].

Ultimately, our results corroborated the challenges associated with remote per-
formance evaluations faced by both employees and managers [28, 32]. Employees 
reported difficulty demonstrating their work progress due to the inherent inability to 
quantify certain aspects of their roles. While tracking quantifiable metrics like mouse 
clicks or hours worked may be effective for repetitive tasks with limited interpersonal 
communication [41, 42], it falls short for roles with an intangible nature, where the 
relationship between time and output is less direct [41]. Still, employees demon-
strated an ability to discern and select media capabilities most relevant to specific 
situations. Thus, remote management challenges can be mitigated by strategically 
aligning communication media with the context [40].

6.4 Theoretical implications

Beyond supporting [4] observations regarding shifts in employee communication 
behaviors after home-based telecommuting adoption, our findings offer insights 
into the underlying reasons. These include both readily apparent factors, such as the 
absence of casual, unscheduled interactions, and less obvious factors, like employees’ 
heightened focus on individual tasks. This increased focus also helps explain the 
tendency for telecommuters to intensify communication with direct collaborators, 
while reducing interactions with more peripheral organizational members who do not 
directly impact their immediate tasks.

Prior research has raised concerns about the potential limitations of ICT-mediated 
interactions, particularly text-based communication, in conveying and comprehend-
ing complex topics [3, 4, 21, 22], suggesting long-term negative impacts on employee 
performance and organizational innovation. However, our results indicate that 
employees carefully consider the context when selecting their communication meth-
ods, opting for richer alternatives like voice or video calls, incorporating visual aids 
(e.g., pictures, drawings, and screen sharing), or combining media when the topic is 
unstructured or requires extensive discussion.

Similarly, while home-based telecommuting has been associated with difficulties 
in accurately evaluating employee performance and contributions [6], our findings 
indicate that, by leveraging various media options, employees and managers can 
offset the absence of passive communication through enhanced active communica-
tion. Employees and managers can use voice or video calls to clarify perspectives 
and resolve misunderstandings. Thus, our results do not indicate an inherent flaw in 
telecommuting that hinders effective organizational functioning. Instead, training 
organizational members on the capabilities of different media [39] and adapting 
internal communication processes to the remote context can address many commonly 
cited challenges.

Last, our research supports [41]’s claim that relying solely on easily quantifi-
able work inputs to monitor productivity in non-repetitive and intangible roles is 
inadequate, as these metrics do not capture essential aspects of the job. Therefore, 
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our findings emphasize the vital importance of establishing regular, high-quality 
synchronous communication between managers and employees for enhanced per-
formance evaluation. These interactions are also crucial for ensuring that employees 
comprehend their role within the company and how their contributions align with 
strategic objectives.

6.5 Practical implications

6.5.1 Internal communication quality

The primary challenges for home-based telecommuters stem from internal 
communication quality, not distance. Key issues affecting effectiveness are a lack of 
clarity, inconsistent frequency, and information segregation. In modern organiza-
tions, most stakeholder interactions rely on ICTs, which increase with organizational 
growth and make direct observation impractical. Effective ICT-mediated communi-
cation is crucial for better internal communication.

•	 Lack of clarity: Internal information often lacks context or uses jargon, hindering 
understanding, especially across different departments and for new hires who 
need background. Crucial company-wide information should use accessible 
language for maximum comprehension and engagement.

•	 Frequency inconsistency: While initial information flow is high, organizational 
communication often decreases. This inconsistency also affects performance 
evaluation discussions. The absence of passive communication in remote set-
tings requires more active communication. Therefore, managers and employees 
should establish regular two-way interactions for updates, expectations, insights, 
and experiences [43]. This could involve implementing structured, regular 
check-ins or utilizing communication platforms that facilitate two-way dialog 
and feedback.

•	 Information segregation: Characterized by incomplete or selective information 
sharing, information segregation can fragment an organization, leading to con-
flicting objectives, internal conflict, and dissatisfaction. To ensure alignment and 
transparency, all employees should have access to comprehensive information about 
the company’s present and future, and managers should empower employees to 
determine their own access to information. This proactive approach to information 
sharing fosters a sense among employees that they are truly participating in internal 
communications and belong to the rest of the company, consequently increasing 
their willingness to contribute by openly sharing their thoughts [44].

In conclusion, these challenges are not inherent to telecommuting or ICTs but 
reflect basic internal communication management issues applicable to all work 
environments. Clear, consistent, and inclusive communication strategies are vital for 
an informed and engaged workforce, regardless of location.

6.5.2 Full-time home-based telecommuting adoption

When considering the adoption of full-time home-based telecommuting, manag-
ers must evaluate several critical factors. Firstly, local job dependability is paramount. 
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Roles that require physical presence at a specific location due to the need to access 
specialized resources (e.g., heavy machinery) or provide location-specific services 
(e.g., hotel reception) may present significant challenges or preclude telecommuting 
implementation.

Secondly, organizational readiness is crucial. Managers should assess the com-
pany’s preparedness by addressing key questions: Can employees access all neces-
sary information remotely to perform their tasks effectively? Are all organizational 
members proficient in using various media to ensure clear and unambiguous commu-
nication? Do managers possess the skills and tools to evaluate employee performance 
remotely and fairly? Can employees effectively demonstrate their contributions to the 
company remotely?

Finally, the potential impact on the company’s stakeholders must be considered 
carefully. For instance, is in-person interaction between employees and customers 
essential to the desired customer experience? A thorough evaluation of these aspects 
enables managers to make informed decisions about the feasibility and strategic 
implications of adopting full-time home-based telecommuting.

6.6 Limitations and future research

A limitation of this study lies in the self-reported nature of the data, as employees 
sometimes found it challenging to articulate specific aspects of their communication 
behaviors, potentially due to a lack of prior, in-depth reflection. Future research 
should employ alternative data collection methods that encourage more thought-
ful and detailed responses. Qualitative surveys with open-ended questions, story 
completion techniques, or vignettes could provide richer insights by allowing par-
ticipants more time and flexibility to elaborate on their experiences and add nuanced 
perspectives.

Furthermore, while our sample exhibited diversity across several dimensions, it 
was not exhaustive. Most participants were female, highly educated, relatively young, 
working from home without roommates during work hours, and engaged in roles 
that were easily adaptable to computer-based execution. Future research examining 
a more demographically and professionally diverse sample is essential to provide 
a broader understanding of remote communication experiences across various 
employee profiles and job types.

7. Conclusion

The growing tension between employees wanting to work from home and execu-
tives insisting on their presence in the office raised the crucial question of whether 
returning to the office is truly necessary for achieving positive organizational perfor-
mance. This question’s premise focused on whether completely replacing face-to-face 
interaction among employees would jeopardize the quality of internal communica-
tion. This chapter examined this question by exploring the internal communication 
experiences of full-time, home-based telecommuters, particularly how employees 
perceive media synchronicity regarding shared understanding, contribution visibility, 
and performance evaluation.

Examining employees’ perceptions of developing a shared understanding of their 
roles within the company, we found that most employees find the processes for learn-
ing their tasks to be clear and that physical and temporal distance does not hinder this 
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learning. Furthermore, when considering the connection between their activities and 
the broader organization, along with the potential impact of their actions on company 
performance, employees show an awareness of their roles in both daily operations and 
long-term strategy objectives.

Similarly, investigating how employees perceive their contributions to the com-
pany, we found that the primary methods for visualizing both individual and collec-
tive contributions are through the tangible outputs of work activities. However, for 
employees whose work is less easily recognized or quantifiable, this output-centric 
perspective can lead to frustration in demonstrating their contributions. Importantly, 
the digital nature of many roles reduces the impact of physical and temporal separa-
tion on employees’ perceptions of their contributions. Our findings also highlight the 
motivational significance of enabling employees to visualize the positive effects of 
their work.

Finally, exploring employees’ perceptions of performance evaluation processes 
regarding their contributions revealed that performance feedback typically occurs 
during informal interactions with supervisors, facilitating a mutual exchange of 
perspectives. Aligning with the nature of their tasks, employees involved in easily 
measurable activities tend to express greater satisfaction with evaluation processes 
than those in more abstract roles. Furthermore, the media and language used to 
convey feedback are critical factors that influence employees’ perceptions of these 
evaluations. Ultimately, employees indicate that clear, consistent, and open commu-
nication with their supervisors mitigates any perceived barriers to fair performance 
evaluation arising from physical and temporal distance.

In sum, our findings indicate that telecommuting does not inherently impede 
employees from establishing good-quality internal communication, and conse-
quently, does not necessarily disturb employees’ experience of these three aspects. 
The main factors hampering good-quality internal communication relate to how 
internal communication is managed, not to what media employees use. This is a mat-
ter that all companies, regardless of the work arrangements adopted, must consider.
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